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Vaughan’s Previous Approach

• Base kept from year to year

• Add up all the incremental departmental requests and present to Council

• Wait for them to say no and provide a target to work towards

• If any room available above cost pressure needs, would slash requests to fit into 

Council target

• Budget books were long and difficult to navigate

Problem: Over 400 initiatives that were weakly linked to organizational strategy 

through the annual budget process  funding and prioritization unclear
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A New Way:  

“Begin with the End in Mind”*

• Council approved a new Strategy Map

• WHAT will we deliver? 

• 16 Term of Council Priorities

• HOW will we deliver? 

• 3 Service Excellence Themes:

• Citizen Experience

• Operational Performance

• Staff Engagement
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*Source: Covey, Stephen R. The 7 Habits of Highly Effective People. New York: Free Press, 1988. 



A Refreshed Budget Book Format

• Better organized

• Easy to read

• Available before first 

budget meeting

• Structured to highlight 

how funds align with  

City’s Strategic Plan
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Building on Service Excellence

• 10 key corporate initiatives 

identified with discrete and 

trackable milestones

• Established governance structure

• Collaboratively, as a corporation, 

made a pledge to Service 

Excellence
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Developing a Fiscal Framework
Guiding Principles

• High level and easily understood by 

Council, staff, and residents

• Mirrors cost pressures identified in the 

budget book

• Provides parameters for staff to consider 

the short- and long-term financial 

impacts of their decisions
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Financial Sustainability
Guiding Principles

1. Consideration Towards                                           
Existing Service Levels

2. Growth Pays for Growth

3. New Initiatives to 
Enhance the City

Principles in Action

Approach to:

- Infrastructure

- Services

- Managing Money
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Fiscal Framework
Principle #1 – Approach to Infrastructure

• It is important for the City to understand what 

assets we currently have and what the assets 

are being used for. 

• Consider whether we have an appropriate 

amount of assets for the services we provide. 

Do we need more or less than what we 

already have? 

• Plan ahead for all of the costs associated with 

the assets, including future replacement costs, 

and estimate when funds will be needed to 

ensure they are available at that time.
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Fiscal Framework
Principle #1 – Approach to Services

• Understand what programs and services the 

residents need and want. 

• Consider whether the costs to provide these 

programs and services are appropriate.  

• Regularly review user fees for existing 

programs and services to ensure they are 

recovering costs as much as possible, while 

remaining affordable to residents. 
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Fiscal Framework
Principle #1 – Approach to Managing Money

• Save money in reserves to ensure that funds 

are readily available when needed, such as to 

pay for asset replacement or emergencies. 

• Continuously look for savings that can offset 

rising costs. 

• Consider how costs can be fairly paid for 

across geography and time, such as through 

debt if the asset will provide benefits over 

many years. 
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Fiscal Framework
Principle #2 – Approach to Infrastructure

• Consider whether existing assets can be used 

to support new growth before spending 

money on new assets. 

• Try to match the timing of building 

infrastructure for new residents to when the 

taxes will be received from these new 

residents.  
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Fiscal Framework
Principle #2 – Approach to Services

• Services that support development activities 

should be paid for through development user 

fees, such as building permit fees, inspection 

fees, development application fees, etc.

• As more resources are needed to support 

new residents, these costs should be paid for 

through property taxes received from these 
new residents (assessment growth).
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Fiscal Framework
Principle #2 – Approach to Managing Money

• Try to maximize growth related revenue to 

minimize the tax burden to existing residents.

• Try to match the timing of revenue with the 

timing of costs, and if there is a mismatch, 

use a reserve to move money between years.
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Fiscal Framework
Principle #3 – Approach to Infrastructure

• Concentrate on new infrastructure related to 

new services needed to meet the priorities of 

Council. 

• Continuously look for ways to minimize long 

term maintenance and replacement costs for 

assets (e.g. LED streetlights) 
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Fiscal Framework
Principle #3 – Approach to Services

• Services to the wider public can be funded 

through property tax and benefits to select 

users should be funded through user fees. 

• Any new service initiatives address the 

priorities identified by Council. 
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Fiscal Framework
Principle #3 – Approach to Managing Money

• Where possible, consider ways in which new 

service excellence initiatives that benefit 

residents can pay for themselves over time. 

• Make investments in the City’s financial 

portfolio that are stable, low risk, and provide 

a long-term revenue stream. 
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Continued Refinement to the Budget Process

Business Plans:

• Establish and reinforce connections between corporate priorities, operational plans, 

and resources

• Align with the multi-year financial planning timeframe to align department objectives, 

measures, and pressures

All Budgets to be Considered Together:

• Water/Wastewater timelines rolled in to provide Council and the public with a better 

understanding of the City’s fiscal position
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Population Five Questions Performance

How much did we do?

How well did we do it?

How can we measure if the 
customers are better off?
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Leveraging the “Results-Based Accountability” model

Population Accountability
What are the quality of life 

(Whole Population) conditions 

we want for the children, adults, 
and families in our community? 

Performance Accountability
The well-being of Client 

Populations
Programs, Agencies, Service 

Systems



Staying Accountable

Service Excellence Progress 

Report Dashboard

• Tracks 134 key activities related 

to Term of Council Priorities and 

39 key activities related to the 

Service Excellence Strategic 

Initiatives

• Used by management to track 

performance and manage risk

• Summarized for Council semi-

annually
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Take-Aways

• Budgets are built around strategic plans; not the other way around 

• Creating a fiscal framework provides a coherent methodology for allocating funding

• Aligning budgets with strategy is a journey, not a destination
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