
2024 Capital Budget 
Kick Off

Finance Department
March 21, 2023 | 11:00am – 12:00pm
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Agenda

• Welcome & Mayor’s Message
• Overview of Budget Timeline
• Capital Budget Considerations
• Guidance & Components of a Complete Request
• Briefings & Management Review Team 
• Resources
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Overview of 2024 Budget 
Timeline
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Key Dates for 2024 Budget Development
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Capital Operating

Kick-Off Meeting Tuesday, March 21
11:00am

Tuesday, June 20
11:00am

Agency Requests Due Friday, April 21 Friday, July 21

Agency Briefings with Mayor’s Office May 8 – 19 August 7 – 18

Executive Budget introduced to 
Common Council (CC) Tuesday, September 5 Tuesday, October 3

Finance Committee (FC) Briefings September 11 – 12 October 9 – 10

FC Amendment Meeting September 26 October 23

CC Amendment Week October 30 – November 10

CC Budget Adoption Meetings November 15 – 17
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• 3/21:
Capital Kick 
Off

• 4/21:
Agency Cap 
Requests 
Due

• 5/8 - 5/19: 
Agency 
Briefings

• Finance 
Committee 
Meetings

• Common 
Council 
Meetings
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• Cost to 
Continue

• 6/20: 
Operating 
Kick Off

• 7/21: 
Agency Op 
Requests 
Due

• 8/7 - 8/18: 
Agency 
Briefings

• Finance 
Committee 
Meetings
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• Year end 
analysis

• Mid Year 
Projections 
& Agency 
Meetings

• Mid Year 
Resolution
(Intro 7/25; 
adopt 8/1)

• Year End 
Projections 
& Agency 
Meetings

• Year End 
Resolution 
(Intro 
11/21, 
adopt 12/5)

Simplified Calendar View

Borrowing Exercise 
(Accounting)



How will the process compare to last year? 
What’s staying the same What’s new/ different

Capital & Operating • Calendar: key dates fall in the same 
week as last year

• Proposal components: Main 
components of agency request will be 
the same (project/ service proposal, 
memo, mayoral briefing)

• No SharePoint: No longer using 
SharePoint

• Proposal Forms will be Excel files 
submitted in F:\Common folder
o Capital: minimal changes to format 

and questions on form
o Operating: still in design, will likely 

have significant updates to align 
with Munis Central Budget entry

• Instructions and training materials will 
be provided
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Capital Budget Considerations
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Capital Budget Limitations & Parameters 
• Unlike the operating budget, capital budget is not restricted by the levy limit or expenditure restraint

• The Wisconsin Constitution limits general obligation (GO) debt to 5% of equalized value
• In 2022, City’s GO Debt is $601 million, or 1.7% of equalized value 
• 5% of the City’s equalized value is approximately $1.7 billion
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Considerations for a Setting a Borrowing 
Target
Bond Rating
• Madison’s general obligation debt has the 

highest rating from Moody’s Investors 
Service – Aaa. This rating ensures the lowest 
possible interest cost.

• Factors in the rating include overall debt 
burden, level of operating reserves, strength 
of the local economy and the city’s financial 
management.

• The city’s debt, including pension and other 
post-employment benefit obligations, is 
considered moderate/high by Moody’s.

Debt Service Share in Operating
• 2015: Debt Service = 14.0% of GF Budget 
• 2022: Debt Service = 16.4% of GF Budget 
• 2029: Debt Service = 19.8% of GF Budget 
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Debt Service growing faster than Operations
(Analysis and assumptions below from March 2022)

Between 2015 and 2029 taxes on the average 
value home (TOAH) will increase by 42%

• TOAH for Debt Service will increase by 91.7%
• TOAH for Operations will increase by 29.6%

GO debt per capita up 42% since 2015; 
projected to increase 3% between 2022 and 
2029.
Pace of new GO debt has slowed:
• 2005 to 2015 – 99% increase
• 2012 to 2022 – 54% increase
• 2019 to 2029 – 4% increase
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Actual borrowing is significantly lower 
than budget authority

• Actual GO borrowing is 
consistently less than budget 
authority

• Since 2000, average 
borrowing = 69% of 
authorized budget; since 
2013 = 59% of authorized 
budget

• Amount is determined 
through borrowing exercise 
conducted over the summer, 
prior to the debt sale
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2023 CIP includes more than $114.0m in 
new GO borrowing

New GO Borrowing by Year 
(change between 2022 adopted and 
2023 adopted)

• 2023 = $68.6m

• 2024 = $24.8m

• 2025 = $10.1m

• 2026 = $10.4m

• 2027 = $0.7m

• 2028 = $101.3m

Total new GO borrowing, 
2023 – 2027 = $114.0m

12

 -

 20,000,000

 40,000,000

 60,000,000

 80,000,000

 100,000,000

 120,000,000

 140,000,000

 160,000,000

 180,000,000

 200,000,000

2023 2024 2025 2026 2027 2028

2022 Adopted Compared to 2023 Adopted
GO Borrowing Only

2022 Adopted 2023 Adopted



Capital Budget Guidance
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Project vs. Program
• A capital project is a large-scale, time limited 

project with a defined start and end date. 
• A capital program is a large-scale, continuing 

work plan.
• Some guidance varies between projects and 

programs. If you’re not sure whether 
something is a project or program, check the 
“Project Type” in the adopted budget. 
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Budget Guidance: 
Fiscal Responsibility & Planning
1. Evaluate current CIP: Agencies should scrutinize projects and programs approved in the 2023 CIP to 

ensure the timeline and funding requests are realistic and reflect current plans.
• Will staffing capacity or supply chain issues delay the implementation of programs? 
• Does your agency have a backlog of projects that must be completed before you can start new work?

2. Borrowing Targets
Overall Target: Keep projected debt service at or below current levels throughout the CIP time 
horizon.
Agency Target: Agencies may request to increase GO borrowing for projects and programs approved 
in the 2023 CIP by up to 5%. 
• Non-borrowing sources (e.g. intergovernmental revenues, cash proceeds) may increase more than 5% if 

there is funding to support the increase
• The 5% increase applies to the agency’s budget as a whole – agencies may propose shifting funding across 

programs (e.g. reducing one program to increase funding by more than 5% for another project)
• Agencies may shift borrowing across the CIP to reflect implementation plans (e.g. reducing funding in 2026 

to increase funding by more than 5% in 2027); however, the total increase for 2024 should be limited to 5%  
• In addition, agencies can propose a 5% increase in the last year (2029) of a program budget

15



Borrowing Target Example: 
Simple 5% Increase
Example A. One program; 5% increase compared to 2023 CIP; 5% increase in 2029 
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2024 2025 2026 2027 2028 2029

2023 CIP

Program A $      200,000 $      200,000 $      200,000 $      200,000 $      210,000 n/a
2024 Proposal

Program A $      210,000 $      210,000 $      210,000 $      210,000 $      220,500 $      231,525 

Annual 5% increase 
compared to 2023 

adopted CIP

5% increase in 2029 
compared to 2028



Borrowing Target Example:
Shifting Funds Across Years
Example B. One program; shifting funds across programs and years; total increase = 5%
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2024 2025 2026 2027 2028 2029

2023 CIP

Project B $      100,000 $   2,200,000 $   1,000,000 $      0 $                  0 n/a
2024 CIP

Project B $        50,000 $   75,000 $   2,260,000 $   1,080,000 $                  0 $                  0

Total project=
$3,300,000

• Shifts project timeline
• Some years decrease, some increase >5%
• Total project= $3,465,000 (5% increase)



Borrowing Target Example:
Shifting Funds Across Programs/ Projects
Example C. Two proposals; shifting funds across project/ programs and years; total increase = 5%
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2024 2025 2026 2027 2028 2029

2023 CIP

Program A $      200,000 $      200,000 $      200,000 $      200,000 $      210,000 n/a
Project B $      100,000 $   2,200,000 $   1,000,000 $      0 $                  0 n/a
2023 Total $      300,000 $   2,400,000 $   1,200,000 $      200,000 $      210,000 n/a

2024 CIP

Program A $      210,000 $      210,000 $      110,000 $      110,000 $      220,500 $      231,525 
Project B $        50,000 $   75,000 $   2,360,000 $   1,180,000 $                  0 $                  0
2024 Total $      260,000 $      285,000 $   2,470,000 $   1,290,000 $      220,500 $      231,525 

Total =
$4,310,000

For most years of CIP, simple 5% increase in program; 
Reductions in 2026 and 2027 to accommodate higher costs in Project B

Shifts in project costs across years; total increase > 5%  

Total =
$4,525,500 
(5% increase)



Budget Guidance: 
Fiscal Responsibility & Planning
4. Justification of major changes: Any requests to increase funding beyond the allowable 5% must 

be clearly explained and justified in the agency transmittal memo. Additionally, any significant 
changes in project scope or schedule must be included in the memo.
• Changes that are less than or equal to 5% do not need additional justification

5. Continuity of maintenance funding: Assume continued funding for maintenance programs, 
including an increase of up to 5%.
• The transmittal memo includes prompts to describe how agency’s prioritize projects and opportunities 

to scale maintenance programs 
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Budget Guidance: 
New Projects
Agencies may submit requests for new projects if they meet the following 
conditions:
1. The project is conceptualized to the point where a complete budget proposal can be submitted
2. If there’s no federal funding for the project:

• A new project may be submitted in the last year of the CIP (2029) 
• An agency can propose a new project earlier than 2029 if it meets an emergency need; there is a 

critical timing/ sequencing component with another project; an existing project can be delayed/ 
reduced in scope or cost; or the project was on the 2023 Horizon List with an anticipated 
implementation date prior to 2029

3. If there is potential for external funding:
• A new project may be submitted in any year of the CIP as long as the agency demonstrates sufficient 

capacity to implement the project
• If the external funding requires a City match, the borrowing/ expenditure of local funds will be 

contingent on receipt of external funding
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Budget Guidance: 
Prioritization & Strategic Alignment
1. Agencies must prioritize their project and program requests. 

Projects: The agency transmittal memo should include a ranked list of projects and clearly 
describe the criteria used to establish the prioritized list. 

Programs: The agency transmittal memo should include an explanation of how funding is 
prioritized within programs and potential for scaling programs. 

2. Agencies need to answer questions on racial equity and social justice, climate resilience and 
sustainability, alignment with strategic plans, and operating impacts.  These questions are the 
same as the 2023 request form, and are intended to provide a holistic view of the request and 
explain how the request advances city priorities. 
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Budget Guidance: 
Horizon List
1. Agencies may submit requests for projects currently on the Horizon List so long as they can 

demonstrate the ‘Issues to be Addressed’ have been resolved and that a complete budget 
proposal can be submitted.

2. Agencies may submit requests to add projects to the Horizon List if a project is forthcoming but 
is not fully scoped.  Agencies should work directly with their assigned budget analyst to develop 
Horizon List requests.
• Projects with federal funding – can be added to the Horizon List during the current CIP timeframe 

(2026 to 2029)
• Projects without federal funding – must be added to the Horizon list after 2029
• Required information includes: Project Description; Estimated Budget (if known); Estimated Operating 

Impacts (if known); Issues to be Addressed (e.g. additional studies, scoping, sequencing with other 
projects)
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Components of a Budget 
Request
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Proposal Components
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1. Transmittal Memo 2. Project/ Program 
Proposal

3. Supplemental IT 
Project Request 
Form

4. New Horizon List 
Requests

5. Agency Briefings

Description & 
Purpose

• Memo drafted 
from Agency Head 
to Finance Director 

• Outlines priorities 
of the agency’s 
capital program

• Request funding 
for capital projects 
and programs

• Provide details on
budget, project 
timeline, and 
description

• Complete IT 
project request for 
new hardware/ 
software or 
changes to existing 
hardware/ 
software

• Inform Mayor and 
Finance of 
upcoming projects 
that are not fully 
scoped but are 
anticipated in the 
timeline of the CIP

• Present highlights 
of the agency
capital budget 
request

• Q&A with Mayor 
and Management 
Review Team

How to Submit • F: Drive: Upload to 
Agency Folder in 
F\Common Drive

• F: Drive: Submit 1 
Proposal per 
project/ program

• Link in form • Email your budget 
analyst with 
project information

• Email final slide(s)
• Attend scheduled 

briefing

Format • Template provided 
by Finance

• Final version on 
agency letterhead 
in memo format

• Excel Proposal 
Form

• Details in 
“Operating Costs” 
section

• Requests should 
include a brief 
description of the 
project, estimated 
costs, and issues to 
be addressed

• Budget team will 
provide slide 
template 

• Agency will
complete template 
and submit prior to 
meeting



Where to find budget materials 
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• All budget materials on F: Drive (not SharePoint)
• “Capital Budget Requests 2024” Folder
• F:\Common\Capital Budget Requests 2024 

File path will depend on 
which server you have 
access to (fps1, fps2, fps4)

Regardless of server, you 
will be able to navigate to 
“Capital Budget Requests 
2024” folder by going to 
Common Drive

Navigate to your 
agency’s folder. Be 
careful to only edit your 
agency files.  

Project request template, 
transmittal memo 
template, and summary 
file will be saved in your 
folder



Transmittal Memo Outline
1. Transmittal Memo

Description & 
Purpose

• Memo drafted 
from Agency Head 
to Finance Director 

• Outlines priorities 
of the agency’s 
capital program

How to Submit • F: Drive: Upload to 
Agency Folder in 
F\Common Drive

Format • Template provided 
by Finance

• Final version on 
agency letterhead 
in memo format
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Outline of Transmittal Memo
• Equity in the Budget

• How the agency’s budget request addresses racial equity and social justice 
and aligns with division work plans

• Summary of Changes from 2023 CIP
• Description of any changes greater than 5% of budget, implementation 

timeline, or other significant changes
• Description of new program/ project requests and justification for timing if 

proposed prior to 2029

• Prioritized List of Capital Requests
• Prioritized list of projects and description of criteria used
• Explanation of prioritization within programs and potential for scaling
• Project dependencies

• Enterprise Agencies:
• Use of Enterprise Funds to support debt service and impact on user rates



Transmittal Memo Prompts
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Project/ Program Request Form
2. Project/ Program

Proposal

Description & 
Purpose

• Request funding
for capital projects
and programs

• Provide details on
budget, project
timeline, and
description

How to Submit • F: Drive: Submit 1
Proposal per
project/ program

Format • Excel Proposal 
Form
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Submit one (1) Excel form per proposal
• F:\Common\Capital Budget Requests 2024

• 20 min video training on available on Mediasite

• Questions on form similar to prior year, with some updates

• Test the files early in the process to
make sure you have access to files

• Ask for help; email Ryan Pennington
to troubleshoot issues

• Save a local copy of request forms
and upload final drafts to Common
Drive

• Do not wait until the last week to
start your requests

• Do not rename folders
• Do not go into other agency folders

 DO DON’T

https://media.cityofmadison.com/Mediasite/Channel/budget_training_2023


Review and Update Program Descriptions
• Some fields will be pre-

populated. Be sure to 
review and update as 
needed.  

• Program descriptions 
often refer to minor 
projects scheduled for an 
upcoming year. Update 
these descriptions to 
reflect plans for 2024. 
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Racial Equity and Social Justice
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Climate Resilience and Sustainability 
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Coordination on Facilities 

• If the proposal is for a facilities/ building project, reach out to Engineering –
Facilities early in process to discuss. 

• New question in “Budget Information” section that asks how facilities cost 
proposals were developed. 
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Supplemental Forms for Operating Costs
3. Supplemental IT 

Project Request 
Form

Description & 
Purpose

• Complete IT 
project request for 
new hardware/ 
software or 
changes to existing 
hardware/ 
software

How to Submit • Link in form

Format • Details in 
“Operating Costs” 
section
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Some questions in “Operating Impacts” section require 
submitting an IT Project Request Form
• Questions in the Operating Impacts section refer to different types of 

operating costs (e.g. ongoing maintenance costs, impact on contracts, 
impact on FTEs). 

• Some questions are specific to IT impacts. 

• Complete the IT Project Request Form for new hardware/software or 
proposed changes to existing hardware/software 

• Surveillance Technology requests should be emailed directly to IT

http://share/sites/it/pmo/_layouts/FormServer.aspx?XsnLocation=http%3A//share/sites/it/pmo/IntakeForms/Forms/template.xsn&SaveLocation=http%3A//share/sites/it/pmo/IntakeForms&ClientInstalled=false&Source=http%3A//share/sites/it/pmo/IntakeForms/Forms/My%25


Operating Costs Section
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Horizon List Requests
4. New Horizon List 

Requests

Description & 
Purpose

• Inform Mayor and 
Finance of 
upcoming projects 
that are not fully 
scoped but are 
anticipated in the 
timeline of the CIP

How to Submit • Email your budget 
analyst with 
project information

Format • Requests should 
include a brief 
description of the 
project, estimated 
costs, and issues to 
be addressed
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Email your budget analyst to add items to Horizon List 
• Deadline to submit is same as proposal deadline 

• Projects with federal funding – can be added to the Horizon List during the 
current CIP timeframe (2026 to 2029)

• Projects without federal funding – must be added to the Horizon list after 2029

• Required information includes: Project Description; Estimated Budget (if 
known); Estimated Operating Impacts (if known); Issues to be Addressed (e.g. 
additional studies, scoping, sequencing with other projects)



Agency Briefings

36

5. Agency Briefings

Description & 
Purpose

• Present highlights 
of the agency
capital budget 
request

• Q&A with Mayor 
and Management 
Review Team

How to Submit • Email final slide(s)
• Attend scheduled 

briefing

Format • Budget team will 
provide slide 
template 

• Agency will
complete template 
and submit prior to 
meeting

Briefings to be scheduled 5/8 – 5/19
• Format will be similar to prior years

• 20 minute briefing: 5 minute presentation with  15 minutes for Q&A

• Agencies present 1-2 slides that summarize major changes and new requests

Date Time TENTATIVE SCHEDULE
5/8/2023 1pm-3pm • Engineering (including utilities)

• Water
5/9/2023 1pm-3pm • Public Safety & Health (Police, Fire, PHMDC)

• Transportation (Metro, Parking, TE, DOT)
5/15/2023 1pm-3pm • Public Facilities (Library, Monona Terrace)

• Public Works (Fleet, Parks, Streets)
5/18/2023 10am-12pm • PCED (CDA Redevelopment, CDD, EDD, 

Planning)
• Admin (Finance, IT, Mayor, Zoo)

5/19/2023 10am-12pm • NEW: Review Team discussion – May call 
agencies back for additional details on 
specific proposals



AGENCY NAME
2024 CAPITAL BUDGET BRIEFING: HIGHLIGHTS & MAJOR CHANGES

 Agencies may present up to 2 slides during their briefings. 

 Slide 1: Request highlights and major changes.

 Do you have new requests? Are there significant changes in scope or budget to projects included in the 2023 CIP? 

 Are you requesting to add projects from the Horizon List to your budget request? Or, are you requesting to add projects to 
the Horizon List? 

 Slide 2: Optional slide to provide additional context on your budget proposal.

 Description of how your agency internally prioritized requests, how projects are aligned with your workplan, anything else 
you think is important to review

TIPS

 Assume the mayor and review team have read your request materials (memo and request forms) 

 Agencies have ~20 minutes for their briefing, including Q&A. Keep your presentation short (5 minutes) and leave 
time for Q&A. 



Management Review Team
• Management Review Team is a cross-disciplinary staff team that will evaluate proposals and 

make recommendations to the Mayor. Nine members include: 
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• Dept. of Civil Rights: Norm Davis
• Engineering: Jim Wolfe
• Eng. – Facilities: Bryan Cooper

• Finance: Dave Schmiedicke
• IT: Sarah Edgerton
• PCED: Matt Wachter

• Streets/ PW Lead: Charlie Romines
• Sustainability: Jessica Price
• Transportation: Tom Lynch

• Review Team members and Deputy Mayors will participate in briefings and decision meetings

• Planning a series of facilitated discussions after the briefings (late May) to build consensus on 
recommendations

• Not using the scoring rubric from prior years, which had limitations

• Review Team may ask agencies for additional information on specific projects

• Friday, May 19th briefing will be used for follow up discussions/ deep dives into specific projects; 
agencies will receive advanced notice if they are expected to attend



Resources

Budget Team: 
• Analyst assignments on Employeenet

• Mediasite Channel for Budget Training (City Staff 
Only; will be updated throughout year)

• Completing the Request Form training (20 min)

• Technical issues with the budget form: email 
rpennington@cityofmadison.com

Subject Matter Experts: 
• Dept. of Civil Rights/ Racial Equity and Social 

Justice: Norm Davis (ndavis@cityofmadison.com) 

• Facilities: Bryan Cooper 
(bcooper@cityofmadison.com) 

• Information Technology (IT project requests, 
surveillance tech): Sarah Edgerton 
(sedgerton@cityofmadison.com) and Amanda 
Lythjohan (alythjohan@cityofmadison.com) 

• Sustainability & Resilience: Jessica Price 
(jprice2@cityofmadison.com) 
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https://www.cityofmadison.com/employeenet/finance/budget
https://media.cityofmadison.com/Mediasite/Login?ReturnUrl=%2fMediasite%2fChannel%2fbudget_training_2023
https://media.cityofmadison.com/Mediasite/Play/3681709b3f174567a48bddfddc095a721d
mailto:rpennington@cityofmadison.com
mailto:ndavis@cityofmadison.com
mailto:bcooper@cityofmadison.com
mailto:sedgerton@cityofmadison.com
mailto:alythjohan@cityofmadison.com
mailto:jprice2@cityofmadison.com
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