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BFO Programs & Initiatives

Big Picture
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BFO 2023-24

ELECTIONS

On Board

2021

BFO Programs & Initiatives

2022 2023 2024

Cascade of Council Influence
Starting with the On-Boarding Process

Year 1 Budget Year 2 Budget Year 1 Budget Year 2 Budget
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Strategic Outcome Areas

6

& MOBILITY



BFO 101

Strategic Hierarchy
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Strategic Objectives
• Multiple Strategic Objectives (SO) per Outcome
• Achieving SOs helps achieve our Outcomes
• Performance demonstrated by metrics per SO

Key Outcome
• Highest level Strategic Goals
• 7 Key Strategic Outcomes 
• Used in City Plan, Strategic Plan, BFO, Etc.

Budgeted Initiatives (BFO)
• Reflects all City programs and services 
• Multiple BFO Initiatives for each SO
• Initiatives designed to achieve SO
• Metrics tied to each budget initiative
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Issues Based Strategic Planning
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STRATEGIC WORK & ANALYSIS • Implications, Conclusions, Challenges, Advantages, Priorities
• Define Issues to be addressed in Strategic Objectives

Metrics 
Tied to 

Strategic 
Objectives

Strategic 
Objectives 

6-10 per Outcome,
helps achieve 
the Outcome

Outcomes
highest level 
focus areas

Strategic Plan Driven by Residents, 
Council and Staff Input and Priorities

STRATEGIC PLAN 
(5 YEAR HORIZON):

Resident Input & 
Priorities
• Community Survey
• Focus Groups/Outreach
• Equity considerations
• Boards & Commissions
• Community Priorities

Council Input & Priorities
• Community Concerns
• Retreat Priorities

Organizational Priorities
• City Plan & Master Plans
• Economics & Financials
• Emerging Trends / Issues
• Infrastructure Issues
• Workforce trends
• Metrics 

ENVIRONMENTAL SCAN
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• Budgeting for Outcomes (BFO) is a form of priority-based budgeting

• A budgeting process focused on community priorities

• A shift from paying for departments to buying services and programs 

• A method to put residents and their priorities, not status quo, first

• BFO is a process to create the budget that resources the strategic plan

What is Budgeting for Outcomes?

At the highest level, BFO is about selling 
Offers (budget requests) and purchasing the 
services and programs most important to the 

community based on available funding
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Budgeting for Outcomes (BFO) Process

11

City Strategic Plan

Defines Strategic 
Objectives and Adopted 

by City Council

Departments

Create Offers to Achieve 
Strategic Objectives 

(Budget Requests)

BFO Teams

Review and Rank Offers

Prioritize What Best Achieves 
the Strategic Objectives?

City Council

Reviews, Solicits Public 
Input, Changes & Adopts

FINAL BUDGET

Budget Lead Team

Fine Tunes 
Recommendations to 

Develop the 
City Manager’s 

Recommended Budget
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Where the Money Comes From (Revenue)
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Funding Sources – Flavors of Money
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General Fund

Conservation Trust

City 
Funds

Each 
fund has 
different 

restrictions 
on how the 
money can 

be spent

R
ev

en
ue

Golf Fund

Utility Funds

Urban Renewal

Transportation

Equipment

Natural Areas

Recreation

M
ixed / M

oderate
Level of 

Restrictions

Low

High

Transit

Data & Comm (IT)

Examples of 
City Funds
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Drilling Platform Example
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Not funded

Funded (Purchased)
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Benefits of Budgeting for Outcomes
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• Focuses on services and programs; not departments and divisions

• Provides more transparency into how the money will be spent

• Significant community outreach and feedback, including 2 resident 
volunteers on each BFO Team

• BFO Teams
- Sharing knowledge across divisions
- Driver for interdepartmental collaboration 
- New leaders emerge
- It’s a way to help create a learning organization

• Linkage to the current strategic plan and metrics which becomes the 
basis for the organizational performance review called Strategy Maps
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Strategic Hierarchy & Measurement Alignment
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Strategic Objectives
• Multiple Strategic Objectives (SO) per Outcome
• Achieving SOs helps achieve our Outcomes
• Performance demonstrated by metrics linked to each 

Strategic Objective

Key Outcome
• 7 High-level Strategic Goals
• Used in City Plan, Strategic Plan, Budget for 

Outcomes (BFO), Etc.
• Measured by the Community Dashboard

Budgeted Initiatives (BFO)
• Reflects all City programs and services 
• Multiple BFO Initiatives for each SO
• Initiatives designed to achieve SO
• Operational metrics linked to BFO Initiatives
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Strategic Hierarchy & Measurement Alignment (Example)
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Strategic Objectives
• TRANS 6.3 - Improve transit availability and grow 

ridership

• Metric TRAN 1. Average # of Transfort riders per 
hour of operation

• Metric TRAN 2. Transfort ridership

Key Outcome Areas
• Transportation & Mobility

Budgeted Initiatives (BFO)
• Offer 45.1 Transit Local Fixed Route Network 

• Metric TRAN 1. Average # of Transfort riders per 
hour of operation

• Metric TRAN 2. Transfort ridership
Referenced from the 2018 Strategic Plan / 2019-20 Budget
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Strategy Maps – Strategic Plan Performance
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Implemented Strategy Maps to review City’s performance in achieving 
the Strategic Plan

Monthly meetings with entire ELT and applicable Department Heads

Each Outcome covered quarterly

Used operationally by discussing the 
performance of the metrics and initiatives 
aligned with each Strategic Objective

All underperforming metrics and 
initiatives also require an action plan 
for improvement
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Strategy Maps – Strategic Plan Performance

20



BFO 101

Strategy Maps – Strategic Plan Performance
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Questions and Answers
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