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Overview



Purpose
This slide deck provides direction to all City service area and bureau 
budget and finance staff who will be working on FY 2026-27 budget 
development to explain key changes in the process from prior years, and 
how the Mayor’s budget guidance should be implemented. 



Budget Development Roles
City Budget Office

•Lead development process
•Manage budget systems
•Do central technical checks for 

all funds
•Ensure all funds are accurately 

budgeted
•Balance General Fund
•Forecast revenue for GF+ and 

coordinate all funds forecasts
•Conduct citywide analysis and 

compile service area budgets
•Support Mayor in developing & 

balancing Proposed
•Support City Council in 

developing & balancing 
Approved & Adopted

Service Area Finance Leads

•Coordinate with CBO, Service 
Area Budget Team Managers, 
and DCAs to ensure to facilitate 
the process within the service 
area. 

•Per the direction of the DCA, 
communicate with bureau 
directors and program staff 
within the service area 
regarding budget development.

•Manage the accounting and 
other financial functions in the 
service area in alignment with 
budget development. 

Service Area Budget Team 
Managers

•Communicate with DCA, 
Service Area Finance Leads, 
and budget analysis within the 
service area regarding the 
requirements of the budget 
process. 

•Manage the budget analysts 
within the service area to 
complete all technical aspects 
of budget development. 

•Lead budget analysis within 
the service area to identify 
issues, ensure accurate budget 
submissions, and conduct 
costing & forecasting. 

Note: This is not a comprehensive list of duties for these roles; only the ones related to budget development.



Key Budget Development Process Changes

Goal: Better 
articulate real 
tradeoffs of 

budget options

Scenario 
guidance

Current 
Service 
Level 

scenarios

Budget 
concept 
forms in 

BFM

Budget 
equity 

questions 
in concept 

form

Program 
offer 

updates

Service Area 
Budget 

Summaries

Forecast 
summaries



Mayor’s Budget Guidance



Mayor’s Guidance – General Fund
3 “scenarios”

1. Current service level (CSL): Budget concepts track the difference between CAL 
and CSL 

2. 3 percent reduction: Packages propose options for reaching CAL minus 3%
3. 10 percent reduction: Packages propose options for reaching CAL minus 10%

THIS DOES NOT MEAN WE WILL END UP AT EITHER 3 or 10 PERCENT GF-WIDE.
o Explain at a high level what your bureau would look like at these funding levels as 

neutrally as possible. 
o Objective is to provide information on trade-offs under these hypothetical 

reduction scenarios.



Mayor’s Guidance – Non-General Fund
Scenarios*

1. Status quo – Equivalent to CSL (discussed on next slide)
2. Current revenue forecast – What would you have to do to bring your expenses down from 

CSL to your forecasted revenue?
• If you have a 5-year rate forecast, use the prior year’s rate forecast for FY 2026-27 
• For external revenues, use your most up-to-date forecast

3. 5% rate reduction – If you have rate revenue*, what would you have to do to bring your 
expenses down from CSL to a 5% reduction in rate revenue? 

 
*It is possible that scenarios 1 and 2 will be the same for a fund. If so, copy the Current Revenue Forecast form and 
change the drop-down to CSL and in the text explain why the revenue forecast is sufficient for CSL. 

*Rate revenue: 
o Major service charges and fees including: Utility revenue, ISF rates, Parking meters, 

Development fees (that are not frozen)
o Use prior forecast for FY 2026-27 as the base
o Can exclude required payments from the base: CBO will consult with bureaus



Enterprise Efficiencies
How do the reduction targets interact with enterprise efficiencies?

• The enterprise efficiencies exercise is separate from the budget scenarios. There will end up 
being grey area, and CBO will work closely with finance leads and budget managers to discuss 
the math. 

• Target is 20% ongoing reductions. 10% ongoing reductions for enterprise efficiencies are already 
budgeted in the base. 

• For bureaus with enterprise efficiency reductions, you should subtract the enterprise efficiencies 
target from your cut amount AND not include costs for those functions in your budget reduction 
scenarios. 
o If you have mixed funding, only count the GF portion of the enterprise efficiency target 

against your GF targets.
o CBO will provide target amounts (they are the same as the FY 2025-26 DPs)

How will the actual realignment packages be developed and entered? 
• CBO, the finance leads, and the budget managers will work together to enter the budget 

concepts and decision packages for all realignments (all 7 functions).
• Meeting on 12/4 to discuss



Developing Service Area Scenario 
Budgets



Budget Development Steps Prior to Proposed

Base Budget 
(v51)

• System 
opening 
(details on next 
slide)

• QA/QC
• Includes: CAL 

for GF revenue, 
PCF (personnel 
forecast)

• IA rates (initial 
upload – will 
change with DP 
decisions)

Budget 
Concepts (v52)

•Enter budget 
concept forms 
per Mayor’s 
Guidance

•Includes EEs
•Brief CA and 

Mayor on the 
concepts

•CBO, CFO & CA 
work on budget 
status report 
(due in early 
Feb.)

•Budget work 
sessions possible

Requested 
Budgets (v53)

• Complete DPs 
for the 
concepts that 
are selected to 
move forward

• Develop EE DPs
• Continue 

briefing Mayor 
and Council on 
concepts

• Begin Mayor’s 
balancing

• Budget work 
sessions 
possible

Mayor’s 
Proposed (v54)

• Develop 
Mayor’s 
Proposed

• Finish 
balancing

• Refine DPs

December January February March 

Note: These are internally-facing steps – Council & community engagement will be discussed separately. 



What will be published when? 
December 15th

• General Fund Forecast
Service Area Budgets 
February 13th
• CA summary report (exec summary)
• Service area budget submissions
oCover letter/summary, budget concept 

forms, program offer narratives & reports, 
financial plans & forecast summaries, fee 
studies

oLink to program offer performance 
measures (scorecard)

• All fund forecast information

Mayor’s Proposed
April 20th    

•Budget overview and financial summaries
•Bureau narrative
•Program offer narrative (from requested)
•Program offer report updated for included 

DPs
•DP reports by bureau
•Financial & personnel tables by bureau

April 30th

•General Fund forecast update

Note: All dates are target dates and subject to slight changes. 



Budget Concepts

• Budget Concepts are 
similar to Decision 
Packages, but less precise. 

• Form 2800 allows bureaus 
to provide a concept with 
some budget data, but it 
can have less detail. 

• Technically, these work the 
same as a DP. 

What are budget concepts?



Budget Scenarios

• Current service level
o Can have multiple concepts per bureau
o May include:

o IMS increases specific to bureaus (in v51)
o Expiring one-time for ongoing programs
o Actual service provided (not theoretical full-staffing service)
o Specific and direct legal obligations (e.g. Flood safety benefit fee)

• Reduction Scenarios
o Complete at (roughly) a program offer level
o At a high level, what would the bureau reduce under different resource constraints?
o The concepts are more important than the math
o We are NOT balancing the General Fund with an even across-the-board reduction. The 

idea behind having multiple scenarios is to be able to mix and match concepts.
o You can include multiple concepts for each scenario; you can provide either/or options

 



Example Scenarios
Bureau of Popsicle Stands (BPS)

Fee revenue = $500,000 ($1/popsicle)
GF = $1M ongoing

GF Scenarios
o 3 percent = ~$30,000

• No more grape flavor
o 10 percent = $100,000

• Cut one shift per summer OR
• End winter popsicle stands AND
• Stop giving away t-shirts

Non-GF Scenario
o Cut rates by 5% = $20,000 

• No more grape flavor OR
• Stop giving away t-shirts



Budget Reduction Scenarios
• Mayor’s guidance stated that budget reductions should include “the most realistic, least painful cuts, and 

clearly outline service impacts to help leadership and the community understand the tradeoffs of the difficult 
decisions ahead.” 

• Depending on the size of the reduction scenario, they will have to include service reductions. However, not 
every reduction should include painful service cuts. 

Consider vacant positions before filled. However, you cannot use one-time vacancy savings as a reduction option.

Evaluate span of control under each scenario. Would the reductions result in too small or large of a span? 

Look at planned EMS spending, and determine whether any projects can be postponed or eliminated

Work closely with internal service providers to ensure that reductions to IMS are to services that are discretionary or 
level-of-use discretionary.

Be prepared to explain how the service area prioritized services for reductions to avoid more painful cuts. 

General Reduction Guidance



Budget Concept Form – Budget Data

 Bureau & Program
•Bureau
•Fund
•Program offer

Type of budget 
change

•Add 
•Cut
•Realignment

Scenario
•CSL
•Reduction 1
•Reduction 2

Estimated cost 
change

•Major object
•Commitment item (OK if you use the “000” commitment 

item for a major object)

Position authority •FTE increase/decrease by classification



Budget Concept Form – Narrative

Current Service Level
• Briefly describe the major adjustments to current ongoing 

appropriations to meet current service level costs. 

Reduction Scenarios Only
• What would the impacts of this be on services? 
• Why are you bringing this forward? Did you consider 

alternatives that were less favored to this option?



Budget Equity Questions
For externally facing programs, fill in the equity prompts in the form: 

 

Office of Equity and CBO are providing a separate training on answering these prompts.  



Budget Equity Questions



Budget Concept Form vs. Tech Form
The existence of the budget concept form does not impact the use of the technical adjustment form. 

Use the Technical Adjustment Form for: 
• Net neutral base budget adjustments that do not impact positions

Use the Budget Concept Form for: 
• Current Service Level scenarios where… 

o Resource additions would be required to maintain current services
o Realignments are net neutral and align the budget to the existing organizational 

structure
• Realignments that are changing how services are being delivered, which includes enterprise 

efficiencies
• Reduction scenarios per Mayor’s guidance and for enterprise efficiencies



Service Area Scenario Budget 
Delivery



Components of FY 2026-27 Service Area Scenario 
Budgets (formerly “Requested”)

Service area budgets (v52) will be due on January 23rd with the following submission 
components, which will be published publicly*: 

1. Cover Letter/executive summary: This should be up to 3 pages per service area 
and should provide highlights of the scenarios proposed to explain neutrally and 
factually what the gap is between current service level and the reduction 
scenarios, and what the impact of those scenarios would be on services. 

2. Budget concept forms: BFM report of the budget scenarios. 
3. Program offer report: BFM report with base budgets and scenario budgets, 

including FTE
4. Updated program offer narrative: Details in later slides
5. Financial plan and 2-page summary (if applicable): Details in later slides
6. Fee study (if applicable)

Primary budget submission date will be due to CBO on Friday January 23rd

*Note: Target publication date will be February 13th with the executive summary (slide 11)



Components of FY 2026-27 Service Area Scenario 
Budgets (formerly “Requested”)

Part 2 will include the Decision Packages for all concepts that were directed to move 
forward for consideration in the Mayor’s Proposed.

1. Decision package report
2. Personnel report
3. Organizational chart by bureau

Part 2 of submissions will be due Friday February 20th



Financial Plan Summary
• 2-page summary of major funds* forecasts of revenues and expenditures, published on 

CBO budget preparation site and included in published service area documents in 
February.
o Summarizes the 5-year financial plans, and feeds into a citywide fiscal outlook 

summary as part of the CA report/exec summary
o Intention is to have a quick guide to citywide revenue forecasting all in one place
o Follow-up meeting for forecasters with Peter will include more details

*Major funds: Bureaus/funds with significant external revenue, including: 
o PBOT: General Transportation Revenue; others TBD
o Parks: Golf, Portland International Raceway, GF service charges & fees
o BES & Water: Water fund, sewer fund rate revenue
o PP&D
o PHB: Short term rental revenue, Construction Excise Tax
o BPS: Solid Waste Management Fund
o PCEF
o General Fund revenue and property tax levies



Program Offer Guidance



Moving Budget Books from PADS to Euna (BFM) 
Background

• FY 26-27 budget books will no longer be 
produced in PADS

• Hoping to get CBO in the new system the first 
week of Dec

FY 2026-27 Documents

• Mayor’s Proposed will be the first document 
fully produced in Euna Budget Book Studio

• We may generate program offer narrative 
documents for the Requested Budgets from 
Budget Book Studio, depending on timing 

• Alternative is compiled Word docs

Preparing Requested Budget deliverables

• We recommend you start drafting/editing your 
narratives in Word while we set up the system

• CBO has sent service areas:
• A Word doc of their section of the FY 25-26 Adopted 

Budget Vol III for easy copying and pasting of old 
narratives

• A Word template to use for drafting narrative



Program Offer Guidance

General guidance, recognizing there will be exceptions:
• Aim for between 1 and 10% of a bureau’s budget*

• *FY 25-26 adopted bureau program expenses: personnel, internal materials and services, external 
materials and services, capital

• Consider combining if less than 5 FTE or $500K in expense
 
Balance revenue with all expenses

• Required for GFD
• Exceptions allowed for non-GFD

Bureaus working on program offer changes should work with CBO to discuss their plans.

OVERALL GOAL for FY 2026-27 is to make progress on program offers where possible: clean up, combine, 
realign to better reflect the services bureaus are providing. Prioritize General Fund-funded programs, and 
programs that are community-facing. 



GUIDANCE: Program Offer Narrative Sections

• Aim for suggested limits 
by section

• Program offer should not 
exceed 2 pages, 
including all tables

Narrative Section Suggested Word Count
Program Description 

& Goals <250

Services List N/A; limit on number of 
services listed

Changes to Program <150
Equity Impacts <150



GUIDANCE: Program Offer Narrative Sections
• Program description and goals

• Include URL to bureau site with 
more detail, should you need 
more space than word counts 
allow

• This is not an advocacy piece

• Services (NEW)
• List of discrete services provided
• Usually, 1-to-3-word phrases
• Max of 15 services listed

• Equity impacts

• Changes to program
• Should only include major 

changes that happened within the 
last fiscal year

• Major changes to program 
scope/level of service, including 
those due to budget constraints, 
can be included in this section



GUIDANCE: Services List
• Number of services:

• Small programs ~1-5
• Medium ~5-10
• Large ~10-15 (15 max)

• Should complement the 
“Program Description & 
Goals” section

Examples (Austin, TX)



System Opening & Next Steps



System Opening
Stage V51 Base V52 Requested
Date 11/6/25 11/6/25 11/10 12/3 12/4/2025 12/5 12/18 12/19 1/3/25

Action Base Load in 
PCF

Preliminary 
CAL Load for 
QC Purposes

Position Verification 
with 

actions by BHR to 
correct by 12/3/25

2nd CAL Load to 
Finalize QC 

issues

Preliminary IA 
Load for QC 

Purposes

2nd 
PS Load 
into BFM

Position Verification with 
Actions in Employee 

Maintenance to Correct.
*TAO Actions Reflected 

in this Load.

Final CAL 
Revenue 
Upload

BFM Forms Open for 
Budget Development

Bureau 
Task

None.

Use BFM 
Reports to 

review 
preliminary 

figures

Bureau take stock of 
positions currently in 

SAP that were 
uploaded to BFM; 

make reconciliatory 
changes 
via BHR

in anticipation of next 
load on 12/4/25

Bureau ensures 
CAL Targets 

match 
document sent 
via future CBO 
communication

Bureaus work 
with IA 

providers to QC 
IA rates and 

charges-
corrective 

actions taken

None.

Bureau take stock of 
positions currently in SAP 

that were uploaded to 
BFM; make reconciliatory 

changes in Employee 
Maintenance via CBO in 
anticipation of system 

opening.

Bureaus begin 
Requested Budget 

entry.

CBO Task

CBO 
Sysadmin 
Perform 

Personnel 
load based 

on 
11/6/25 

payroll

CBO 
Sysadmin 

upload CAL 
file for 

examination 
in BFM 

Reports.

CBO analysts assist 
bureaus in this task.
1. Submit CAPR for 

additions
2. CBO will centrally 
abolish positions, 
contact CBO with 

updates; 

CBO is 
responsible for 

entering 
corrective 

actions 
identified by 

bureaus in BFM.

CBO is 
responsible for 

entering 
corrective 

actions 
identified by 

bureaus/ 
providers in 

BFM.

CBO 
Sysadmin 
Perform 

Personne
l load 

based on 
12/3/25 

payroll

CBO analysts assist 
bureaus in this task.

CBO Sysadmin open 
forms; CBO analysts 

assist bureau finance 
staff with entry, tech 
checks, etc. Master 

Data uploads 
completed weekly and 

as-needed



Next Steps
1. Base budget analysis

o Develop base budgets, QC CAL, PCF, IA rates: Compare FY 2026-27 to prior year 
to check that the base is correct

2. Develop budget scenarios within service areas
o Leadership briefings & discussion happening throughout (schedule TBD)

3. Mayor and Council meetings/work sessions beginning in January 
(plan/schedule TBD)
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