
"City of Choice"

City Council Budget Planning Workshop

Tuesday, June 16, 2026, 6:30 PM

Council Chambers

200 S. Main St.

Cibolo, Texas 78108

Est. Duration: 10 min

1. Call to Order

2. Roll Call and Excused Absences

3. Discussion/Action

3.A. Discussion/Direction on the FY27 General Fund Budget

— Budget Development Philosophy, Process, and Timeline

— City Charter & Property Tax Process and Calculation

— Headwinds and Tailwinds

— General Fund overview of FY26 End of Year & FY27 Base Budget

— FY27 Projects for 5-year Capital Improvement Program (CIP

— Voter Approved Propositions

— ARPA Update

— Next Budget Planning Workshop - July 21st

— Council Feedback and Direction

3.B. Budget Planning Exercise

4. Adjournment

This Notice of Meeting is posted pursuant to the Texas Government Code 551.041 - .043 on the front bulletin board of the Cibolo
Municipal Building, 200 South Main Street, Cibolo, Texas which is a place readily accessible to the public at all times and that said
notice was posted on

Valerie A. Chapman, TRMC

City Secretary

Pursuant to Section 551.071, 551.072, 551.073, 551.074, 551.076, 551.077, 551.084 and 551.087 of the Texas Government Code,

the City of Cibolo reserves the right to consult in closed session with the City Attorney regarding any item listed on this agenda. This

agenda has been approved by the city's legal counsel and subject in any Executive Session portion of the agenda constitutes a

written interpretation of Texas Government Code Chapter 551. This has been added to the agenda with the intent to meet all

elements necessary to satisfy Texas Government Code Chapter 551.144.

A possible quorum of Council, committees, commissions, boards and corporations may attend this meeting. 



This facility is wheelchair accessible and accessible parking space is available. Request for accommodation or interpretive services

must be made 48 hours prior to the meeting. Please contact the City Secretary at (210) 566-6111. All cell phones must be turned

off before entering the Council Meeting.

I certify that the attached notice and agenda of items to be considered by the City Council was removed by me from the City Hall

bulletin board on the_____day of_________2026.

_____________________________________________________

Name and Title

Date Posted: June 10, 2026 07:21 pm



City of Cibolo

City Council Budget Workshop Staff Report

A. Discussion/Direction on the FY27 General Fund Budget

Meeting

Tuesday, June 16, 2026, 6:30 PM

Agenda Group

Discussion/Action Item: 3A.

From

Valerie Chapman, City Secretary

PRIOR CITY COUNCIL ACTION:

N/A

BACKGROUND:

The City Council initiated the budget process this year at its Strategic Management Workshop on March 28, 2026.
At this first FY27 budget workshop, the City staff budget team is presenting information related to the development
of the General Fund budget, including philosophy, process, timeline, requirements (City Charter and State law),
preliminary property tax values, and 5 Year CIP (see Attachment 1 – PowerPoint).

BUDGET TIMELINE AND PROCESS:

Over the coming months, there will be several steps to complete the annual budget process.

July
Review and Direction on Employee Compensation and Benefits
Discussion and Direction on Fee Schedule revisions
Develop budget for other operating funds: Development Services Fund, Economic Development Corp.
Fund, Water and Sewer Fund, Drainage Utility District Fund
Develop budget for Special Revenue Funds
Receive Certified Tax Roll and Calculate Tax Rate, in turn project more accurate revenues to cover
expenses
Budget Workshop #2
Update Council Strategic Plan FY27– FY30 with direction from the Strategic Management Workshop
and Budget Workshops #1 and #2

August
Submission of City Manager’s Proposed FY27 Budget and 5 Year CIP
Set Maximum Tax Rate
Set Public Hearing Date for Property Tax Rate
Council provide feedback on CM Proposed FY27 Budget

September 8th (and special meeting if needed)
Public Hearings on Proposed FY27 Budget and Proposed 2026 Property Tax Rate
Approval of Council Strategic Plan FY27 – FY30
Adoption of Revised Fee Schedule by Ordinance
Approval of Fund Balance Policy Resolution (if any revisions are needed)



Approval of Defeasance Resolution (if needed)
Approval of Paid Holidays Resolution
Public Hearing on Proposed FY27 Budget
Adoption of FY27 Budget by Ordinance
Approval of Resolution Ratifying Property Tax Increase
Adoption of Levying Tax Rate Ordinance

October
Approval of Council Strategic Plan FY27 – FY30
Approval of Investment Policy Resolution 

STAFF RECOMMENDATION:

N/A

FINANCIAL IMPACT:

N/A

MOTION(S):

N/A

Attachments

FY27 BW#1 PPT final.pdf

https://s3.us-west-004.backblazeb2.com/agendalink-pdf/cibolotx/pdfs/topics/6a296958a60908b04bb27f8e/FY27_BW_1_PPT_final.pdf
https://s3.us-west-004.backblazeb2.com/agendalink-pdf/cibolotx/pdfs/topics/6a296958a60908b04bb27f8e/FY27_BW_1_PPT_final.pdf
https://s3.us-west-004.backblazeb2.com/agendalink-pdf/cibolotx/pdfs/topics/6a296958a60908b04bb27f8e/FY27_BW_1_PPT_final.pdf


City Council FY27 Budget Planning 
Workshop #1

General Fund and 5-Year CIP
Budget Development

(A Work in-Progress)

June 16, 2026



Presentation Overview

• Budget Development Philosophy, Process and Timeline
• City Charter and Property Tax Process and Calculation
• Headwinds and Tailwinds
• General Fund Overview of FY26 End of Year and FY27 Preliminary 

Projections

• FY27 Projects for 5-year Capital Improvement Program (CIP)

• Voter Approved Propositions

• ARPA Update

• Next Budget Planning Workshop – July 21st

• Council Feedback and Direction



Council Feedback and Direction

• Does City Council have any questions on the budget process or the headwinds we are 
facing?

• Does City Council have any questions about the General Fund Overview of FY26 End of 
Year and FY27 Preliminary Projections(both preliminary and remain a work in progress)?

• Does City Council have any questions about the mandatory increases for FY27 as 
presented?

• Does City Council support moving forward with the proposed FY27 list of CIP Projects,           

which will require bond funding?

• Does City Council have any questions on the ARPA funds update?

• Does City Council have any feedback on the next budget planning workshop?



Budget Development Philosophy, 
Process, and Timeline



Annual Budget Development Philosophy

• City staff works in shared leadership with the City Council to manage 
growth through financial prudence, sound debt management, and 
strategic long-term planning. 

• Prudent Financial Planning

• Strong Reserves and Liquidity

• Debt Management and Planning

• Governance and Policy Framework

• Top priority is to reach a balanced budget that is consistent the City’s 
formalized budget, debt, and related financial policies, including 
evaluation of policies to respond to changing environment. 



City Council sets priorities – Strategic Mgmt. Workshop and Budget Workshops

5 Year CIP Revised and Aligned with Debt Capacity

Finance provides current and prior financial data and revenue forecasts

Staff submits FY26 ending balances and FY27 requests

City Manager determines budget capacity and prioritizes requests 

City Manager submits proposed budget to City Council

Hold public hearings for citizen input

Major Steps

March

   

September



FY27 Budget Development Major Steps in June/July

• Finance reviews budget entry with departments to ensure 
completeness of base budgets and requests. Each department 
meets with Finance and the City Manager’s Office to review 
additional staffing requests and additional funding requests.

• Finance Director continues to monitor FY26 revenues closely to 
refine EOY projections and determine revenue capacity for FY27.

• City Manager provides direction to all department heads on 
managing expenses within budget and revenues.

• City Council is updated during multiple budget workshops and CMO 
ensures Council priorities are added to presentations



City Charter and

Property Tax Process and Calculation 



Budget Requirements

• Cibolo’s City Charter

• Financial Procedures

• Capital Program

• Texas Law - Truth in Taxation 

• Texas Tax Code, Section 26

• Texas Local Government Code, Chapter 102



Budget – City Charter Requirements

Sec. 7.02. - Submission of budget and budget measure.
On or before August 15th of the fiscal year, the City Manager shall submit to the City Council 

a budget for the ensuing fiscal year and an accompanying budget message.

Sec. 7.05. - Public hearing on budget.
At the City Council meeting when the budget is submitted, the City Council shall name the 

date and place of a public hearing.

Sec. 7.06. - Proceeding on adoption of budget.
After public hearing, the City Council shall analyze the budget, making any additions or 

deletions which they feel appropriate, and shall, at least ten (10) days prior to the beginning of 

the next fiscal year, adopt the budget by the affirmative vote of a majority of the City Council. 

Should the City Council take no final action on or prior to such day, the current budget shall be in 

force on a month-to-month basis until a new budget is adopted and the new budget must be 

approved within thirty (30) days of the start of the new fiscal year.



Budget – City Charter Requirements

Sec. 7.10. - Capital program.

The City Manager shall submit a five-year (5-year) capital program as an attachment to the 
annual budget. The program as submitted shall include:

(1) A clear general summary of its contents;

(2) A list of all capital improvements which are proposed to be undertaken during the five (5) 
fiscal years succeeding the budget year, with appropriate supporting information as to the 
necessity for such improvements;

(3) Cost estimates, method of financing and recommended time schedules for each 
improvement; and

(4) The estimated annual cost of operating and maintaining the facilities to be constructed or 
acquired.

The above information may be revised and extended each year with regard to capital 
improvements still pending or in process of construction or acquisition.



Budget – Property Tax Process

• Preliminary estimated assessed values are provided by April 30th by 
Guadalupe County Appraisal District (GAD).

• Assessed Values are certified by July 25th by GAD.

• Guadalupe County Tax Assessor/Collector prepares the Truth in 
Taxation forms with input and feedback from the Finance Director.

• This form calculates the No New Revenue (NNR) tax rate and the      
Voter Approval (VAR) tax rate.

• Notice of Tax Rate must be published on the City’s  website by August 7th.



Budget – Truth-in-Taxation

The total tax rate is made of two components:

• Maintenance and Operations (M&O) – used to fund general 
operations of the City; such as, public safety, public works, parks and 
recreation, development services, and administration in the General 
Fund

• Debt Service (I&S) – used to pay principal and interest on tax 
supported capital projects



Budget – Truth-in-Taxation

The No New Revenue rate is the property tax rate which would produce the 
same amount of tax revenue if applied to the same properties in both years. 

• Previously known as the Effective Rate. 

• Typically, property values appreciate from year to year. In most years, the increased 
value of a property means a lower tax rate could produce the same amount of revenue. 
For example, a home valued at $100,000 with a tax rate of 41.8 cents would produce 
$418 in property tax revenue. If in the following year, the home is valued at $105,000, 
the No New Revenue rate would be 39.8 cents to produce the same $418 worth of 
revenue. The No New Revenue rate enables the public to evaluate the relationship 
between taxes for the prior year and for the current year. 



Budget – Truth-in-Taxation

The Voter Approval rate is the maximum tax rate the City can set 
before requiring an election to approve the tax rate. The voter-
approval tax rate is the sum of voter approval M&O rate (no-new-
revenue M&O*1.035) and the required debt service rate, plus the 
unused increment rate, if applicable.

• Previously known as the Rollback Rate.



2026 (FY 27) Preliminary Tax Values



2026 (FY 27) Preliminary Tax Values
Changes in property value directly affect tax rate calculations: 

Property Value Increase:
• When property values rise, the assessed value of the property typically 

increases.

• The No New Revenue Tax Rate generally decreases       when overall taxable 
value increases.

Property Value Decrease:
• A decline in property values generally results in lower assessed values.

• This can lead to reduced property taxes, assuming tax rates do not change.

• The No New Revenue Tax Rate generally increases       when overall taxable 
value decreases to allow a taxing entity to generate tax revenues equivalent   
to the prior year.



Headwinds and Tailwinds



Headwinds

• Personnel/Benefits

• Absorb full-year cost of market compensation adjustments

• Rising healthcare costs

• Cost of living increase

• Limited staffing levels in Public Safety and Public Works has increased 
Overtime due to increases in weather–related events

• Year 2 Increase in Interlocal Agreement for EMS - $160K

• Rising fuel costs

• Continued inflation



Tailwinds

• EDC Incentive Agreements

• Final year of Walmart agreement due to meeting maximum grant amount 
(35% decrease from FY 2026)

• Final year of Red River property tax abatement

• Proposed expansion and increase in revenue from Guadalupe 
County ILA for fire protection services 

• Proposed reallocation of Economic Development staff to the 
Economic Development Fund



General Fund Overview

End-of-Year FY26 & 
FY27 Preliminary Projections



General Fund Revenue Projections (in process)

As of 6/5/2026 FY 26 Adopted 
Budget

FY 26 YE 
Estimate

FY 27 Revenue 
Projection

Change from 
FY26 Adopted 

Property Taxes $ 12,472,000 $ 12,107,500 $ 12,670,000 1.6%

Sales Tax 5,905,000 5,961,000 6,258,000 5.9%

Franchise Fees 1,673,000 1,673,000 1,674,000 0.0%

Fines and Fees 297,100 254,425 249,000 -16.2%

Interest and Miscellaneous 469,164 397,728 343,700 -26.7%
Intergovernmental and 
Transfers 3,568,806 3,269,429 3,736,566 4.7%

Parks, Facilities and Other 178,182 276,182 156,187 -12.3%

$ 24,563,252 $ 23,939,264 $ 25,085,453 2.2%



General Fund Expenses Overview (in process)

As of 6/5/2026 FY 26 Adopted 
Budget

FY 26 YE 
Estimate

FY 27 Revenue 
Projection

Change from 
FY26 Adopted 

Salaries and Benefits $ 17,066,778 $ 17,166,181 $ 17,595,739 3.1%

Services, Utilities and Training 3,603,134 3,120,468 3,670,026 1.9%

General Supplies and Repairs 1,398,490 1,238,905 1,735,071 24.1%

Capital related 144,055 93,595 208,128 44.5%
Intergovernmental & other 
contractual expense 1,794,954 1,795,725 1,882,005 4.8%
Transfers and Financing 
Payments 1,034,811 963,211 960,400 -7.2%

Total Expenses $25,042,222 $24,378,085 $26,051,369 4.0%

Projected Ending Fund Balance $ 6,264,630 $ 6,304,779 $ 5,338,863

As a percent of recurring revenue            25.0% 

 25% fund balance calculation   $5,337,220



• At this time, estimate of mandatory increases for FY27 of $800K include:

• Full year of PY COLA and market adjustments $90K (including related benefits)

• Benefits - Health insurance - $446K
• 35% increase in cost for FY26 to avoid impact to EE cost (12% budgeted) 

• 12% increase estimated for FY27

• Interlocal Agreements 
• EMS Services - $159K

• Guadalupe Appraisal District (unknown at this time - $25k included in budget)

• Rising fuel costs - $33K

• Utilities, telecommunications $53K

Mandatory Increases in the General Fund for  FY27 



• At this time, estimate of non-mandatory increases for FY27 of $245K 
include:

• Increased building/parks maintenance costs - $180K

• Increased PPE - $40K

• Technology Replacements - $25K

Non-Mandatory Increases in General Fund for  FY27 



FY26 Base budget (under development) does not include:

• Performance Pay Pool

• Cost-of-Living Adjustments

• Proposed fee schedule changes

• New Positions

• Capital Outlay Requests

• Other Supplemental Requests

General Fund FY27 Overview



General Fund FY26 Overview 

Salaries and Benefits (67.5%)

Services and Utilities (14.1%)

Supplies and Repairs (6.7%)

Capital (0.1%)

Transfers (0.1%)

Other Expenses (7.2%)

Financing Payments (3.2%)

$26.1 M

FY 26 Base Budget
(under development)



General Fund FY27 Preliminary Expenses

Department FY 27 Preliminary Budget Portion of $1 Increase from PY % increase

Police $8,274,105 $0.32 $436,211 5.6%

Fire 6,749,700 0.26 470,542 7.5%

Administration 5,727,333 0.22 -122,708 -2.0%

Public Works 4,281,618 0.16 441,269 11.5%

Animal Services 586,434 0.02 37,400 6.8%

Code Enforcement/Court 432,179 0.02 16,757 4.0%

Economic Development 0 0.00 -270,324

$26,051,369 $1.00 $1,009,147 4.0%

Highlights:
• Mandatory increases included in FY26 include: 

• Increase in EMS interlocal agreement
• Full year of market compensation increases

• Not included:
• New positions
• Cost of living increases

$0.32 $0.26 $0.22 $0.16



5-Year Capital Improvement Program



Council Direction on CIP for FY 27

➢ FY26 – Issuing $4.5M
➢ Debt Capacity in FY27 is projected 

to be $3.385M – will cover $3.4M 
FM 1103 participation contribution 
to TxDOT

➢ FY28 - $  6.955M
➢ FY29 - $16.165M
➢ FY30 - $  6.750M

Specialized Public Finance has provided an 
updated debt model over the next 5 years 
(FY26 – FY30)

Revised 5-yr debt model shows $37.75 
million for FY26 – FY30 due to preliminary 
tax values being lower than projected 

Previous 5-yr debt model estimation was 
$40.74 million for FY26 – FY30



Council Direction on CIP for FY 27

This is the same information shared with City Council at the March 28th Strategic Management Workshop

FY29 is the only year with capacity to add projects, as shown, there is $10M that may be allocated to 
new capital improvement projects

Projects anticipated to be funded by tax-supported debt issuance (through I&S tax rate)



Council Direction on CIP for FY 27

Anticipating guidance from the Council CIP Subcommittee 
during summer meetings starting with June 24th meeting

What is not in the 5-Year CIP?

• Wastewater projects for South Cibolo

• Phase II of the facility at 203 S Main Street

• Mill & overlay in future years to tackle residential streets



Voter Approved Propositions



Voter 
Propositions



Tax Rate Impact Communicated in Election Newsletter

Combined Tax Rate Impact of Prop A&B totals 3.16-cents



Election 
Results



Tax Rate Impact – 3.15 cents on I&S Tax Rate for FY28



ARPA Funds Update



Total award received by Cibolo 
was $7,766,311

Elected 100% under Revenue Loss 
category, which is the broadest eligible 
use category.

100% was obligated by December 31, 2024

Funds must be spent by 
December 31, 2026

95.75% has been spent

4.25% is encumbered on 4 projects

ARPA Funds and Projects



Project Name Category Year 
completed

Total

Personnel Costs Personnel FY 2025 3,158,742

Arizpe Road Drainage FY 2022 110,000

Charleston Park Drainage FY 2022 367,516

Resident Survey Communications FY 2024 9,198

Quick Response vehicles PS Equipment FY 2024 202,389

Flock PS Equipment FY 2024 66,000

Cybersecurity and Fiber Technology FY 2025 980,597

Country Vale Engineering Wastewater FY 2025 46,700

Animal Services Facilities FY 2025 600,670

ARPA Projects Completed



Project Name Category Year 
completed

Total

Deer Creek Drainage FY 2026 489,599

GV low water crossing Drainage FY 2025 494,624

Retail study EDC FY 2025 37,011

Dispatch ILA increase General operations FY 2025 280,000

Main Street crosswalks Traffic infrastructure FY 2025 29,727

6,872,773

ARPA Projects Completed



Project Name Category Expended Encumbered Total

Project/Asset Mgt Software Technology $ 165,290 $   37,666 $ 202,956

UDC Rewrite Planning 191,041 58,821 249,862

Sidewalk program Traffic infrastructure 19,385 10,734 19,385

Shady Meadows Water 187,850 222,750 410,600

$ 563,566 $ 329,971 $ 893,537

ARPA Projects In Progress



Next Budget Planning Workshop
July 21st 



July 21st Budget Planning Workshop

Agenda:
• Refined General Fund Projections
• Development Services Fund
• Utility Fund
• Drainage Utility District
• Economic Development Fund
• Other funds



Council Feedback and Direction



Council Feedback and Direction

• Does City Council have any questions on the budget process or the headwinds we are 
facing?

• Does City Council have any questions about the General Fund Overview of FY26 End of 
Year and FY27 Preliminary Projections(both preliminary and remain a work in progress)?

• Does City Council have any questions about the mandatory increases for FY27 as 
presented?

• Does City Council support moving forward with the proposed FY27 list of CIP Projects,           

which will require bond funding?

• Does City Council have any questions on the ARPA funds update?

• Does City Council have any feedback on the next budget planning workshop?



City of Cibolo

City Council Budget Workshop Staff Report

B. Budget Planning Exercise

Meeting

Tuesday, June 16, 2026, 6:30 PM

Agenda Group

Discussion/Action Item: 3B.

From

Wayne Reed, City Manager

PRIOR CITY COUNCIL ACTION:

N/A

BACKGROUND:

This is a first‑time exercise for City Staff to provide City Council with a visual representation of operational
expenses using the FY26 Budget. The exercise will be facilitated by Executive Director Bryan Hugghins and
Department Heads. This effort aims to help Council gain a clearer understanding of personnel, equipment, and
ancillary cost.
 
This exercise is similar to other facilitated activities led by the City Manager’s Office, such as the trend analysis
conducted earlier this year in March. As with those sessions, the materials will be provided during the exercise.

STAFF RECOMMENDATION:

N/A

FINANCIAL IMPACT:

N/A

MOTION(S):

N/A
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