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PREFACE 

In the winter of 1934, the Executive Committee of the 
League of Texas Municipalities addressed to the President 
of The University of Texas a letter in which that institution 
was petitioned to establish an agency for the assistance of 
the cities of Texas. The letter set forth that the League, 
while able to perform satisfactorily the other functions 
properly incumbent upon an organization representing the 
cities, was not equipped to discharge adequately the duties 
of a research agency. Such duties, it was pointed out, might 
be executed most satisfactorily under the auspices of some 
such agency as The University of Texas. 

In response to the request made by the League, steps were 
taken which led, early in 1934, to the establishment of the 
Bureau of Municipal Research by the Board of Regents of 
the University. The Bureau was organized chiefly to per
form the three functions of ( 1) serving as a depository and 
clearing house for data relating to municipal government 
and making special studies at the request of the cities of 
Texas, (2) providing for a consulting service for the mu
nicipalities of this state, and (3) engaging in research work 
on its own initiative. Among the functions of the Bureau as 
thus stated, the third was reckoned not least in importance. 

Immediately after the organization of the Bureau of 
Municipal Research, a survey was made to ascertain what 
problems were most pressing at that time from the point 
of view of the cities. Brief inquiry revealed that the field 
of finance was the source of more difficulty than almost any 
other, and that within that field the problem of the budget 
most insistently demanded a solution. It was decided, 
therefore, after consultation with the officers of the League 
of Texas Municipalities and of the Texas Chapter of the 
Municipal Finance Officers' Association, and with many city 
officials throughout the state, to launch a study of municipal 
budgeting in Texas under the auspices of the Bureau. 

It was apparent from the beginning that, if the study 
was to prove worth the doing, it must be something more 
than a mere survey of the budgeting process in Texas cities. 
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Nevertheless, it seemed important to ascertain what pro
cedures were followed, since it was readily perceived that 
study and cities alike would profit from an examination of 
both the commendable and the blameworthy practices in 
vogue. 

There are approximately 580 incorporated towns and 
cities in the State of Texas. Obviously, it was not possible 
to make a study of the budget practice of each of these. 
At best only a sample could be surveyed. The first task, 
therefore, was to select a number of municipalities which 
would provide a true representation of all the cities of the 
state. It was decided to take a 10 per cent sample; hence 
fifty-eight cities were selected for study. These were divided 
into five population groups, the first comprising the five 
largest cities of the state, each of which has a population of 
more than 100,000; the second, six cities between 40,000 
and 99,999 in population; the third, eight between 15,000 
and 39,999; the fourth, sixteen between 5,000 and 14,999; 
and the fifth, twenty-three between 1,000 and 4,999. The 
small number of the larger cities left little choice in their 
selection, but for the sample as a whole, four criteria were 
employed in choosing those to be studied. First, cities were 
selected for a particular group in such fashion that their 
average population was comparable in size with the average 
of all other cities of the population range in question. 
Second, the number of native white inhabitants was taken 
as a measuring stick, and the same criterion was applied. 
Third, cities were selected for each group in such manner 
that that group represented all the cities of the state of 
its size range in the average number of commercial houses 
per city. Fourth, the municipalities were chosen from every 
section of the state. The fifty-eight cities finally selected 
do not represent the 580 incorporated places of Texas 
exactly by every yardstick which might be applied; but 
the criteria employed unquestionably resulted in the con
struction of a sample which contains reasonably representa
tive cities from every part of the state. 

It did not appear feasible to visit every city even among 
those selected to study. Hence a questionnaire on budget 
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formation and operation was drafted. This document con
tained seventy-three questions, thirty-nine on budget forma
tion and thirty-four on budget operation. A copy was mailed 
to every city of the sample with the request that the ques
tions be answered and the questionnaire returned. The first 
request was followed by a second, and the second in some 
instances by personal visits, so that when the returns were 
tabulated, replies were found from fifty-four of the fifty-. 
eight cities addressed. 

The information gleaned from the questionnaire was 
supplemented by personal visits to about forty of the cities 
chosen for study. This field work required some weeks of 
time and involved considerable patience on the part both 
of the officials interviewed and the Bureau staff member 
assigned to this task. It proved of inestimable value, how
ever, for it accounts in large part for whatever of vitality 
the present work may possess. 

A brief statement concerning the nature of the study 
which follows and of the series planned will not be out of 
order at this point. It is desired above all things to give 
the monographs produced by the Bureau of Municipal 
Research a practical value for the municipal officials of 
Texas; hence it seems advisable not to stress the para
phernalia of academic research. The present study thus 
does not aspire to wide recognition as a scholarly achieve
ment. Not that there is not considerable research work 
embodied herein - the percentages employed involved a 
great deal of work along routine academic lines-but that 
this feature has been subordinated to the requirements of 
practicality. The study has been called a manual. If it 
serves the city officials of this state as an effective handbook, 
its major purpose will be achieved. 

In collecting the data on which the monograph rests and 
in preparing the manuscript, many obligations have been 
incurred, a few of which must be mentioned at this point. 
First, thanks are due to the officials of the fifty-four cities 
participating in the study, without whose cooperation little 
progress in collecting the desired information could have 
been made. Second, the officers of the League of Texas 
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Municipalities are deserving of recognition. They were 
active in the beginning in calling attention to the need for 
this work, and they have rendered material assistance in 
its prosecution. Third, Mr. Stuart Bailey, of Dallas, Presi
dent of the Texas Chapter of the Municipal Finance Officers' 
Association, not only cooperated to the fullest extent in the 
pursuit of the study, but appointed a committee from his 

. organization which rendered invaluable services in reading 
and criticizing the manuscript. This committee, consisting 
of Mr. George G. Grant, Director of Finance of the City of 
Austin, Mr. F. A. Quin, Auditor of the City .of Galveston, 
and Mr. Walter Tatsch, Auditor of the City of San Antonio, 
is worthy of special mention. It of course does not follow 
that the members of this group are in unanimous agreement, 
either among themselves or with the conclusions drawn, 
concerning every question raised. Fourth, the author 
desires particularly to thank Mr. J. T. Barton, Research 
Assistant in the Bureau of Municipal Research, who had 
charge of the field work for the project and who rendered 
important aid in interpreting the data and preparing the 
manuscript. Finally, recognition should be taken of the 
generosity of the Bureau of Research in the Social Sciences 
of The University of Texas in financing the Bureau of 
Municipal Research and in making possible the publication 
of this study. 

ROSCOE C. MARTIN. 

Austin, Texas. 
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CHAPTER I 

THE BUDGET PROBLEM 

On March 26, 1856, John Forbes, Mayor, sent to the 
Board of Aldermen of the Corporation of Nacogdoches a 
message which read in part as follows : 

The financial affairs of the Corporation will claim your 
immediat.e att.ention, it will be well to have an exhibit of its 
availabilities and liabilities prepared and placed before you. 
Its financial matters should be conducted with prudence and 
a strict and rigid accountability maintained in relation there
to and a yearly statement of its fiscal affairs submitted to 
the public. It is due our fellow citizens to make them ac
quainted, with how, or in what manner the Taxes collected 
from them, are applied or expended.I 

Mayor Forbes did not say so in so many words, but what 
he wanted his Board of Aldermen to do was to adopt a 
budget. 

The Mayor of Nacogdoches was not the first to recognize 
the importance of a budget. The word itself is of ancient 
origin, and the practices with which it is currently most 
frequently associated have their roots deep in the history 
of the English government. It is true, nevertheless, that 
interest in public budgeting is a relatively recent phe
nomenon in this country, though it probably likewise is true 
that in the last quarter of a century that interest has 
increased from year to year in something of a geometric 
progression. 

It is wholly likely that this tremendous increase, evidenced 
chiefly in treatises, legislative acts, newspaper discussions, 
and popular clamor, has been caused in good part by a 
corresponding increase in the amount of public budgets. 
Years ago Lewis Carroll had "the man" say to Alice that 
budgets are just the opposite of midgets and that " ... 
they're getting bigger every year .... " It may afford some 

1Minutes of the Corporation of Nacogdoches. Mr. J . E . Reese, City 
Secretary of Nacogdoches, provided this quotation. 
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small solace to municipal taxpayers in Texas to know defi
nitely that city budgets in this state are on the decline in 
size at the present time. Twenty-nine of the fifty-four cities 
providing information on this point gave figures on the 
basis of which a statement may be made that the average 
budget for the cities in question dropped from about $869,-
000 in 1932 to $792,000 in 1933, and $7 49,000 in 1934. Sub
stantial as these reductions appear to have been, however, 
they have not stilled the public tumult which demands a re
duction in municipal spending, nor have they undermined 
the concurrent interest in city budgeting. 

There are many reasons why every political unit should 
have a budget. In particular there are at least two excellent 
reasons why every city in Texas should have a budget. The 
first of these is that no city can be really well governed with
out one; the second, that there is a state law requiring every 
"incorporated city, town or village" to have one. It would 
seem that the latter consideration would obviate the need 
for argument on this point. Let us, nevertheless, proceed 
first to an examination of the nature of the budget, which 
will reveal its vital importance to the city. A brief appraisal 
of the budget law in question will then be in order. 

THE NATURE OF THE BUDGET 

A budget is nothing more nor less than a plan of financial 
operation for a given governmental unit for a given period 
of time. Since the period is usually the "fiscal year," and· 
since this study deals with municipal budgeting, it may be 
said for present purposes that a budget is a plan of financial 
operation for a particular city for a given year. 

The phrase "plan of financial operation" implies con
sideration of two aspects of the city's finances. First, it is 
essential that the plan show the purposes for which money 
is to be spent and the amounts appropriated for each pur
pose. In brief, the budget must present an expenditure 
program. It is equally imperative, however, that the plan 
specify in detail the sources of revenue. It is ludicrous to 
assume, as some cities do, that a budget is complete when 
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an expenditure program has been agreed upon, for the 
revenue program is quite as important. Moreover, the 
proposed expenditures must not exceed the prospective 
revenues. It may be said, therefore, that a budget is a 
detailed, balanced statement of the expenditures which it 
is proposed to make and the revenues which it is proposed 
to collect during a given period. 

More than this, however, a budget is a plan in another 
very significant sense. The figures which it contains may 
seem dull and lifeless enough, but it is important to bear 
in mind that every such figure represents a municipal 
activity, an act of government performed by some city 
official. Moreover, it is necessary to remember that the city 
exists to perform those functions essential to group welfare 
which cannot be performed satisfactorily by the individual 
members of the group. Every figure in the budget thus 
comes to represent a necessary community activity; and the 
plan becomes not merely, as stated above, "a plan of 
financial operation," but a schedule of community life. The 
reader who has not considered the budget in this light had 
as well pause at this point and reflect on the true character 
of the budget, which is essentially that of a unified scheme 
for insuring the safety, protecting the health, safeguarding 
the life, developing the mind, and in a thousand different 
ways adding to the comfort and convenience of the citizen. 

Viewed in this light, the budget is readily seen to be as 
necessary for the small town as for the large. Presumably 
the small town incorporates for the purpose of performing 
certain functions. Further, the pursuit of these functions, 
few though they may be, calls for the expenditure of some 
money, and the expenditure of money even in small amounts 
involves the raising of money in like amounts. Thus, the 
whole problem of the scope of. activity of the municipality, 
the amount of money to be spent, and the sum to be raised 
is proportionately as important and as difficult of solution 
in the town of 1,000 people as in the city of 100,000. There 
is no city in Texas which is so large that it may look with 
disdain upon such a plan as the budget contemplates; ther~ 
is none so small that it may dismiss the suggestion that it 



16 The University of Texas Bulletin 

draw up a financial plan with the thought that the budget 
is of aid only to the larger municipalities. 

The budget has been characterized as a plan for a 
particular city for a given year. If the budget served . the 
sole purpose of compelling the municipality to construct a 
logical plan for one year, it would have justified its existence 
many times over. As a matter of fact it does much more 
than this. The importance of long-time planning in con
nection with the city's bonded debt has been recognized 
for many years. More recently the idea of the long-time 
plan has come to be considered applicable to every phase 
of municipal activities, and one currently hears discussions 
of a five- or a ten-year program by persons who formerly 
would have questioned the value of even a one-year plan. 
It is quite apparent that such a program must of necessity 
rest upon carefully conceived plans for smaller units of time. 
Such a smaller unit is the fiscal year, and such a plan is the 
annual budget, which thus becomes the foundation for the 
long-time program whose significance has come to be widely 
recognized in the last several years. 

From this brief statement the nature of the budget ought 
to be reasonably clear. It will be readily apparent that the 
plan on which it rests will present innumerable aspects of 
direct interest and importance to the city as a public corpo
ration, to its officials and employees as agents of the corpora
tion, to the citizens who reside therein and who look to the 
city for the faithful and efficient performance of the multi
farious duties with which it is charged, and to the state 
in which the city lies, which for obvious reasons is interested 
in its welfare. It is now in order to raise and answer certain 
germane questions relating to the statute which requires 
that all cities in the State of Texas operate under a budget. 

THE TEXAS UNIFORM BUDGET LAW 

The importance of public budgeting has been recognized 
from time to time in years past by the legislature of Texas, 
but it was only in 1931 that that body took action on the 
question designed to affect the cities of the state. In that 
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year the Forty-second Legislature passed an act which has 
come to be called the "Texas Uniform Budget Law." The 
act became effective on August 21, 1931. It provides for "a 
uniform budget system for the State, and all counties, cities, 
towns, villages, independent school districts, and common 
school districts" thereof. Of its twenty-two sections, only 
four are of special interest to persons primarily concerned 
with municipal government. It is in order at this time to 
summarize in brief form the chief provisions of these four 
sections." In the summary which follows, the provisions of 
the act are rearranged somewhat in the interest of what 
seems to be a more direct approach to the subject; the word 
"city" is employed here as a substitute for the statutory 
phrase "incorporated city, town or village." 

SUMMARY OF THE TEXAS UNIFORM BUDGET LAW 

1. Every city in Texas must prepare a budget each year. 
2. The mayor, or, in those cities which operate under the city man

ager form of government, the manager, is the city's budget officer. 
3. The budget officer is granted the authority to require of any 

municipal official such information as will enable him to perform the 
duties specified in the act. 

4. The budget must be so itemized as to make possible a comparison 
between the expenditures for the coming year and corresponding ex
penditures for the past year. 

5. The budget must show : 
a. Each of the various objects for which appropriations are 

proposed, together with the amount of money estimated to 
be necessary for each object. 

b. The funds received from all sources during the past year. 
c. The funds available from all sources during the coming year. 
d. The estimated tax rate which will be required. 
e. The estimated revenue available to cover the proposed ex

penditures. 
f. A complete financial statement of the city, revealing all out

standing obligations and the cash on hand to the credit of 
every fund. 

6. If the charter of a particular city contains provisions for the 
preparation of an annual budget and for a public hearing thereon, 
those provisions concerning the method of preparation and the time 
of the public hearing shall prevail. 

2The sections in question are 14, 15, 16, and 17. They are printed 
in full in Appendix I of this study. 
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7. When the budget officer shall have completed the draft of his 
budget, he must file a copy with the city secretary (or clerk). This 
must be done not less than thirty days before the city council makes 
its tax levy for the coming year. 

8. The city secretary must hold the copy of the budget available 
for inspection by any taxpayer. 

9. The city council must provide for a public hearing on the budget. 
a. This hearing must take place not less than fifteen days sub

sequent to the filing of the budget with the city secretary. 
b. The hearing must be held before the · council makes the tax 

levy. 
c. Public notice of the hour, date, and place of the hearing must 

be provided by the council. 
d. Any taxpayer of the city may participate in the hearing. 

10. At the conclusion of the public hearing, the budget presented 
by the budget officer must be acted upon by the city council. The 
proposed budget is subject to change by the council. 

11. When the budget has been finally approved by the city council, 
the budget officer must file one copy with the city secretary, a second 
copy with the county clerk of the county in which the city lies, and a 
third copy with the state comptroller at Austin. 

12. The budget, as it is finally approved by the city council, be-
comes the basis for all fiscal operations of the city for the coming year. 

a. Taxes may be laid only in accordance with the budget. 
b. No money may be spent except in strict compliance therewith. 
c. Variations from the budget may be made only in case of 

emergency to cope with grave and unforeseen conditions. 
d. These variations must be authorized by the city council as 

amendments to the original budget. · 
e. The council order or resolution authorizing such amendment 

must be filed with the city secretary, who must attach it to 
the original budget. 

f. A copy of each such amendment must be filed with the county 
clerk of the county in which the city lies, and a copy with 
the state comptroller at Austin. 

The intent of the law, as summarized, is quite clear. It 
is equally clear that its effect has not been even approxi
mately that contemplated by the legislature in passing the 
statute. The law became operative in August, 1931, which 
means that had it been observed by the cities, many 1931-32 
budgets would have been filed with the state comptroller. 
Further, every city should have filed copies of its 1932-33 
and 1933-34 budgets. Finally, ~any cities should have filed 
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copies of their 1934-35 budgets by the present date (Novem
ber, 1934). In other words, every city should have filed two 
budgets, many should have filed three, and several should 
have filed four. 

As a matter of fact only 229 cities of a total of 580 have 
ever observed the provision of the law which calls for the 
filing of the budget with the state comptroller. Of these, 
ninety-six have filed only once; ninety-one have filed twice; 
thirty-eight have filed three times; and four have filed four 
times. Furthermore, while only sixteen filed their 1931-32 
budgets, and while that number jumped to 192 for 1932-33, 
only 137 filed their 1933-34 budgets, . and only sixty-three 
to date have filed 1934-35 budgets. Putting these figures 
into words, it may be said that the statute enjoys less 
repute and commands less respect among the cities of the 
state now than two years ago. The fifty-eight cities to which 
the questionnaires were mailed are not unusual as regards 
their observance of the law. Twenty-four of these have 
ignored it completely as regards filing, while twelve have 
filed once, eight twice, twelve three times, and only two four 
times. 

But, it may be argued, the question whether the cities file 
their budgets with the state comptroller is a minor one, and 
one whose answer does not provide an accurate criterion of 
the municipalities' budget systems. And it may be granted 
that a city does not have to place a copy of its budget in 
the comptroller's office in order to have a satisfactory sys
tem. 

The budgets which are on file in that office, however, offer 
mute but eloquent testimony of the dismal inadequacy of 
the budgets in use in many Texas cities, and of the almost 
total disregard of the state law on the subject. An examina
tion of these budgets reveals the following shortcomings, 
among others : 

1. More often than not no message is included with the 
budget. As will be pointed out later; the budget message is 
a most significant requirement of good budget practice. 
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2. Many budgets do not include a summary, without 
which, as will also be pointed out, the usefulness of the plan 
is greatly diminished. 

3. In many of the so-called budgets on file in the comp
troller's office, and in many which have been examined else
where, there is no statement of the prospective revenue. Let 
it be noted here without equivocation that there simply is no 
budget where there is no revenue statement. 

4. Frequently when a listing of revenues is included, it 
is found upon examination to be entirely inadequate. 

5. Many budgets fail to make comparisons between the 
expenditures and revenues of the current or coming fiscal 
year and those of the previous year or years. 

6. In a majority of instances, no statement of the city's 
financial condition is attached to the budget. 

7. Occasionally, a financial statement alone is filed in lieu 
of a budget. Such a statement is not and cannot by any 
stretch of the imagination be called a budget. 

8. Quite often the financial statement, whether filed alone 
or attached to a budget, fails to give the required data. 

9. The listing of the objects of expenditure oftentimes is 
inadequate and/ or incomplete. 

10. Now and again a so-called budget fails to record the 
tax rate under which the city proposes (or has decided) to 
operate. 

11. Some budgets are filed with the comptroller several 
months after study of the cities' respective fiscal years would 
indicate they should have been filed. This reveals either (1) 
that some cities are ignoring the statutory requirement that 
the budget be filed immediately after adoption, or (2) that 
some cities are drafting their budgets after the beginning of 
their fiscal years. In either case a grave deficiency is evident. 

12. Finally, so few budget amendments are filed in the 
comptroller's office that one wonders whether any effort is 
being made to observe the law on this point. It seems en
tirely probable first, that some budget changes are made in 
this city or that without the formality of a council amend
ment to the original budget, and second, that some amend
ments passed in due form are not filed as required by law. 

Unfortunately the budgets on file in the State Capitol are 
not unique as regards the shortcomings listed, some or all 
of which are characteristic of a majority of all the budgets 
examined. 
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From this enumeration it will appear that municipal 
budgeting in Texas leaves much to be desired, and a con
clusion to that effect will indeed not be wide of the mark. 
It is wholly likely, of course, that some, perhaps many, 
municipalities wilfully ignore the Uniform Budget Law. 
Two of the largest cities in Texas, for instance, have never 
filed copies of their budgets with the comptroller, though 
both have budget systems. Stranger yet, two cities each 
with a population of more than 15,000 confess frankly that 
they do not make use of a budget. It is likewise true, on 
the other hand, that many cities would like to comply with 
the statute but simply do not know how or where to begin. 
Evidence to support this statement is found in the many 
letters addressed to the state comptroller in the two years 
immediately following the passage of the act. In 1932 that 
official received seventeen letters of inquiry and in 1933, 
five. It is interesting to note that eighteen of the twenty-two 
inquiries came from cities of less than 2,500 in population. 
The typical letter may be summarized in some such words 
as these: "This city would be pleased to comply with the 
statute on budgeting recently passed by the legislature. 
Will you please provide us with the information which will 
enable us to do this, and refer us to such budgeting forms as 
are available?" The comptroller, unequipped as he is to deal 
with such requests satisfactorily, has been forced to reply 
uniformly in a letter which cites the statute and refers the 
city to its charter for guidance. From the point of view 
of that official no alternative course presented itself; while 
from that of the city the action taken was wholly inadequate. 

The chapter here concluded may be summarized briefly in 
a few words. First, a budget is nothing more nor less than 
a municipality's financial plan for a year-a plan which, 
properly considered, embodies the flesh-and-blood program 
of the city for that year. Second, every city needs such a 
plan because it needs such a program. Third, there is a 
state law which requires that every city have a budget, and 
which sets down certain budgeting principles in consider
able detail. Fourth, this statute, insofar as it applies to 
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the cities, has been and is at the present time largely inef
fective. Fifth, there is no source to which the city may go 
for information or for aid in working out its budget prob
lem. The implication is quite clear that the cities ought to 
be informed concerning the specifications of the statute and 
provided with such assistance as will enable them to dis
charge effectively the requirements both of good financial 
practice and of the law. 

The principles of sound budget practice and procedure 
might be discussed at almost any length. The rudiments of 
a good budget system, however, may be summarized effec
tively in comparatively few words. It is the purpose of the 
following chapter to provide such a summary. It has been 
seen that while every city is concerned with the problems 
of budgeting, the small municipality stands in particular 
and peculiar need of assistance. This chapter is designed 
especially for the guidance of the city of not more than 
10,000 population. The principles on which it rests are 
fundamental to municipal budgeting, however, and they ap
ply therefore to every city in the state without respect to 
size. 



CHAPTER II 

THE MINIMUM REQUIREMENTS OF A 
BUDGET SYSTEM 

It has been indicated that the budget is a plan which is 
adaptable for use in a city of any size and in any variety 
of situations and circumstances. It might be supposed, in 
view of this fact, that it would be extremely difficult to draft 
a statement of budget principles which would apply alike to 
the coast and the plains city, to the capital of the cattle 
country and the boom town of the oil fields, to the agricul
tural center of the black land district and the saw-mill town 
of East Texas, to the citrus city of the valley and the 
municipality of the truck growing section of the northeast, 
and to the smallest incorporated town in the state, whatever 
its population, and the largest metropolis. The difficulty of 
this undertaking, however, is largely illusory, for whatever 
the character of the particular city, and whatever its size, 
certain fundamental principles of budgeting will be found 
to be applicable there. These principles may be discussed 
from the points of view of first, the governmental setup, 
second, the composition of the budget, and third, the use 
of the budget. · 

THE GOVERNMENT AL SETUP 

A good governmental organization is prerequisite to a 
good budget system. It is axiomatic in progressive private 
business that the matter of overhead setup is of the greatest 
moment. Notwithstanding this fact and notwithstanding 
the dictates of plain common sense, there are those who say 
that government structure is a matter of no consequence
that good machinery is no guarantee of good government, 
and that on the other hand, good officials are something of a 
guarantee of a satisfactory discharge of governmental func
tions. It is readily conceded that the best organization yet 
devised can be put to improper purposes by dishonest offi
cials. It is conceded further that honest, able, intelligent 
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officials can do a reasonably good job of governing with poor 
machinery. But it is insisted at the same time that a scien
tifically constructed organization is of the greatest impor
tance, that the corrupt or poor official will find it more diffi
cult to misuse good machinery than bad, and that the hon
est and capable official will find it less difficult to do a good 
job of governing with a good organization than with a bad. 
It is not to be gainsaid, therefore, that a satisfactory budget 
system may be had only in those cities which have a rea
sonably satisfactory governmental setup. 

One of the basic principles of good city government as 
the term is understood at present is this: every city must 
have an executive head who is such in fact as well as in 
name. It is not the present purpose to compliment or to 
criticize any particular form of government, but it is the 
purpose to point out that a city which has a headless govern
ment is allowing itself to be operated by a less satisfactory 
organization than it is able to command. The whole trend 
of modern government is in the direction of an executive 
with more numerous functions and a greater authority (and 
a more definite responsibility) for the performance of these 
functions. 

The executive head of the city should be responsible for 
the construction and observance of the budget. In general 
there may be said to be three types of budgets, the legisla
tive, the board, and the executive. The legislative budget, 
as the name indicates, is drafted by or under the direct 
authority of the legislative body. For obvious reasons
among which may be noted in passing the lack of per
manence of the city council, the absence of contact between 
it and the administrative departments of the government, 
and its multi-membered character, which precludes a defi
nite fixation of responsibility-this system is not a satis
factory one. It is however, much better than none at all. 

The second type of budget is characterized chiefly by the 
board by which it is drafted. The board, which ordinarily 
contains either three or five members, may be appointed by 
the legislative body, by the executive, or in part by one, in 
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part by the other. This system probably is more satisfac
tory than the first, though the multi-membered character of 
the board, which makes it difficult, if not impossible, to fix 
responsibility for its actions, constitutes a grave defect. The 
system by which the budget is drafted by a board is not the 
best available, though it is much to be preferred over plan
less financing. 

The third type is found where the executive assumes com
plete responsibility for the preparation and operation of the 
budget. Under this system the official charged with the 
major budget duties is directly in contact with the admin
istrative departments. In the smallest city it may be that 
he performs most of the duties of government personally. 
In the large city he maintains touch with those who actually 
perform the functions of government through the depart
ment heads. He is in a better position, therefore, to under
stand the needs and requirements of the government than 
any other agent. Among the chief problems of budgeting 
are those of balancing requests against needs and of weigh
ing the importance of each department as compared with 
that of every other. The chief executive is able by reason 
of his position, and he is the only official who is able, to per
form this task adequately. Moreover, the head of the city's 
government is a permanent official in the sense that he is 
constantly on the job and is not, like the council, available 
only at the time of a periodical meeting. Yet again, the 
chief executive is a single official and may, therefore, be 
held to a definite responsibility for the duties in connection 
with budgeting which he performs. Where functions may 
be concentrated in the hands of a particular official there 
also may responsibility be concentrated. It is not advocated 
here that the executive officer be given complete powers of 
government or complete powers with regard to the budget. 
On the contrary, he should be held strictly accountable for 
the discharge of all functions and for the proper use of all 
authority placed in his hands. 

It appears almost axiomatic in light of these considera
tions that the budget should be prepared and enforced by 
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the chief executive officer of the city. The Texas Uniform 
Budget Law names the mayor, or, in those cities operating 
under the manager plan, the manager, as the budget officer. 
In so doing it follows the most enlightened thought on this 
subject. 

Now, let it be observed, thus early in our examination of 
the requirements of a budget system, that there frequently 
is a considerable spread between what the city needs and 
should have and what, under the pressure of necessity, it 
can get along with. The validity of this statement may be 
proved by reference to the preceding discussion of the bud
get agency. It has been said that the executive budget is to 
be pref erred over all others, but it has not been alleged that 
no other will prove workable. It seems worth while at this 
point to reiterate that any kind of budget system is infinitely 
better than none at all; to agree that in any particular city 
a situation may prevail which makes it inadvisable, or im
possible, to adopt the type recommended; and to insist that 
whether a given· municipality operates under a legislative, 
a board, or an executive budget, a large majority of the 
principles discussed hereinafter will be found applicable to 
its financial problems. 

The city council must assume complete responsibility for 
approval of the budget drafted by the executive officer and 
for important changes which may be made in the budget 
subsequent to its adoption. When the mayor (or the man
ager) has drafted the budget it does not thereupon go im
mediately into effect. On the contrary, several important 
hurdles remain before it. Chief among. these is adoption 
by the council. Inasmuch as the discussion for the present 
is not concerned with budget procedure, but only with the 
part played in budgeting by each agency, it will suffice to 
call attention at this point to the importance of the func
tions performed by the council. The budget involves grave 
questions of policy and the council alone can speak with 
authority concerning such questions. The role of the coun- · 
cil should not be minimized, for it is a most significant and 
important one. 
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It is in order to mention here the fact that the council may 
nullify the whole budget program by displaying too keen an 
interest in the details thereof. As one authority on munici
pal government has put it, the question asked by the council 
should be not "What shall we change?" but "Why should we 
change anything?" The budget presented to the council 
presents an outline of a delicately adjusted municipal mech
anism which may be thrown entirely out of order by in
expert tinkering with details, even if the tinkering be done 
by friendly hands. This does not mean that the council 
should abdicate as regards budgeting, but simply that it 
should pass only on important questions of policy, leaving 
the detail as it has been worked out by the budget officer. A 
query included in the questionnaire elicited the information 
that some 65 per cent of the councils of the cities responding 
appreciate the role which they are called upon to play and 
refrain from tinkering with the details of the budget pro
gram. The other 35 per cent change the budget estimates 
when, where, and in any manner they please. 

It will be clear from the discussions of the part played by 
the executive officer and that enacted by the council that 
these two most important agencies must cooperate in the 
fullest measure in the budget process. This means that each 
must recognize the limits of its proper field of action and 
understand the importance of the functions performed by 
the other. The interests of the proper executive-council re
lationship are well served if the budget officer, having pre
pared the city's program, is required to sit with the council 
during its consideration thereof. The benefits to both chief 
executive and council which result from this requirement 
are as numerous as they are important. Each of the cities 
of the sample which boasts an executive budget follows the 
practice of requiring the executive officer to attend the bud
get sessions of the council and to give that body the benefit 
of his knowledge and experience. 

The public has so important a role to play in the budget 
process that it may be considered a part of the city's budget 
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mechanism. The interest of the public in the budget pro
gram is patent: it profits from the expenditures made and 
so is concerned with the matter of services, and it "pays the 
piper" and hence has an eye to the tax bill which inevitably 
will be rendered. 1 The citizen who personally seeks favors 
in the form either of extra service or of unjustly low prop
erty valuations or tax bills has no understanding of the part 
which he should play in the realm of municipal finance. He 
is important only as a member of the group, and this group, 
called "the public," is recognized in the best budget pro
cedure. A public hearing on the budget is required by 
state law, and it is at this hearing that the citizen not only 
may but should ask any question which comes to his mind 
concerning the budget. The returns from the questionnaire 
reveal that while some 86 per cent of the cities covered pro
vide for such a hearing, not more than half a dozen persons 
ordinarily attend and participate in the discussions. This 
latter fact doubtless will cause some to minimize the impor
tance of the public hearing. Practically it appears that this 
device is not of particular importance; but potentially it 
offers the electorate a powerful weapon for maintaining 
popular control over expenditures and revenues. 

The state government is vitally concerned in the problem 
of the municipal budget. It is not necessary at this point to 
inquire into the reasons why this is the case. 2 Suffice it to 
say that notwithstanding municipal home rule, the city is a 
unit of local government within the state, and that while the 
local resident is a citizen of his locality, he is a citizen like
wise of the State of Texas. In short, it is sufficient to say 
that what affects one citizen or one city affects and concerns 
the whole state. This concern is evidenced by an important 
statute on the subject of municipal budgets-a statute 

1 See also Chapter V. The importance of making the budget intel
ligible to the public and the methods by which this may be accom
plished are dealt with in Chapter IV and Appendix IV. 

2 See Chapter V and Appendix I for discussions of this aspect of 
the problem. 
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which catapults the state into the thick of municipal budget
ing and makes of it an important factor in the machinery 
of budget formation and operation. 

Here, then, are the four agencies which are chiefly con
cerned in the problem of municipal budgeting. The man
ager or the mayor of the city draws up the municipal pro
gram and drafts the budget which summarizes it in dollars 
and cents; the council inquires into the questions of policy 
raised by the proposed budget and passes upon the major 
issues which it presents, adopting the plan formally either 
as presented or as amended; the public, while making little 
practical use of the weapon which lies at hand in the public 
hearing, is nevertheless a potentially important branch of 
the government for budget purposes; and the state has 
taken action which reveals its interest in the matter and 
makes of it a significant factor in the municipal budget 
process. It is doubtless true that certain of these agencie~ 
are more important than others, but it is likewise true that 
none may be ignored in considering the problem of govern
mental setup. It is necessary now to discuss the manner of 
operation of these various agencies and to analyze the 
product of their joint endeavors. 

THE COMPOSITION OF THE BUDGET 

In planning a budget system, the element of time is a 
most important one. In any given city at least three, and 
often four, separate and distinct time periods must be taken 
into account. The first is the election or what may be called 
the political year. This period is of practical consequence 
only when a municipal election is under way. The second 
is the tax year, the third the budget year, and the fourth 
the so-called fiscal year, in accordance with which accounts 
are kept. With regard to the three last mentioned, there 
seems to be no good reason why one period of time would 
not suffice. In other words, it appears that the tax year, 
the budget year, and the "fiscal" year should coincide, so 
that the city could be said to have a fiscal year in fact as 
well as in name. There are innumerable reasons why the 
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three should cover the same period, chief among them being 
the fact that they are very closely related, that the data of 
none are complete without those of the others, and that they 
pertain in almost equal measure to that most fundamental 
problem of municipal government, namely, finance. There 
are no good reasons which may be urged against the amal
gamation of these three most important periods. 

On the other hand, the political year should not coincide 
with the fiscal year. Suppose in a given city a municipal 
election is held in April; suppose also that the fiscal year 
begins with April 1. In this situation two possibilities are 
offered as regards the budget: first, the officials in office may 
begin about February 1 with the drafting of a budget, 
adopting the plan late in March so that it may take effect at 
the beginning of the fiscal year; or second, the task of form
ing the budget may be left for the new officials elected in 
April, in which case the program will not become effective 
until about June 1. As may be readily seen, these alterna
tives are equally unacceptable. In the first instance, the 
city may be forced to operate under a budget drawn and 
adopted by officials subsequently repudiated at the polls. In 
the second, the budget cannot possibly become operative un
til some weeks after the beginning of the fiscal year, which 
is very undesirable. It may be concluded, therefore, that 
the political year and the fiscal year should be so defined 
that the municipal election will be held not less than two 
months before the beginning of the fiscal year. 

The budget practice in any city involves a series of steps 
which must be preconceived and planned carefully in ad
vance. In other words, it must be understood clearly what 
steps are to be taken, when each is to be taken, and by whom 
a particular part of the task of budget-making is to be done .. 
This matter may be attended to most satisfactorily through 
the preparation of what may be called a budget calendar 
which sets forth the budgeting process in chronological 
order from beginning to end. A sample budget calendar is 
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printed as Exhibit A under Appendix II. It should be un
derstood that the dates named there are of no special sig
nificance and that the procedure set forth can be adapted to 
the use of any city in the state. So far as is known, only 
one Texas city operates under a definite budget schedule. 

The first formal step in the making of a budget involves 
the compiling of the estimates by the budget officer. These 
estimates relate to the amounts required by the proposed 
program of expenditure, and to the sums which it is calcu
lated will be available to the city during the coming fiscal 
period. 3 In the days of prosperity, students of budgeting 
were wont to say freely and unequivocally that the first step 
was to plan a program of work, to decide upon the activities 
to be pursued for the year. In the midst of the depression 
which is now upon us, unreasoning advocates of the reduc
tion of governmental expenses are accustomed to insist that 
the budget process properly begins with a survey of pros
pective revenues. These two schools of thought appear to 
be diametrically opposed, since one insists that need should 
be the deciding factor, while the other is just as certain that 
available revenues must be allowed to determine the size 
of the budget. 

The truth of the matter seems to lie somewhere between 
these two extremes. In fact there is no program of expendi
tures which cannot be reduced, just as there is no estimate 
of revenues which cannot be increased somewhat. The truth 
is, the experienced budget officer will take into account both 
the program which seems desirable and the income which 
it appears will be available. In arriving at a compromise, 
for in four cases out of five his recommendations will 
represent a compromise, the budget officer will take into 
account the financial history of the city during the past 

aThe estimates of expenditure unquestionably are more difficult to 
work up satisfactorily than are those of revenue. Exhibits B, C, and 
D under Appendix III are appropriation request forms which are in 
use in two Texas cities. These forms will prove of spe'cial interest to 
cities of more than 10,000 people, though smaller municipalities can 
profit from study of them. Some of the smaller cities, indeed, can 
adapt one or more of these forms to their own use. 
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few years, and more particularly will he study the trend 
of both expenditures and revenues during these years. 

It will be readily apparent that these estimates are not 
arrived at in a day, and that a thorough ground work of 
careful study and planning must precede the entering of 
definite figures in the budget. It is necessary, therefore, that 
the work of drawing up the estimates be initiated some 
weeks before the beginning of the fiscal year. The Texas 
cities replying to a question on this point ordinarily set 
the budget machinery in motion from thirty to sixty days 
before the date when the budget goes into effect. The 
calendar printed below (Appendix II, Exhibit A) allows 
about two months for completing the budget. Study of the 
schedule will reveal that this period is none too long. Some 
cities, indeed, desirous of allowing ample time for deliberate 
action at every point, will wish to commence work ninety 
days or even four months before the beginning of the fiscal 
year. 

The expenditure estimates must be based on a definite 
work program for the city as a whole, and if the city's 
government is departmentized, for each department as a 
unit. The preparation of such programs requires not only 
a vast amount of labor, but also the wholehearted coopera
tion of every person who spends money in the name of the 
city. A series of informal conferences between the budget 
officer and the various spending officials or the heads of the 
several departments will prove to be an excellent aid both 
in compiling the necessary information and in avoiding mis
understandings on the part of spending officials concerning 
the estimates finally arrived at. It may be that the city is 
so small that there are only two or three officials all told in 
the governmental setup. Even so, a deliberate survey of 
municipal activities and a series of conferences, no matter 
how informal, will prove of material assistance to the budget 
officer. In some 88 per cent of the cities replying to a ques
tion on this point such conferences are employed. 

Th e expe.nditure estimates should be highly itemized. 
One of the chief advantages to be derived from use of the 
budget is found in the careful foreplanning which spending 
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officials must do by way of justifying their proposed ex- , 
penditures. It will be clear that the higher the degree of 
itemization, the greater the amount of planning which will 
have preceded submission of the estimates. It will be equally 
apparent that the more extensive the itemization, the more 
concrete the plan on which the budget rests. Exhibit B 
under Appendix II reveals a degree of expenditure itemiza
tion thought desirable in a budget for a city of 2,000 popula
tion or less. Exhibit F pertains to the same problem in the 
city of from 2,000 to 10,000 population.4 About 77 per cent 
of the Texas cities surveyed reported that their budgets 
show expenditures in itemized form; but study of the 
budgets available reveals that the degree of itemization too 
frequently is insufficient. 

The revenue estimates should be worked out with equal 
care along with the expenditure estimates. It has been 
pointed out that the term budget comprehends a statement 
of revenues as well as a statement of expenditures; hence, 
as much care should be given to the one as to the other. 
The prospective income must be studied in great detail and 
from every point of view. All probable receipts must be 
included in these estimates which, like the expenditure 
estimates, must be itemized in a high degree. Some 95 per 
cent of the cities surveyed reported that they include a 
statement of estimated income in their budgets, although 
an examination of the budgets on file in the office of the 
state comptroller indicates that many cities do not follow 
this practice. Exhibit B of Appendix II presents a revenue 
classification which is deemed adequate for a city of 2,000 
population or less. Exhibit F relates to the same subject 
for the city of larger size. 

In estimating the probable revenue, an allowance must be 
made for uncollectible accounts owed to the city. In par
ticular it must be borne in mind that it is impossible to 
collect all of the money due the city by every taxpayer. It 
is doubtful whether there has ever been a time when any city 

•See Exhibits B, C, and D under Appendix III for the itemization 
required in two of the larger Texas cities. 



34 The University of Texas Bulletin 

• collected for any year 100 per cent of the tax monies due it; 
and certainly the average city, even in good times, falls 
anywhere from 5 to 20 per cent short of a perfect collection 
record. If a budget system does nothing else, it should 
foster in the minds of municipal officials a practical, 
common-sense attitude toward the problems which confront 
them. Such an attitude will force the budget officer to the 
inescapable conclusion that he must make an allowance for 
uncollectibles. This allowance will vary from city to city. 
In the sample budget for cities of less than 2,000 population 
(printed as Exhibit B of Appendix II) it has been estimated 
that this figure will reach 12 per cent. Of the municipalities 
responding to a question on this point, it appears that about 
89 per cent make an allowance for taxes expected to be 
uncollected. 

The estimated expenditures and the estimated revenues 
must balance. It is a matter of no consequence for the 
present whether the budget officer begins with a program 
of expenditures or with probable income. Wherever he 
begins he will find it necessary to subject his original 
estimates to thorough and painstaking revision. Much of 
the subsequent success of the budget, indeed, depends upon 
the care with which this phase of the work is done. More
over, almost invariably he will come to the point ultimately 
where he must pare his program down or find new revenues. 
The probability is, as before, that he will compromise by 
pursuing both policies in some measure. The reconciliation 
of the two estimates presents the major problem confronting 
the budget officer. He must solve this problem in the light 
of his own situation; but solve it he must, and his solution 
must reconcile proposed expenditures and probable income. 

The budget must contain provisions which will give it 
some degree of flexibility. One of the most common argu
ments offered against the budget system is that there is no 
way of forecasting everything for the period of a year. It is 
readily conceded that conditions may alter and situations 
may change during the course of a budget period. Insistence 
on this point as a criticism of budgeting may be answered, 
however, by the inclusion in the budget of a small amount 
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for contingencies. Obviously, the need which exists for a 
contingency fund will differ with the times and from city to 
city; and with the varying needs, the size of the fund will 
vary. In general, it may be laid down as a principle that the 
smaller the contingency fund, the more carefully worked out 
the program on which the plan rests. About 75 per cent 
of the cities surveyed include an allowance in their budgets 
for contingencies. The percentage should be 100. 

The budget comprises fundamentally a message, a sum
mary, and detailed estimates of expenditures and of rev
enues. In some quarters the message from the budget officer 
to the city council is regarded as a mere formality. Such an 
attitude reveals a complete misconception on this score, since 
in his message the budget officer has a device which is of 
incalculable value in getting his program away to a good 
start. In cities where the soundest budget practice is fol
lowed, both a written and an oral message will be found 
in use. The former is attached to and must be considered 
an inseparable part of the budget proper; the latter is 
employed when the budget is presented formally to the 
council. In some 93 per cent of the cities questioned the 
budget message is employed, but in more than half of these 
the message is oral only. A written message is an indis
pensable part of any budget. 

The budget summary should be so arranged that it will 
show at a glance both the gross figures and the major 
divisions of the prospective receipts and the proposed dis
bursements of the city. A summary properly devised 
presents a comprehensible sketch of the activities of the 
entire city government. The sample budgets printed in 
Appendix II contain summaries thought to be adequate. The 
summary should be followed by the estimates, whose nature 
has been indicated above. These estimates in turn may very 
advantageously be buttressed by supporting schedules show
ing in detail (1) the activities involved, (2) the agencies 
responsible for their conduct, (3) the cost of each such 
activity, and ( 4) the method of financing each. 

The Texas Uniform Budget Law requires that a budget 
include certain data which have not been listed above as 
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fundamental to the budget proper. Noteworthy among these 
extra requirements is the provision that the budget must 
"contain a complete financial statement of the city, town 
or village showing all outstanding obligations of such city, 
town, or village," and "the cash on hand to the credit of 
each and every fund .... " A satisfactory budget may be 
drafted which does not include all of the information here 
required. The first concern of the city, however, is not to 
quibble over the definition of the term budget, but to see 
that its budget complies in every respect with the provisions 
of the law as it is written. The data required, therefore, 
must be included in or with the budget. It is believed that 
the Fund Balance Sheet and the Data on Funded Debt which 
are included in the sample financial statement presented 
as Exhibit D under Appendix II will supplement the in
formation contained in the budget proper (printed as 
Exhibit B of Appendix II) in such a way as to fulfill the 
requirements of the law. As has been indicated above, many 
of the budgets now on file in the office of the state comp
troller do not meet these requirements. 

The public hearing is an integral part of the budget 
process. When the chief executive has finished with the task 
of drafting the budget, he presents it to the city council 
which, according to the Texas statute, must make provision 
for a public hearing thereon. The nature and importance 
of this device have been indicated briefly (see pp. 27-28). 
It is sufficient, therefore, to call attention to the public 
hearing and to note that this is the point in the procedure 
where the hearing must be held. 

The proposed budget goes into effect only after adoption 
by the city council. The role of the council and the sig
nificance of its action in the budget process have been 
discussed (see pp. 26-27). Hence it is necessary only 
to note the requirement for council approval, and to observe 
that it is at this point that council ·consideration of the 
program fits in. 

After its adoption the budget should be printed in its 
entirety. Some will insist that the printing of the budget 
is a needless formality and so an indefensible expenditure 
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of public funds, since a (typewritten) copy is available for 
inspection at all times in the office of the city secretary, the 
county clerk, and the state comptroller. The annual budget 
is of general interest and concern, however, and good 
budgetary methods require that it be made available to all 
who desire to see it. Among those chiefly concerned are 
the municipality's officials, the citizens of the community, 
and sundry banks and bond houses. It is obvious that it will 
not be convenient for all of these persons to consult the few 
copies on file. It is a simple matter to mimeograph the few 
pages which constitute the budget of the small city; for that 
matter, the City of Dallas· mimeographs and binds many 
copies of its budget, which reaches a length of more than 
200 pages. Galveston has hit upon the effective plan of 
having its budget printed in the form of a small booklet 
which also contains a financial statement of the city. This 
booklet is of such size that it may conveniently be mailed to 
any person or agency interested in the fiscal condition of the 
city. 

A pertinent question which may be raised at this point is 
this: Should the budget printed be the tentative program 
presented for the consideration of the council by the chief 
executive, or should it be the budget finally approved by 
the council? If the chief purpose of the printed budget is to 
provide municipal officials and citizens with an outline of 
the city's proposed activities for the coming year, then the 
tentative budget apparently should be printed. If, on the 
other hand, the chief purpose is to provide officials, citizens, 
and other interested parties with a statement of the plan 
under which the city has agreed to operate, the budget 
finally adopted should be printed. The question, then, is 
open to debate. It appears, however, all things considered, 
that the budget finally approved by the council should be 
the one to be put into permanent form. Of the Texas cities 
included in the survey less than 10 per cent follow the prac
tice of printing or mimeographing their budgets. 

The composition of the budget might be discussed at 
much greater length, but further elaboration would involve 
an inquiry of something more than fundamentals. A budget 
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drafted and adopted in accordance with the principles of 
procedure and content enunciated above will meet not only 
the basic demands of an adequate budget system, but the 
requirements of the Texas law as well. 

THE USE OF THE BUDGET 

If the budget is to accomplish its purpose in full measure, 
it must be used after adoption. A number of Texas cities 
have drafted an annual budget for years and have followed 
the plan there set forth conscientiously. Many munici
palities, however, have a budget system which dates only 
from the passage of the statute requiring every city to adopt 
a budget each year. Among the latter class a large per
centage will be found on examination to have a budget 
system in name only, for the simple reason that while in 
many cities a budget is adopted in strict accordance with 
the law, it is promptly forgotten until the time comes when 
another budget must be drafted. It is true that a city will 
derive some benefit from a budget which is never put into 
operation, since the mere drafting of a financial plan 
requires the formulation of some sort of program which 
otherwise would have been wholly neglected. It is also true, 
however, that a very large part of the advantage which 
comes from the budget system grows out of the application 
of the plan on which the budget rests. Further, as one 
well-known municipal official recently remarked, the draft
ing of a budget involves entirely too much labor to permit 
its unceremonious shelving after adoption. A budget is 
merely a tool. As such it is made, presumably, because there 
is some need for it. As such, moreover, it is devised, sup
posedly, with the particular needs of its maker in mind. 
If it is to reach the highest degree of effectiveness, it must 
be accepted implicitly and followed in complete good faith 
by the governing officials of the city. 

One of the most effective guarantees that a budget once 
adopted will be followed is found in the expression of council 
approval through ordinances. As in the case of the estimates, 
these ordinances must be of two kinds, namely, expenditure 
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and revenue. As regards the latter, it may be said first that 
there are two major types of revenue ordinances, one relat
ing to the annual tax program, the other to the borrowing 
plan; and second, that, since taxes cannot be collected nor 
monies borrowed except in accordance with the law, most 
cities are accustomed to operate at present under revenue 
ordinances. It is apparent, of course, that no budget is 
properly adopted unless its tax and borrowing programs are 
sanctioned by the council by ordinance. 

With respect to expenditures, it is the practice in some 
cities to "receive" the work plan of the budget officer 
and to take no action whatsoever upon it. In other munici
palities it is the custom merely to enter the expenditure 
estimates in the minute book of the council. In still others it 
is customary to adopt these estimates by resolution only. 
It should be understood without equivocation that none of 
these acts by the council is sufficient. Instead, what is 
required by the most advanced practice is the passage of an 
appropriation ordinance. 

In passing such an ordinance, the council should not be 
content merely to attach an enacting clause to the expendi
ture estimates and to pass such estimates as a law of the 
city. Nor should it, on the other hand, merely approve the 
spending program in an ordinance which does no more than 
make reference to it. Between these two extremes is a 
middle course which, it would seem, the city would be well 
advised to follow. In short, the appropriation ordinance 
should avoid extremes either of generalization or itemiza
tion. The spending officers should be allowed some leeway 
in the use to which they may put the funds granted them, 
without being allowed to pay out the monies of the city 
without restraint. Exhibits C and G under Appendix II 
below indicate the degree of itemization considered desirable 
in making appropriations in cities of two population groups. 

No expenditure program should be adopted except 
through the agency of an appropriation ordinance, which 
(1) places the council definitely on record with respect to it, 
(2) gives the administrative official or officials a legal plan 
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to follow, and (3) calls for formal action by the council in 
case it is desired to change the budget amounts. In short, 
the appropriation ordinance guarantees that the spending 
program will be treated with some respect and so encourages 
the officials of the city in its observance. 

So important a place in the budget process is that occupied 
by the appropriation and the revenue ordinances that the 
budget officer will do well to see that bills are drafted in 
accordance with the budget proposals and to present these 
measures to the council at or shortly after the time he 
carries the budget before it. Such a practice will result in 
the presentation of a complete picture to the legislative 
body and will at the same time provide that body with a 
reasoned, deliberately planned course of action. 

The operation of the budget involves a continuous balanc
ing of receipts and expenditures. The budget, it will be 
remembered, is a plan by which expenditures are to be 
made and revenues received; and the income must not fall 
below the outgo for the fiscal year. This is another way of 
saying that it is the duty of the administration to keep the 
expenditures within the income at all times. The city which 
cannot discharge its current obligations out of current 
revenues is simply, or will soon become, bankrupt. It is 
true, of course, that circumstances are likely to come up 
which will require an alteration of the plans on which the 
budget rests. If such conditions force a reconsideration of 
estimated revenues, however, a corresponding reconsidera
tion must be given budgeted expenditures. All this is merely 
to say that a continuous check must be made to ascertain 
whether revenues are coming up to expectations; and that 
income and outgo must be maintained at about the same 
level. Insistence on this point by this time will have revealed 
the budget as a most important weapon of control in the 
hands of the responsible executive official. 

Both receipts and expenditures should be subjected to a 
continuous audit. The preceding section calls attention to 
the need for complete supervision as a means of insuring 
that the total expenditures will remain within the total 
actual revenues. Hand in hand with the necessity for the 
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continuous balancing of the two goes the necessity for a 
continuous investigation to ascertain whether financial 
transactions are being conducted in accordance with the 
budget. Specifically, it is necessary to audit current expendi
tures to determine whether or not they are being legally 
made and to check on daily collections in order to make sure 
that the duties of that phase of the city's finances are being 
adequately and legally discharged. This is not the place to 
discuss the various aspects of the continuous audit, but it is 
in order to point out here the relationship between such an 
audit and the budget system. Some 65 per cent of the cities 
responding to a question on this matter indicated that they 
have a system of internal audit control in operation. 

The expenditures authorized by the budget should be 
regarded as a maximum. In some quarters an authorization 
to spend money is regarded as a command to spend ; in 
others, expenditure of the sum granted is regarded as per
missive rather than mandatory. The latter attitude should 
prevail universally. It may occur now and then that an 
expenditure provided for in the budget. need not be made, 
in which case it is a shortsighted policy which prompts the 
spending official to make the payments authorized. In other 
instances, the actual may exceed the anticipated income, 
in which case each spending official may feel that his branch 
of the government ought to be given a proportional slice 
of the excess. This likewise is an indefensible attitude. The 
expenditure estimates are based upon a carefully designed 
program, and this program should be rigidly adhered to 
unless (1) it appears that economies can be affected which 
were not foreseen, and (2) an emergency arises. In the 
former eventuality, a simple readjustment of the expendi
ture program will care for the new situation. In the latter, 
the contingency fund may be called upon. In any event, the 
budget's expenditure plan should be regarded as a maximum, 
not as a minimum program. 

A good accounting system is an indispensable aid to a 
good budget system. It has been pointed out that the budget 
figures must be based upon fact. Obviously, one of the 
primary sources of information concerning the financial 
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transactions and the work accomplished during the fiscal 
year or any part thereof is found in the accounting system. 
Moreover, in addition to the important function of making 
available much of the information on which the budget 
rests, an adequate accounting system will perform the 
purposes of holding both officials and organization units 
accountable for the trust which the budget bestows upon 
them, and of providing the budget officer with one of the 
most useful weapons of control anywhere to be found. The 
close relationship between the budget and the accounting 
system thus becomes clear: the two are supplementary, each 
measurably increasing the effectiveness of the other. 

It will not be out of order to remark at this point that 
municipal accounting systems in Texas are grossly inade
quate. The accounting officer of many cities merely lists 
receipts and expenditures in a way wholly insufficient for 
the purposes either of municipal officials or of taxpayers. 
It is true that the accounting system no more constitutes 
an end in itself than does the budget; but it is also true that 
as a tool for increasing the efficiency of the city's govern
ment, the former is as important as the latter. 

A satisfactory system of financial reporting likewise is 
fundamental in the operation of a sound budget system. If 
the accounting system has for one of its primary purposes 
the providing of information concerning the city's financial 
affairs, it is clear that it is necessary that this information 
be presented in usable form. The information required may 
be made most readily available by the use of periodical 
reports. Thus, in some cities, a responsible administrative 
official presents to the council each month a summary state
ment concerning the financial transactions. for that month. 
In some instances a summary also is included of the financial 
transactions for the fiscal year to date. This information 
should be included in every periodical report. The usefulness 
of such summaries is materially increased if two sets of 
figures, one pertaining to budgeted, the other to actual 
transactions, are presented for each period with which the 
report deals. Such a report serves as a sign post to indicate 
the status of the budget as regards both expenditures and 
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receipts to date and the prospects for the remainder of the 
fiscal year. Exhibit E of Appendix II suggests the forms 
which periodical reports might take in a city of 2,000 popula
tion or less.5 A system of reporting which makes available 
the information required by these sample reports forms the 
basis for the day to day operation of an adequate system 
of budget control. Among the cities replying to two ques
tions relating to financial reports, some 77 per cent indicated 
that they employ reports comparing actual with budgeted 
expenditures, while the reports of some 64 per cent com
pare budgeted with actual cash receipts. Again the tendency 
appears to stress expenditures and to minimize the im
portance of receipts. Concerning the problem at hand, it 
may be said in summary that an adequate reporting system 
plays a most significant part in making available for the 
budget officials the data of the city's accounts, and thus in 
drawing closer together the budget and the accounting 
systems. 

As in the case of the composition of the budget, the use 
of the financial plan might be elaborated at much greater 
length. Acceptance of the few principles here set forth, 
however, will result in observance of the basic rules for 
the use of the budget. It is no particular compliment for 
the system outlined to say that observance of these prin
ciples would also result in a marked improvement in the 
budget methods of a majority of the cities of Texas. 

In this chapter "The Minimum Requirements of a Bud
get System" have been summarized according as they per
tain to the governmental setup, the composition, or the use 
of the budget. The principles enunciated are those without 
which there is no satisfactory budget system in any city, 
large or small. Being basic in their nature and dealing 
with few of the refinements of sound financial practice, they 
relate specifically to the budget problems of the small city. 

ssee Exhibits F, G, H, and I under Appendix III for reporting 
forms employed in. four of the larger Texas cities. Some or all of 
these forms can be adapted to the use of smaller municipalities as well. 
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By this it is not meant that the larger municipalities will not 
profit from a consideration of these principles by their offi
cials. It is meant to emphasize merely that a city of 10,000 
population or less will find included above the basic rules 
the proper application of which will result in satisfying the 
minimum requirements of a budget system. It is believed 
that the officials of cities of more than 10,000 may likewise 
read this chapter with profit; they should go farther, how
ever, and read the one following, which relates to the re
finements in budget practice which, while of some use in the 
smaller municipality, are particularly applicable to the city 
of more than 10,000 population. 



CHAPTER III 

THE FINER POINTS OF BUDGETING 

Every budget officer will recognize the fact that there are 
certain fundamental rules which must be followed if a bud
get is to be drafted to the greatest advantage and put to the 
best use. Every such person will also know, however, that 
there are additional principles which may be followed with 
material benefit if a particular city is of sufficient size to 
warrant special study of its budget problems. The subjects 
to which these refined principles of budgeting relate are 
found in greater or less measure in all budget systems; but 
it is only in the larger cities that they assert themselves 
with sufficient vigor to demand particular attention, and 
ordinarily it is only in these cities that such attention will 
or can be paid to these subjects. 

The present chapter pertains to certain refinements which 
may be added as a supplement to the fundamentals pre.:. 
viously discussed. It is .meant to deal here with problems 
which either do not exist or of which cognizance cannot be 
taken in the smaller cities, although the officials of those 
cities may, it is believed, read these remarks with profit. 

The major problem of budgeting, insofar especially as the 
important matter of expenditure is concerned, is essentially 
one of selection, which problem becomes more complicated 
and more difficult of solution as the city increases in size. 
Every budgeteer and every private citizen who observes 
municipal government at all closely will be familiar with 
the storm of protest of the populace in general, of vested 
interests and of various special groups in particular, and of 
the public officials and employees affected when any pro
posal is made to discontinue or to circumscribe a specific 
service or activity of the city's government. It is universally 
recognized by students of government that while it is a rela
tively easy matter to assume new functions when the times 
are right, it is almost impossible to discontinue the dis
charge of any duty which the city may have assumed. The 
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truth is that the citizenry ordinarily simply will not stand 
for the discontinuance of a service or function to which it 
has grown accustomed. 

Yet the time comes in the history of every municipality 
when the budget officer must take his life in his hands and 
recommend a reduction, sometimes a drastic one, here and 
there throughout the city's field of activities. When this 
time comes he has no option but to bring the expenditure 
program within the required limit. To do this he must bal
ance the services and the costs of the various departments 
in such manner that the smallest number of citizens will be 
affected in the least harmful measure by the economies ef
fected. The performance of this task of selection, which 
subjects the budgeteer to the rigors of public criticism and 
private reproach, and in some instances to outright perse
cution, is perhaps the most severe single test of that offi
cial's ability as a budget officer. The problem confront
ing the budget officer in the city of 50,000 differs in this re
gard from that faced by the same official in a town of 2,000 
in degree only, though the difference is one which should be 
recognized. 

A system of executive tentative allotments may be used by 
the budget officer to guide the department heads in arriving 
at their requests for funds. The task of selection confront
ing the budget officer is not rendered less difficult by the 
notorious greed which characterizes some department heads 
when budget-making time arrives. The anxiety of each re
sponsible spending official lest his own particular govern
mental unit or department be discriminated against fre
quently leads to the padding of the requests for funds, which 
in turn throws a weighty and unnecessary burden on the 
chief executive and the council. As a solution to this prob
lem, the City of Dallas successfully employs a system of 
executive tentative allotments. There, as the time ap
proaches for drafting the budget, the responsible officers 
make a survey of the needs of the various departments, 
drawing at the same time general conclusions regarding 
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probable revenues. On the basis of this survey, the pros
pective available funds are divided equitably into a number 
of sums, each of which is tentatively available for a par
ticular department or unit of government. The responsible 
head of each such department or unit then is required to 
submit an estimate of expenditures which may not exceed 
the allotment for his department. The form employed un
der this system is reproduced as Exhibit A in Appendix III. 

The executive tentative allotment scheme might be em
ployed advantageously in other cities of the state, though 
whether it would be applicable in any particular city would 
depend upon the local situation and more particularly upon 
the local budgeting machinery. 

While each official requesting funds should visualize the 
activities of his department or unit for the fiscal year, he 
should also lay specific plans for shorter periods of time. 
Specifically, the head of a particular department might well 
be expected, both for his own and for the information of the 
budget officer, to draft detailed plans for the month-to-month 
operation of his department. Brief reflection will make it 
clear that few branches of the city's government pursue the 
same activities in both kind and number month in and 
month out during the fiscal year. Each responsible spend
ing official ought, therefore, to draft a monthly expenditure 
program. These smaller expenditure plans in the aggre
gate would constitute the department's total expenditure 
scheme for the fiscal year, though needless to say, the twelve 
monthly plans would differ materially among themselves. 
This system may be used to advantage in cities so small 
that their administrative organization is not department
ized, though it is believed to be particularly applicable to 
the larger municipality. 

In arriving at estimates, both of expenditure and of reve
nue, the data of past years may be employed with great 
profit. The budget is in a sense an historical plan-that is 
to say it is not created out of the thin air, but is based in 
part, and usually in good part, upon the experiences of the 
city in the past. The budget officer and the department 
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heads who assist him will find no better guide than the fig
ures of previous budgets, but these figures are employed 
properly only when they are used as a guide. Any budget 
which is an exact copy of the preceding year's budget is 
quite likely to be open to grave criticism. Thus it is true 
that while the best indication of the city's probable needs 
and prospective income is found in the expenditure and 
revenue figures of past budgets, the budget officer and his 
aides must use these data warily. They must be used as 
being indicative only and not as being directive. 

But if the budget is in some part a summation of the his
tory of past years, it is likewise a prophecy of the year to 
come. As a matter of fact, the data of past years are of 
special significance chiefly because they contribute material
ly to the accuracy of the forecast of the city's probable de
velopment for the approaching fiscal period. Now, the dif
ficulties of forecasting are universally appreciated, and they 
will be frankly recognized here. It will be readily admitted 
that unanticipated fluctuations in labor costs and commodity 
prices during the course of twelve months may play havoc 
with the most carefully drawn budget estimates. Notwith
standing this fact, which has served as the basis for more 
than one vicious attack on the whole budget idea, each and 
every activity of the municipality must be projected into 
the future at the length of not less than twelve months. 
Moreover, the expenditure needs for each individual item 
and the probable income from each source must be fore
casted separately; for it has been demonstrated time and 
again, particularly with reference to expenditures, that the 
greater the degree of itemization, the more accµrate the 
complete estimate. In summary, it may be said that while 
the problems of forecasting are difficult if not impossible of 
final solution, the cities must deal with them directly and 
without hesitation. A city whose officials have familiarized 
themselves with the history of municipal finance, and have 
used its lessons as a basis for a sensible forecast, will not 
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have floated large bond issues in boom days only to find it
self bankrupt in the period of depression which inevitably 
follows. 

The distinction between current expenditures and capi'.tal 
outlays should be recognized. As has been indicated in an 
earlier chapter, the expenditure estimates should include 
all monies to be paid out by the city for any purpose during 
the coming fiscal year. It is important, however, that the 
requests designed to meet the government's current needs 
be carefully differentiated from those which relate to pay
ments for real property or for permanent or long-lived 
equipment. These two types of expenditure are inherently 
different in nature, and they present different problems of 
procedure and control to the officer charged with drafting 
and enforcing the budget. It is, therefore, to the advantage 
of all concerned that the differences between the two be 
recognized, and that they be treated separately in the bud
get. In this connection, the work programs whose impor
tance has been stressed previously will be found to serve a 
very excellent purpose. 

The department head or other responsible spending offi
cial should be allowed to ?nake supplementary requests for 
funds. This does not mean that a department head should 
be permitted to approach the budget officer on his own initi
ative at any time during the year with a request for an addi
tional sum. On the contrary, the estimate which precedes 
the drafting of the budget should be considered final, except 
in the event of an emergency. But that estimate itself may 
partake of a two-fold nature. It may be divided into a so
called "first estimate" which includes items of expenditure 
deemed indispensable by the department head, and a "sup
plementary request" which includes items thought to be, if 
not necessary to the continued operation of the department, 
at least highly desirable in case funds should be found to 
cover more than the amount of the first request. If a de
partment's supplementary request pertains to more than 
one subject, the items should be listed in the order of their 
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importance. The supplementary request form used in the 
City of Dallas appears as Exhibit D of Appendix III. 

The revenue estimates should take cognizance of the dif
ference between constant and fluctuating revenues. It will 
be clear from preceding discussions that the revenue esti
mates are an integral and essential part of the budget. It 
may be said indeed that the adequacy of the budget plan and 
the prospect of its successful execution depend largely upon 
the accuracy with which the revenue is forecast. It follows, 
therefore, that any device which will increase that accuracy 
should be employed forthwith by the budget officer. Such a 
device flows from recognition of the fact that certain of the 
revenues of any municipality are more or less constant from 
year to year, while certain other incomes fluctuate markedly. 
It should be clear that if the source of income can be divided 
into those which may be counted on without fail and those 
whose yield is likely to vary within rather generous limits, 
the problem of forecasting the revenues will be materially 
simplified. Such a division by all means should be made. 

The municipally-owned utilities should be included in the 
budget along with every other governmental activity. In 
some quarters, the attitude prevails that the municipal utili
ties form entities in themselves, that they should be sepa
rated entirely from the "regular" functions of the city, and 
that they should, therefore, be omitted from the budget. 
There are those, indeed, who maintain that the utilities 
should be left entirely to their own devices, that it is not 
even necessary for them to prepare budgets. 

Such an attitude reveals a complete failure to grasp the 
fundamental nature of the municipal utility. Nor is it diffi
cult to understand the frequent if not general lack of appre
hension of its character. The truth is that a certain odium 
seems to be attached to any enterprise which is designated 
as a utility, with the result that a feeling of fear or resent
ment is engendered by the mere mention of the term. There 
is no justifiable reason why this should be the case. The 
so-called public utilities are nothing more nor less than 
businesses heretofore maintained and operated by private 



A Budget Manual for Texas Cities 51 

corporations which are of such nature that they must be 
carried on in the interest of the public. 

In times past virtually every function now performed by 
the city was private in character, and municipal corpora
tions only gradually and over a long period of time have 
extended their field of activity to its present limits. It hap
pens that the utilities currently find themselves in the ques
tionable position previously occupied by various functions 
now recognized as public (municipal) in character. Whether 
they will eventually come to be publicly owned or whether 
they will remain largely in private hands under public regu
lation is a matter of no consequence here. Suffice it to say 
that the cities have undertaken to operate many utilities, 
and that new utility services are devolving upon the munici
pal corporation as the years go by. These services are es
sentially public in their nature ; the persons engaged in 
their discharge are city officials and employees. The utili
ties, then, are properly considered as much a part of the 
municipality's government as are the police, the fire, or the 
health department. 

From this point it is not difficult to proceed to the con
clusion that the utilities, representing as they do a large, 
important, and growing portion of the sum total of munici
pal activities, stand very much in need of an adequate bud
get system. Nor is it more difficult to concede that since 
these enterprises are inseparable from the city's govern
ment, they should be budgeted as a part of the government. 
Their needs should be taken into account in drafting the ex
penditure estimates, and their probable collections should 
be integrated with other prospective receipts in compiling 
the revenue estimates. As a matter of fact many Texas 
cities are finding the receipts from their utilities a most im
portant aid in these days of depression. More than one 
municipal official have confessed to the writer that their 
cities have managed to "keep going" only by reason of the 
utilities' revenues. The answers elicited to questions pro
pounded concerning the matters here discussed indicate that 
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some 25 per cent of the cities surveyed include the antici
pated expenditures of their utilities in their annual budget, 
while some 23 per cent include the anticipated revenues. 
Of the remaining approximately 75 per cent, some budget 
their utilities separately, some do not budget them at all. 

The monthly allotrnent is a device which materially en
hances the usefulness of the budget. Various principles 
laid down above may be called to mind in connection with 
the monthly allotment. Among them may be mentioned, in 
review, the following: (1) while the budget is a plan for 
the fiscal year, the details must be worked out for the sepa
rate months of the year; (2) the responsible spending offi
cial, therefore, should base his request for funds on a series 
of monthly expenditure estimates; (3) one of the major 
problems of budgeting is that of enforcing the plan after 
its adoption by the council. The monthly allotment system 
recognizes and deals with the problems implicit in these 
principles. 

Monthly allotments are made by the budget officer to the 
various spending departments and units after the adoption 
of the budget. They rest upon the monthly expenditure esti
mates (see above) drafted by the heads of these depart
ments at the time requests are made for funds and revised 
in light of the chief executive's action thereon. They offer 
the dual advantage of (1) affording the spending official a 
check on the activities of his department, and (2) providing 
the budget officer with an important control device by means 
of which he can direct the execution of the budget. The 
monthly allotment idea is an improvement on the old routine 
of dividing the total expenditure amount by twelve, since 
under this system the sum available for any month reflects 
the needs of that particular month. Comparatively little 
extra work is involved in devising a scheme of monthly 
"splits," which greatly increase the value of the budget as 
a plan of operation.1 Of the Texas cities replying to a ques-

1The nature and use of monthly allotments, as the system is em
ployed in the City of Dallas, was set forth in concise terms by Mr. 
Stuart Bailey, Assistant Director of the Department of Finance of 
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ti on on this score only 7 per cent professed to make use of 
monthly allotments. 

An adequate system makes provision for the adaptation 
of the budget to new situations. The need for budget flex
ibility and the use of the contingency fund in connection 
therewith were discussed in Chapter II. A number of addi
tional methods for securing flexibility should be mentioned 
at this point. Among them may be noted first the practice 
universally employed of permitting the spending depart
ment or unit to carry over any excess of appropriations over 
expenditures from one month to the next. Such excess 
should be made available for the succeeding month only in 
case a demonstrable need arises for it. A companion prac
tice is that which permits a department which overspends 
in any particular month to make up its shortage by savings 
from subsequent months. In short, the monthly allotments 
are not hard and fast grants, but may be adapted to the de
mands occasioned by any unforeseen exigency. 

A debatable question arises concerning the power of the 
budget officer to transfer appropriations during the fiscal 
year without council approval. Specifically, should that 
officer be allowed to transfer sums from one item to another 
within a fund or a department on his own responsibility? 
Further, should he be empowered to make transfers from 
one department to another within the General Fund with
out council approval? Further still, should he have the 
same authority to transfer appropriations from one fund 
to another? In particular, should he be authorized to trans
fer money from the Contingency Reserve to departments or 

that city, in a Jetter to the writer dated October 13, 1934. Mr. Bailey's 
Jetter reads in part as follows: "Monthly splits should be made by 
the departments themselves to indicate just when they propose to do 
each item of work. It is our practice here in Dallas to total the splits 
for each month and compare that total with the income splits which 
have been made in the budget office to determine whether the spend
ing program which the departments think desirable will at any time 
during the year exceed our estimated bank balance. If in any month 
we find an excess of proposed expenditures over estimated available 
fund s, we postpone some of the spending (usually capital outlay 
items), so that the bank account will not go into the red." 
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funds whose needs may have been increased by unusual 
conditions? If the budget be enacted under the terms of an 
appropriation ordinance similar to that recommended (see 
Appendix II, Exhibits C and G) the answer to the first 
question must be in the affirmative, since the ordinance 
makes no effort to fix the exact amount which shall go to 
any particular item. Almost 50 per cent of the cities sur
veyed indicated that the budget officer may transfer appro
priations from one item to another within a department or 
fund without council approval. On the other hand, the sec
ond question must be answered in the negative. Similarly, 
the answer to the third question must be "no." In these 
two particulars the sample ordinance not only provides for 
appropriations by departments and funds, but contains 
specifications which call for council action on any proposal 
to make transfers from one department to another or from 
one fund to another. In only 10 per cent of the cities of 
Texas replying to a query on this matter is the budget of
ficer permitted to m·ake the transfer in question. A sample 
request for the transfer of an appropriation is printed as 
Exhibit E of Appendix III. As regards the fourth question, 
the answer must be in the negative unless the detailed items 
of the Contingency Reserve be omitted from the ordinance's 
list of appropriations. Some authorities insist that the chief 
executive should be allowed control over the contingency 
fund, in view of the facts (1) that that fund is included for 
the specific purpose of making the budget flexible, and (2) 
that the budget officer is charged with responsibility for the 
successful operation of the city's financial program. 

It is not expected that all city officials will concur in the 
conclusions voiced here concerning the flexibility of the 
budget. It is entirely probable, however, that there will be 
little disagreement with the fundamental principle that the 
budget ought to be sufficiently flexible to meet emergencies. 
The importance of the role assigned to the budget officer 
grows from the conviction that he should be charged with 
primary responsibility for the enforcement of the budget. 
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It is readily granted that a complete or drastic revision of 
the city's financial plan should be made only with the ap
proval of the council, which adopted the budget in the first 
place. It is conceded further that such revision of the bud
get should require about the same degree of formality as 
did the passage of the ordinances under whose authority the 
plan is prosecuted. 

While the whole process of budgeting rests upon certain 
definite and formal procedures, it also involves an element of 
informality and a personal touch whose importance should 
not be under-estimated. In the discussion thus far the formal 
aspects of the budget system have been emphasized-per
haps they have been over-emphasized at the expense of 
personal relationships and negotiations. It is in order to 
note here that much can be done in the direction of eliminat
ing possible misunderstandings and facilitating agreements 
on moot points through personal conferences. To illustrate, 
much has been said of the importance of the estimates, both 
expenditure and revenue; but it has been mentioned only 
briefly that the actual drafting of these estimates may be 
preceded by any number of discussions between the budget 
officer and the various responsible officials. Again, it has 
been pointed out that the chief executive's budget to become 
operative must be adopted by the city council; but it has 
not been stressed that the process of adoption may be 
rendered much less difficult through consultation by the 
budget officer with the members of the council in the prep
aration of the budget, and through his personal appearance 
before that body when the budget is brought up for con
sideration there. Yet again, it has been insisted throughout 
that the problem of budget enforcement is a most important 
as well as a most difficult one; but it has not been observed 
that the most effective device available to the budget officer 
in the execution of the budget is the personal interview with 
high ranking officials. It remains true in the budget process 
as elsewhere that the significance of the personal equation 
is not to be minimized. The budget officer who seeks to 
ignore or discount the factor of personal relationships with 



56 The University of Texas Bulletin 

his department heads soon will find himself in a position 
where he cannot command the cooperation and the respect 
of his assistants. If and when such a situation comes about, 
the budget is destined to an early overthrow, and the budget 
officer to ignominious failure. 

The foregoing pages of this chapter present a discussion 
of some important refinements in the budget system and of 
certain problems which are of too detailed or too specialized 
a character to warrant their inclusion among the basic 
principles of budgeting. It is recognized frankly that the 
present chapter does not form an entity within itself. Indeed, 
it was designed not to afford a rounded discussion of the 
budget system, but to explore at greater length certain of 
the more significant principles and some of the more press
ing problems touched upon in the preceding chapter. The 
reader who confines his attention to the present discussion 
will, therefore, be left with a sense of incompleteness. Read 
as a supplement to Chapter II, however, "The Finer Points 
of Budgeting" becomes significant; for, put to the use for 
which it was designed, it serves to amplify the minimum 
requirements of a budget system which were developed in 
the preceding chapter. 



CHAPTER IV 

SUBSIDIARY AIDS TO BUDGETING 

The discussion thus far has pertained almost entirely and 
for the greater part directly to the budget process. More 
particularly it has related to the formation, the content, 
and the operation of the budget. In addition to the ma
chinery concerned directly with and the principles which 
apply directly to the budget system proper, however, there 
are certain subsidiary factors of both mechanical and pro
cedural character which have a material bearing on the 
success or failure of any particular budget system. These 
factors are of the greatest significance for the student of 
budgeting, and they should be taken into account in any 
treatment of that subject. It is the purpose of this chapter 
to call attention to and to discuss briefly the more important 
of these subsidiary aids. 

For the budget officer there is no consideration more 
fundamental than the organization of the city's finance 
department. The validity of this statement should be clear 
beyond dispute. The budget raises problems which, while 
they concern every phase of the city's activities, never lose 
their fundamentally financial character; the chief executive 
himself, insofar as his duties relate to the budget, discharges 
functions which are primarily financial in nature; and in 
those cities where the budget problem is of such magnitude 
that the chief executive is not able to cope with it single
handed, the assistant budget officer is almost invariably a 
high official in the department of finance. 

There was a time when the financial functions of the 
sizeable city were scattered among a dozen or more separate 
and distinct agencies. When this situation prevailed, the 
municipality had no department of finance except in name, 
and the director of finance exercised an authority which was 
shared by a number of other officials. Unfortunately, this 
condition still prevails in many cities of Texas. Nor are 
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these limited to the group of small and inconsequential 
places. 

Advanced thinkers and students in the field of municipal 
finance, however, concluded years ago that the activities 
relating to that field ought to be consolidated, and that the 
various officials exercising functions pertaining thereto 
ought either to be relieved of those duties or drawn together 
in one unified department. In short, advanced thought on 
the subject at the present time calls for the creation of an 
integrated department of finance and a unification there
under of every financial function of the city. This depart
ment should be headed by a director of finance appointed 
on a basis of training and experience in that field by the 
chief executive officer of the city. The number of Texas 
municipalities boasting an integrated department of finance 
is so small as to be negligible. 

The financial functions of the city insofar as they relate 
especially to budgeting may be divided among four separate 
bureaus, each of which constitutes a coordinate branch of 
the department of finance. Each bureau should be headed 
by a chief appointed solely on the basis of ability by the 
city's executive head directly, or by that officer on the 
recommendation of the director of the department of 
finance. It is highly important that the lines of authority 
for the execution of financial functions and of responsibility 
for the proper discharge of the duties assigned shall remain 
unbroken from the budget officer to the officials who assume 
ultimate responsibility for the duties to be performed. A 
brief examination of the work done by each bureau may be 
made advantageously at this point. 

The Bureau of Control and Accounts performs functions 
second in importance to none. Headed by the comptroller, 
this bureau serves as the most important control agency at 
the service of the chief executive. It is the duty C1f the comp
troller to inform himself fully on the finances of the city 
and to insure that every financial transaction is made in 
accordance with the budget and with the law. Specifically, 
he must investigate the validity of every claim against the 



A Budget Manual for Texas Cities 59 

city, and he must certify to the propriety and the legality 
of every proposal for the disbursement of funds. No money 
may be paid out by the city except on the order of the 
comptroller. The relation of this aspect of the comptroller's 
functions to the budget should be obvious if it be recalled 
that one of the major tasks confronting the budget officer 
is that of control, and that one of the chief advantages 
deriving from the budget system is the prospect of that 
same control. 

A second and most important function of the Bureau of 
Control and Accounts relates to the whole problem of 
accounting. This bureau keeps the accounts of those depart
ments whose financial records may be maintained most 
advantageously by a single office, and prescribes the account
ing forms to be employed by those departments whose 
records it appears should be kept separately. It will be 
recalled that there is a very distinct relationship between 
the city's accounting system and its budget system. This 
relationship requires at the least that the same accounting 
classification be employed in each. Of the Texas cities 
responding to a question on this point, 83 per cent indicated 
that their budgets and their books are so synchronized. The 
most advanced thought on the subject brings them even 
closer together, for the foremost authorities on govern
mental accounting recommend that the budget be set directly 
into the general ledger as a series of regular bookkeeping 
entries. The advantage of this practice lies in the fact that 
it permits comparison at a glance of the budget figures of 
expenditure and revenue with the actual figures. It there
fore provides an excellent additional aid to budget control. 
Observation of the practice in Texas cities in this regard 
brought to light the facts first, that many municipalities 
have no general ledgers, and second, that the budget is very 
seldom entered thereon where such a ledger is found. 

This is not the place to discuss the problem of cost account
ing, but it will not be out of order to call attention to the 
service which the comptroller will have rendered if he can 
make it possible for the various spending officials to visualize 
the functions of the departments in terms of unit costs. Nor 
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is this the time to argue the relative merits of cash versus 
accrual accounting, though it may be observed that the 
foremost authorities in the field of municipal finance agree 
almost uniformly that the latter is to be preferred. In 
this connection it will be recalled that the budget itself rests 
upon estimated revenues not yet collected and upon esti
mated expenditures not yet made. It is interesting to note 
that only 23 per cent of the cities responding to a question 
on this subject use accrual accounting. 

Two devices which are intimately related to an adequate 
accounting system are inherent also in a complete budget 
system. The first of these concerns depreciation accounts. 
Any person who has owned an automobile knows from 
experience that his capital investment decreases rapidly 
and continuously in value. It will be equally clear on 
reflection that the capital equipment of the city likewise 
diminishes steadily in value. There may be some argument 
against allowing for depreciation in the general properties 
of the city, but such argument does not hold when applied 
to the revenue producing services. Insofar at least as the 
city is "in business," the cost of capital equipment should 
be spread over the useful life of that equipment. This may 
be done only through a system of depreciation accounts. 
Notwithstanding the evident desirability of such accounts, 
less than 30 per cent of the municipalities surveyed make 
allowances for depreciation. 

The second device in question pertains to the matter of 
inventories. It has been stressed in this study more than 
once that budget figures must be based on fact. Notwith
standing the fundamental nature of this principle, the 
officials of many municipalities have no adequate knowledge 
of the property owned by their city. New administrations 
have been known to use very effectively the simple process 
of taking an inventory of municipal property. Such an 
inventory frequently reveals valuable possessions the exist
ence of which had been completely forgotten. On the other 
hand it may result in the marking off of properties no 
longer owned by or no longer of use to the city. A very 
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considerable portion of any expenditure estimate is con
cerned with the purchase of materials and supplies. More
over, a not insignificant sum is set aside each year for 
insurance, which is a burden which varies directly with the 
value of the o.bjects insured. It is obviously desirable, there
fore, to have readily available information concerning the . 
amount and condition of all property owned by the city. 
A negligible number of Texas municipalities make use of the 
inventory. 

The third, and for present purposes, the last, significant 
duty performed by the Bureau of Control and Accounts 
relates to auditing. Attention has been called above to the 
necessity for maintaining a constant check on day-to-day 
expenditures and collections as a means of insuring that all 
financial transactions of the city are being conducted in 
accordance with the law. It will suffice to mention here 
that it is the staff of the comptroller which maintains the 
internal audit. · 

A subsidiary but very important matter which refers to 
auditing proper rather than to accounting concerns the 
"outside" audit. No matter how excellent the system of 
internal auditing, it is desirable that an independent audit, 
conducted by an auditor in no way connected with the city's 
government, be made occasionally. Such an audit redounds 
to the benefit of the public, which is reassured thereby of 
both the efficiency and the integrity of the municipal offi
cials; of the council, which in the final analysis must assume 
complete responsibility for the operation of the government; 
and of the administrative officials, including the budget 
officer, who desire to know with what success and what 
degree of satisfaction they are performing their duties. 
The outside audit produces additional fruit in the sugges
tions which independent auditors are accustomed to make 
for the improvement of the records examined and the system 
on which they rest. There is some question concerning the 
frequency with which such an audit should be had, but the 
consensus is that an annual audit is sufficient. Of the cities 
surveyed about 87 per cent make use of the periodical inde
pendent audit; of this number about 67 per cent have such 
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an audit made annually. The frequency in the remaining 
cities varies from monthly to biennially. An independent 
audit should be made annually in every city. 

The Bureau of Taxation is the second constituent unit of 
the department of finance. It should be headed by an official 
called the tax assessor. The present tax department, divi
sion, or bureau of the typical city has thrust upon it many 
functions of a diverse, and in some instances, an incom
patible, character. The chief duty of the Bureau of Taxa
tion should be that of assessing property. It will have 
served a most important purpose if it proves able to 
discharge this duty satisfactorily. The other major function 
of the "tax office" as presently organized, namely that of 
collection, should be performed in the manner presently to 
be indicated. 

The third unit, the Treasury Bureau, should be charged 
with the duties of collection, custody, and disbursement of 
all funds. At the present time in the municipality of con
siderable size there are frequently half a dozen persons who 
serve as receivers of monies brought to the city hall. These 
persons may be connected with almost any of the major 
offices. The foremost among them ordinarily is an official 
called the tax collector, though his title, in view of the 
inadequacy with which his duties are performed, is a mis
nomer. He is not a tax collector in fact, but a tax receiver; 
the city has no tax collector. All functions pertaining to 
the collection of monies owed to the city should be gathered 
in the hands of the Bureau of the Treasury. Only if and 
when this is done can an adequate system of collection be 
devised.1 The replies to a question concerning this matter 
indicate that about 88 per cent of the cities surveyed hold 
one official responsible for all collections. 

The chief function of the treasury, as that office is usually 
organized at present, is that of serving as custodian of the 
city's funds. The arrangement usually made for the per
formance of this important service is entirely inadequate: 

1 The Bureau of Municipal Research is now engaged in preparing a 
manual of revenue collection procedure for T·exas cities. 



A Budget Manual for Texas Cities 63 

a local bank (ordinarily the one offering the highest interest 
on deposits) is designated as the city's depository; the 
monies collected are deposited there; the checks on the 
city's account, if in due form, are honored there; and an 
officer of the bank is designated as the treasurer, drawing 
a nominal stipend for his purported services. It will be clear 
even from this brief statement that the treasury is such in 
name only. It is apparent, indeed, that the city has no 
treasury, but that it has instead only a depository. The 
duty of serving as custodian of all funds should be 
placed on the shoulders of a municipal official instead of 
on those of a private individual or institution. 

Attention may be called briefly at this point to two of 
the major problems of treasury management proper, and 
more particularly to what may be termed municipal bank
ing. The keynote of successful budget operation is accuracy; 
hence it is important that the city's cash position be known 
at all times. In cities which handle a great deal of money 
during the course of twenty-four hours, a daily reconcilia
tion of the municipal accounts and the bank balance serves 
a useful purpose. In smaller places a less frequent recon
ciliation will suffice. A second question which relates to both 
treasury management and accounting is this: Should one 
bank account be kept for the city as a whole, or should a 
separate account be kept for each fund? The question is 
highly controversial, and each side occupies a strong posi
tion. In behalf of the one account it is claimed that the city 
is less likely to run an overdraft when carrying one account 
than when carrying several. In behalf of the fund accounts, 
it is urged first, that such a system, based as it is on the 
major budget appropriation classificatio1!s, will provide the 
budget officer with important information of which he stands 
in constant need; and second, that separate deposit accounts 
will provide an additional check on the municipality's 
records. Viewed in these lights, the system of fund accounts 
becomes an excellent adjunct to budget control, which fact 
is deemed sufficient to justify its use. Some 75 per cent of 
the cities responding to a question concerning their banking 
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practice indicated that their bank accounts are kept by 
funds. 

Hand in hand with the function of serving as custodian 
of the city's funds, but of such paramount importance as to 
demand brief mention in its own right, is the whole matter 
of sinking fund administration, with all the problems which 
the term brings in its wake. Here are sums which in the 
aggregate frequently are quite large, and which must be 
deposited or (more generally) invested to the greatest 
advantage of the city in point primarily of security and 
interest earned. Sinking fund management rests today in 
various hands; there is no apparent reason why the func
tions pertaining thereto should not be vested in the Bureau 
of the Treasury, which is the agency best equipped for their 
adequate discharge. 

The final important duty of the treasurer is that of 
serving as a disbursement officer. Except for a small sum 
of petty cash which may be kept as a matter of convenience, 
money should be paid out by the city only on presentation 
at the depository bank of an instrument signed by the 
treasurer at the direction of the comptroller. The treas
urer's functions as regards disbursement are largely min
isterial in nature - that is to say, he has little or no 
discretionary power, but must sign checks on instruction by 
the comptroller, providing the money is on hand. Neverthe
less, there are certain small items which in the aggregate 
are of material consequence and with which the treasurer 
may deal either on his own responsibility or jointly with 
the comptroller. For example, these officials must cooperate 
to bring about the prompt payment of the city's accounts. 
For example again, the large city may save considerable 
sums through the use of so simple a device as the window 
envelope. It is within the province of the disbursement 
officer to keep an eye on such matters as these, though his 
chief function admittedly is that of acting on the direction 
of the comptroller. 

It will be apparent from this brief discussion that what is 
contemplated here is a treasury bureau which will exercise 
all the functions properly pertaining to such an office and 
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not the piecemeal and incomplete functions which presently 
are vested in the so-called treasurer. What is recommended 
is a Bureau of the Treasury which will perform all services 
relating to collection, custody, and disbursement. The crea
tion of such a bureau would call chiefly for the re-allocation 
of duties already existent, and for a redefinition of the 
functions of certain officers. It would without question 
provide an agency which would be of material benefit to the 
budget system. 

The fourth bureau in the department of finance has charge 
of all purchasing done by the city. Time was when every 
department made its own purchases, and the system of 
haphazard, piecemeal purchasing still exists in many cities. 
In the more progressive municipalities, however, cen
tr&.lized purchasing has superseded planless buying, with 
the result that the purchasing agent is charged with the 
making of purchases for all departments. The advantages 
of centralized purchasing as summarized by one of the 
country's leading authorities on municipal finance are seen 
in the facts that it facilitates competitive bidding, permits 
the standardization of goods, makes possible purchasing 
when the market is most favorable, makes easy the adapta
tion of goods to the city's needs, secures the more prompt 
delivery of goods bought and facilitates inspection thereof, 
makes more simple the tasks of record keeping and account
ing control, provides for the more ready transfer of goods 
from one department to another, and facilitates the salvag
ing of obsolete materials. From the particular point of 
view of the student of budgeting, the system brings with it 
an effective method of expenditure control, without which 
there ca:h be no adequately enforced budget. There are no 
arguments concerning the merits of centralized purchasing, 
whose usefulness is increased by reason of its adaptability 
to all cities without respect to size. Notwithstanding the 
uniformly and universally advantageous character of such 
a system, only 67 per cent of the cities surveyed centralize 
purchasing in one office. 

Personnel management ordinarily is not considered along 
with problems of finance. Indeed, we may go further and 
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say that personnel management ordinarily is not considered 
at all. It is true, nevertheless, that every city which employs 
officers or workmen in any number must face important 
problems in the management of its man power. It is true 
also that the bulk of these problems relate directly or in
directly to finance, and that the city, and more particularly 
the medium-sized city, might, therefore, establish a per
sonnel bureau in its department of finance with very 
material advantages. The large city should establish a 
separate personnel department. It is true finally that 
personnel management has a very direct and a very sig
nificant bearing on the budget system, a bearing which no 
student of municipal budgeting can afford to ignore. The 
personnel problem, than which there is none which calls 
more insistently for solution, nor one which offers more 
difficulties, has been ignored entirely too long. It must 
become the center of greatly increased study and attention 
if the city desires to have its government run intelligently. 
A trifling number of Texas cities pays any sort of attention 
beyond the application of simple rule-of-thumb methods to 
the matter of personnel management. 

The bearing of the various aspects of municipal finance 
on the budget system may be seen from this brief discussion, 
as may the importance of the department of finance in the 
pursuit of budget formation and operation. In resume 
it may be noted that in the typical city the functions of 
finance are scattered among various officials, departments, 
and divisions, and are largely uncorrelated. These functions 
should be unified under a single department of finance, 
whose duties should be divided among the Bureaus of Con
trol and Accounts, Taxation, the Treasury, Purchasing, and, 
in cities which are so large that the chief executive cannot 
himself serve as a personnel officer and so small that the 
creation of a personnel department is not warranted, Per
sonnel. The establishment of such a department would bring 
with it a number of advantages to the cause of good govern
ment. Not least among these would be the benefits which 
would accrue to the budget system. 



A Budget Manual for Texas Cities 67 

The department of finance whose organization and duties 
are examined above may appear more appropriate to the 
city of 50,000 people than to that of 5,000; and so it is, if 
every statement made be accepted literally and at its evident 
face value. The whole discussion, however, rests basically 
upon the premises (1) that the city has certain important 
financial functions which relate to budgeting, (2) that 
both authority and responsibility for the execution of these 
functions should be clearly defined, and (3) that one unified, 
integrated agency should be charged with all duties of a 
financial nature. Reduced to these terms, the underlying 
principles assume a wider significance; they are found, on 
reexamination, to be equally applicable to the metropolis 
and the small city. For what they require is a department 
of finance, if a department of only one man or of only a 
part-time official, which will perform adequately and scien
tifically all duties pertaining to finance. And such a depart
ment is a universal need among the cities of Texas. 

The aids to budgeting discussed thus far relate directly 
or indirectly to the department of finance, and they concern 
chiefly the formal aspects of the drafting and operation of 
the budget. The proper functioning of the budget system is 
greatly facilitated if the public is "sold" on the budget. It 
is highly important, therefore, that methods be devised for 
bringing the budget home to the people and for making it 
understandable to the layman. Certain of the more interest
ing of the devices by which this may be accomplished may be 
mentioned with profit at this point. 

The popular appeal of many aspects of the financial 
program may be greatly heightened by the use of charts and 
graphs. Figures, particularly if they appear row on row 
and page after page, present a forbidding appearance to 
any except the practiced eye. They seem dull and uninterest
ing, and to the layman, lifeless. It is not at all necessary 
that this should be, for figures represent things, and budget 
figures stand for the day-to-day activities of the government. 
If these things and activities could be visualized in place of 
the budget data, the latter at once would assume an entirely 
different character to those inspecting them. 
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It behooves the budget officer, therefore, to insure that 
his plan will represent something besides a compendium of 
uninviting figures. As a matter of fact, he frequently can 
use illustrative materials with great advantage before the 
council, whose members read "pie" charts, bar diagrams, 
curves, and other visual devices with much greater appetite 
and understanding than the figures of the budget. Such 
materials cannot in any sense take the place of any part of 
the budget statement, but they can supplement it quite 
effectively in bringing out its major meanings. And what is 
true as regards the council is doubly true with respect to 
the public. The private citizen's responsibility in the budget 
procedure does not equal that of the councilman, nor does 
he have that official's knowledge concerning the budget. He 
is nonetheless concerned with the city's proposed activities, 
and he should be given every opportunity to inform himself 
concerning the budget program. To this end illustrative 
charts and graphs should be placed before him, not only 
where he can see them, but where he will have to see them. 

Appendix IV is devoted to the visual aids most commonly 
employed. Exhibit A thereof reveals, through the agency 
of a pie chart, the distribution of the budget's expenditure 
or tax dollar. Exhibit B indicates the trend of expenditures 
for six years, taking into account budget and fund totals, 
and Exhibit C presents a visual analysis of the expenditure 
trends of the general fund and its component departments. 
Exhibits D and E relate to the property tax, summarizing 
the history of valuations and collections for a six year 
period. The budget officer may employ such charts with 
telling effect in presenting his program to the council. More
over, by causing them to be printed and so called to the 
attention of the public, or by enlarging them to the size of, 
let us say, thirty-six by forty-eight inches and displaying 
them in strategic places, he may carry clearly to the people 
a message whose import otherwise would be befogged by 
forbidding figures. Comparison of the diagrams and the 
tables on which they rest should indicate unmistakably the 
superior value of the former in telling in vital, striking, 
comprehensible terms the story of the budget. The use of 
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such devices could be multiplied one hundred times over 
in Texas cities without their becoming a public nuisance. 

Another method for bringing the budget home to the 
people is found in the budget exhibit. The first such exhibit 
was staged in 1908 under the auspices of the New York 
Bureau of Municipal Research. Two years later the 
authorities of New York City adopted the idea and put on 
an exhibit for one month. The exhibit resembled a municipal 
fair. It featured charts, maps, diagrams of various forms 
and descriptions, demonstrations of many interesting 
phases of the city's activities, and innumerable additional 
schemes for impressing upon the public the meaning of the 
budget and the significance of the work program for which 
it provided. It was said that more than 1,000,000 people 
visited the "fair," to which, of course, admission was free. 
Since 1910 the budget exhibit has been used in various cities 
throughout the country. It appears that such an exhibit 
would be worth while in a municipality of any size, though 
the number of Texas cities employing any such system for 
popularizing the budget is negligible. 

In some cities the assistance of certain citizen groups 
is enlisted ~n the budget process with considerable advan
tage. Among such groups may be found the service clubs, 
the Chamber of Commerce, the Young Men's Business 
League, the City Club, the Citizen's Council, and other 
interested but nonpartisan organizations. The interest of 
these lay bodies may be manifested in various ways, as for 
example, by the appointment of committees to confer with 
the budget officer, or by the naming of representatives to 
attend the budget hearing. It may be readily perceived that 
such activities may become a hindrance rather than an aid, 
though they are of benefit so long as they are confined to 
their proper sphere. Among the cities replying to a question 
on citizen participation less than 20 per cent indicated that 
the local Chamber of Commerce plays a part in the budget 
process. Other organizations interest themselves in the 
budget in about 12 per cent of the cities. 

Public reports likewise may be utilized to place the budget 
before the people in the proper light. The above references 
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to the use of illustrative materials, budget exhibits, and 
assistance from non-political citizen groups invites attention 
to the whole problem of public reporting, a problem which 
has been neglected or ignored entirely too long. The term 
public reporting as here used covers any and all of the 
methods by which the activities of the municipality are 
called to the attention of its citizens. In the typical city, 
the mayor or manager issues an annual report which treats 
of these activities in a dull and prosaic manner. The report 
ordinarily contains no illustrations; no effort is made to 
enliven it for the benefit of the general reader. In truth it 
appears that the reporting official drafts his annual state
ment as a routine task and purely as a matter of form. It 
appears, moreover, that this official is more than apt to 
look upon the citizen seeking information as a nuisance and 
to suppose that almost any sort of report will satisfy him. 

Notwithstanding this attitude, which is found too fre
quently, the citizen as a member of the municipal body 
politic has a definite interest in the activities of the govern
ment. Moreover, this interest deepens into downright con
cern if the individual happens to be a taxpayer. Taxpayer 
or not, however, he wants to know "what is going on" at the 
city hall, and the official who appreciates the significance of 
this interest will see that his desire is gratified. 

Government generally has the reputation among laymen 
of being a dry and dusty thing. This reputation has been 
richly earned, though government rightly does not deserve 
it. It grows rather from the preoccupation, the narrow
mindedness, or the ignorance of public officials, who have 
turned no hand to breathe the spark of life into their 
activities. Rightly considered, there is nothing more live 
or more real than the day-to-day operation of a city's 
government, and if this fact can be made clear to the public, 
a mountainous obstacle in the path of the budget will have 
been removed. It lies within the power of the city's head, 
through intelligent use of the devices here discussed, to 
evolve a system of public reporting which will make of 
government the vital, pulsating thing in the mind of the 
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citizen which it is in fact. The significance of public report
ing for budgeting will be clear if it be remembered that it 
is impossible satisfactorily to execute a budget in the 
absence of the understanding and support of the citizenry. 

It will appear from this discussion of subsidiary aids to 
budgeting that the budget process touches at one point or 
another many branches and activities of the city's govern
ment whose importance for the student of budgeting does 
not appear at first glance. Such a number of these secondary 
aids relate to finance that it has seemed advisable to examine 
briefly the setup of the finance department and the duties 
which relate thereto. A number also relate to the part of 
the public in the budget process, so that it has appeared 
desirable to summarize briefly the means by which the 
budget may be made understandable to the citizen. Employ
ment of these several subsidiary aids is not an absolute 
prerequisite to the operation of a budget system, though 
some use can be made of them in almost every municipality, 
and the principles on which they rest will not be ignored 
in any system which desires to achieve the most advanced 
budgeting standards. 



CHAPTER V 

THE ROLE OF THE BUDGET 

In Chapter I the statement was made that no city can be 
really well governed without a budget. Following that asser
tion "The Nature of the Budget" was examined at some 
length, though in the discussion which followed chief atten
tion was paid to the budget as a program of financial 
operation. Thereafter, as the plan of the study unfolded, 
various aspects of the budget system were treated with at 
least some degree of adequacy; but the original statement 
that every city needs a budget was allowed to stand un
supported except by way of incidental reference. The 
question, therefore, remains to be answered, why does every 
city need a budget? What are the purposes served by the 
budget? What is the importance, what the rOle of the 
budget in the processes of government? These questions 
may be examined from the points of view in turn of the 
city's administration, the municipal council, the local public, 
and the state. 

THE ADMINISTRATION 

The city's administration is vitally interested in the '[Yres
ent trend towards systematized planning, and therefore is 
tremendously i:nterested in the budget system, whose funda
mental basis is found in a plan. The movement toward 
planning in its broader sense need not be recounted here. 
Suffice it to say that in the last fifty years the term planning, 
which formerly was used only in condescending reference 
to a supposedly nonessential function, has come to be applied 
to activities considered inseparable from municipal govern
ment. Not only does the word allude at present to such 
physical aspects as the layout of the streets ; it is used also 
with reference to such varied matters as health and welfare 
work, social and economic development, and finance. The 
administration is inescapably concerned with every program 
for the development of the city, and the budget likewise is 
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inextricably bound up with every such program. A major 
interest of the administration in the budget system, there
fore, is evident at once. 

Again, the budget system is part and parcel of the 
movement for the adoption of scientific methods in public 
administration. The bases for the so-called scientific meth
ods of management were worked out years ago in private 
business. Their application to government came slowly and 
painfully to be recognized, until, at the present time, many 
cities have reorganized in accordance with the major tenets 
of business practices, and in many others the air is rife 
with proposals for reorganization. The reorganized systems 
differ in many respects from the plans whose place they 
take, but in none are the differences more notable than in 
the field of the organization and operation of the admin
istration. For present purposes some three results flow 
from the reorganization movement: ( 1) where city govern
ments have been reorganized, a new administrative setup 
and a budget system have been introduced hand in hand; 
(2) where governmental reform is in the air incompetent 
officials and an unsatisfactory financial system frequently 
share the burden of criticism jointly; (3) in many cities 
where there has been little or no talk of reform, the admin
istration has adopted a budget system as a checkmate 
against possible agitation for a change. Thus another bond 
has been forged which brings the administration and the 
budget closer together and which makes the latter a useful 
tool for the former. 

The budget system fixes definite responsibility on the 
city's administration for the performance of certain duties 
of a financial character. Time was when the administrators 
were an uncoordinated group of individuals, and when the 
lines of responsibility for the performance of governmental 
duties disappeared in a welter of independent offices and 
illy defined duties. The budget system, and more par
ticularly the executive budget system described above, 
eliminates much of the underbrush of animosities and cross 
purposes which formerly prevailed by placing in the hands 
of every official from budget officer to department head, to 
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bureau chief, to employee, the power to perform certain 
specified acts and definite responsibility for the exercise of 
the authority granted. 

The budget facilitates the performance of certain tasks 
of an administrative character which are not technically 
required by the basic principles of budgeting. For example, 
the solution of the problem of installing and operating an 
adequate system of accounts is made more easy if the city 
has an adequate budget system. For example again, the 
budget plan provides the basis for a satisfactory system of 
fiscal reporting, which in itself is no small contribution. 

The problem of personnel management appears less for
bidding if the city operates in accordance with sound budget 
principles. Consider, for example, the problem of morale
the problem, that is, of employee attitude. Security of tenure 
and a definite goal to work toward are two fundamentals 
in the establishment of a good spirit. Both of these are pro
vided by the budget, which carries an item for the salary of 
every person employed by the city and which sets forth 
definitely the program of work to be pursued during the 
fiscal year by every organization unit. The budget does 
not, of course, guarantee that an employee will hold his job 
for the whole year; it is in no sense a substitute for an 
adequate system of personnel management. It is, however, 
a most excellent supplementary aid for such a system where 
the two are found coexistent. 

Not least among the advantages secured by the budget 
as regards the city's administration is the fact that the 
process of drawing up the program on which the financial 
plxi,n rests in itself constitutes a materiaJ benefit. It is 
notorious that public officials are subject to the danger of 
falling into a rut and of ceasing to exercise their ingenuity 
and imagination-in short, of ceasing to think. The budget 
compels thought. The budget officer, the department head, 
the bureau chief-all these and more must collaborate to 
produce a unified plan of expenditures and revenues for the 
city as a whole. To arrive at such a program they must 
calculate carefully the probable income, and they must 
determine the services to be rendered, the agencies by which 
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the several functions will be performed, and the relative 
importance of the various activities contemplated. More
over, enforcement of the budget requires that these same 
officials remain alert and open-eyed at all times. Perhaps 
the chief service rendered by the budget is this, that it 
requires mental activity on the part of those shaping the 
destiny of the community and guides their thought along 
the channels of greatest importance to the municipality as 
a whole. 

The signip.cance of the budget for the administrative 
branch of the city's government ought, then, to be clear. 
In a hundred different ways the one depends upon the other 
and the other upon the one. An executive head, no matter 
how high-minded, finds it almost impossible to run the com
munity economically and well without a budget. Good 
administration and good budgeting thus go hand in hand. 
They are almost if not quite inseparable. 

THE COUNCIL 

The budget serves to clarify the city's financial condition 
and fiscal plan for the council. The administration of the 
financial affairs of the city is a complex matter, more than 
a little technical in nature. The higher administrative 
officials should have the training necessary to enable them 
to understand the details of this problem, but it is not 
reasonable to suppose that the members of the council will 
have the same training. On the contrary, under the most 
advanced forms of municipal government, the council mem
bers are private citizens who have their own business 
enterprises prominently in their minds. It is of the first 
importance, therefore, that there be some logical and effec
tive method of summarizing important financial data in 
such a way as to make essential facts easy to grasp and 
assimilate. The significance of the budget's part in serving 
this purpose is difficult to over-estimate, since it is through 
the budget that the council achieves an accurate under
standing of the city's finances. The budget message, th.e 
summary, and the supporting schedules, which provide 
information concerning past years, the current year, and 
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proposals for the coming year, present the briefest possible 
comprehensive picture of the important and extremely 
complicated problem of finance. Moreover, the plan pre
sented by the budget officer, in addition to serving as a 
device for control, provides the council with a measuring 
stick by which to evaluate the situation revealed from time 
to time through reports from the accounting officials. 

Again, the budget provides the council with the only 
complete and well-rounded picture of municipal activities 
which is available to that body. It will be appreciated readily 
that the council, subjected as it is to continuous pressure 
from various groups which are particularly concerned with 
one branch of the government or another, stands in special 
need of information which will enable it to form correct 
conclusions concerning the needs of the several departments 
and their relative importance in the development of an 
over-all program for the city. The information necessary 
can be had only from an impartial agency occupying a 
position which will enable it in turn accurately to gauge the 
importance ·Of the various services. Such an agency is the 
budget officer who, speaking to the council through the 
budget, provides that body with the balanced view which 
it needs of city affairs. 

Serving as it does the two important functions above 
mentioned, the budget provides the council with a basis in 
fact for legislative policy. It has been pointed out that while 
the budget officer with the assistance of his administrative 
associates formulates the plan under which the city is to 
operate, the council must adopt that plan and write it or 
part of it into law through the agency of ordinances. It 
has been pointed out also that while the executive head of 
the government should be charged with passing upon ques
tions of an administrative or detailed character, the legisla
tive body must at all times occupy a position which will 
enable it to assume full and complete responsibility for all 
policies adopted in the name of the city. The council depends 
upon various sources for the information upon which it 
bases its actions, and among these none is more important 
than the budget. 
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Finally, from the point of view of the council, the budget 
provides an excellent mechanism by which that body may 
control the administration. It cannot be too much empha
sized that the administrative and legislative branches of the 
government have their respective duties to perform, that 
as between the two, the legislative branch is primary, the 
administrative secondary, and that the latter must at all 
times recognize the priority of the former with respect to· 
all questions of policy. This is to say in other words that 
under the best system of government, the administration 
is responsible to the council, though it should be reiterated 
that under any type where the budget system is found the 
council must adopt the budget before it becomes effective, 
and that it, therefore, has the final voice. The gist of this 
discussion may be stated in these words: the council is at 
a marked disadvantage in the absence of a method by which 
the administration may be effectively and continuously held 
within legislative policy. The budget provides such a 
method. It establishes both a program of work and a 
financial setup for its accomplishment; and the administra
tion must assume responsibility both for the execution of 
the program and for the faithful pursuit of the fiscal plan; 
These observations call to mind once more the importance 
of mutual agreement between budget officer and council 
throughout the whole of the budget process. 

The importance of the budget to the council is, in view of 
the foregoing discussion, sufficiently clear. This importance 
may be summarized in these few words: the position of 
the council requires that it have first an unimpeachable 
source of information, and second a means for retaining 
the proper relationship as between itself and the admin
istration. The budget provides both of these requisites. 

THE PUBLIC 

The chief service which the budget performs for the 
people of the community is found in the fact that it provides 
them with their most reliable source of information con
cerning the city's financial situation. Some of the public's 
interest in municipal government, and more particularly in 
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the financial program of the city, has been indicated earlier. 
Let it be said here only that the citizen may be also a tax
payer, and that if he is, he is very much interested in the 
final resting place of his tax dollar. If it proves necessary, 
the citizen can go into the budget's estimates of expenditure 
or into the appropriation bill and learn where his money 
goes, though if the budget is constructed with sufficient 
skill and understanding he will be able to obtain the informa
tion he desires from its summary, or from accompanying 
illustrative materials, or from both. Moreover, the monthly 
reports, which have been mentioned as an important element 
in the budget system, will provide him with additional 
information concerning the city's financial affairs. 

In a broader sense, the budget provides the citizen with 
the most complete single statement of the city's program of 
action which is available to him. Not only may he learn 
from a study of the budget what money is to be spent and 
when; he may learn also for what purposes the expenditures 
are to be made and so he may find a complete summary of 
the city's multitudinous activities, past, present, and antici
pated. It may be said in passing that deliberate, intelligent 
consideration of the budget by the citizen is an almost sure 
cure for an unreasoning demand for a reduction in taxes. 

The last statement is true because such a study of the 
budget will faster in the citizen an interest in municipal 
affairs previously unfelt. It is notorious that at the present 
time the citizen neglects his government, or worse, attends 
to his public duties only when times are hard. Thus the 
public hearing which is conducted on the budget each year 
is likely to command an attendance of not more than half a 
dozen persons in a city of 50,000. Not all the blame for this 
public apathy, however, can be justly placed on the shoulders 
of the individual, for if the citizen neglects his government, 
it is equally notorious that the government neglects him. 
Thus the budget is formulated all too frequently with no 
thought of making it attractive or understandable to the 
layman. It appears, then, that both official and citizen are at 
fault. 
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Now, it is entirely likely that if the citizen were given a 
favorable opportunity, he would respond by taking a greater 
interest in civic affairs. In any event the experiment is 
worth the making. As indicated earlier, the budget officer 
should draft his plan with an eye to the stirring of popular 
interest. The importance of the budget as a potential device 
for the development of citizen interest in the affairs of city 
government assuredly should not be overlooked in estimat
ing the benefits of the financial plan. 

The budget aids and encourages the proper performance 
of the day-to-day functions of the city's government, and 
thus secures very significant material advantages to the 
public. The budget provides reasonably definite assurance 
that certain things will be done during the year, that those 
things will be done by certain officers or employees, that 
they will be done in a certain way, that the expenditures 
which they entail will be made in a definite manner, and 
that the money necessary for their execution will be avail
able when needed. Thus, the police department, for example, 
will not find that it has spent four-fifths of its money when 
the fiscal year is six months gone-unless perchance an 
extraordinary situation caused provision to be made for 
this unbalanced expenditure at the time the plan was formu
lated. The budget serves, then, as a sort of guarantee that 
certain duties will be discharged during the course of the 
year. The importance of this guarantee to the citizen is 
readily perceived. 

The public as a whole is further benefited by reason of 
the relationship between the financial standing of the city 
and the budget. It is elementary that the city's tax rate 
of the immediate future is largely dependent upon its annual 
fixed charges. The amount of the fixed charges in turn 
depends upon the bonded indebtedness, with its concurrent 
interest and principal charges. It is likewise elementary 
that a city of recognized sound financial standing will com
mand a market for its bonds at a lower interest rate than 
will be found by a municipality with an unsavory reputation 
as a debtor. Moreover, bonds offered for sale by the city 
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which does not maintain a sound financial program fre
quently must be sold at a discount in order to find a market 
at all. In this case, such bonds may bear an exorbitant rate 
of interest and be discounted into the bargain. If the budget 
assists the city in maintaining a good record as regards debt 
payment, if it participates in the building of a strong 
financial situation for the municipality, it performs a most 
significant function. It is not to be doubted that it assists 
materially in achieving this end. 

Finally, the budget furthers the interests of the com
munity by contributing to the achievement of the long-time 
'JYf'Ogram. It has been mentioned that the annual budget 
frequently constitutes a unit in a comprehensive program 
for the future development of the city. Public spirited citi
zens, therefore, and more particularly, citizens interested 
in city planning as such, should find considerable comfort 
in the operation of a budget system. Existence of the budget 
is in itself no guarantee that the city's growth will be 
logically guided, but it is not to be doubted that a reasoned 
plan for one year, particularly if this plan be executed sub
stantially as drafted, will contribute materially to the 
success of a similar one for a longer period. 

In these several and diverse ways does the budget benefit 
both the individual citizen and the collective community. 
It is not too much to say that if the financial program 
achieves only the ends enumerated here, it serves purposes 
of such consequence as to justify its existence . . 

THE STATE 

The budget system secures an important advantage to the 
state through the careful planning which it enforces on 
the city. The notion exists in some quarters that city and 
state not only do not pursue common ends, but that the 
purposes of the two are frequently, if not usually, antago
nistic. Such a notion is entirely erroneous. The state is in 
a significant sense a composite of local governmental units, 
and most important among these local units are the cities. 
The trend toward urbanization, pronounced in this country 
for three-quarters of a century, has given the municipalities 
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a larger and larger stake in the welfare of the state. More
over, the same movement has given the state a larger and 
larger interest in municipal good government. The simple 
truth is that the State of Texas cannot be unmindful of gov
ernment in her incorporated towns and cities, in which in 
1930 resided more than 48 per cent of her total population. 
Whatever is good for the city is quite likely to prove good 
for the state. The budget system unquestionably is good for 
the city. 

A further consideration worthy of mention is found in 
the fact that the state's reputation suffers measurably when 
its cities are governed in a lax and unintelligent manner. 
This is another way of saying that a state's name is injured 
when its cities run wild financially. Who has not heard of 
Florida with its impoverished cities? or of West Virginia, 
many of whose municipalities have suffered terribly in 
recent years? It is a matter of no consequence that, at 
least in the latter instance, the state itself contributed to 
the downfall of the cities. What is important to the observer 
is the virtual bankruptcy of the municipalities. The budget 
system, by forcing the cities of the state to adopt a reasoned 
financial policy, thereby serves not only the interest of the 
municipalities, but that of the state as well. 

Moreover, when the cities pursue haphazard and illy
planned financial policies, the commercial and economic life 
of the whole state suffers. The reasoning by which this 
conclusion is reached is simple: a lavish spending "spree" 
costs a great deal of money; this money is raised largely by 
taxes ; and taxes are paid by the citizens and the business 
enterprises of the state. It follows, therefore, that unsou.nd 
financial policies among the cities bring in their wake 
restless and unsettled economic conditions. Witness the 
situation in Chicago. In these circumstances the state can
not but be vitally concerned. 

Finally, the state is interested in municipal budgeting 
because it must take cognizance of the welfare of its citizens 
who deal in municipal securities. Again the line of reason
ing is clear: municipalities offer bonds for sale which are 
purchased by citizen~ throughout the state ; if these bonds 
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are not good, the purchasers suffer; when a large number of 
its citizens suffer, the state is affected adversely. The budget 
system prevents, or at least discourages, the sale of unsound 
bonds. Municipal budgeting, therefore, serves the ends 
of the state as well as those of the city. In addition, there 
is the incidental but important fact that even if the absence 
of such a budget system entailed no evil economic con
sequences for the state, that unit would in the name of equity 
be forced to manifest some concern in the problem as a 
matter of simple protection for its citizens. The state, 
therefore, cannot afford not to express some interest in 
municipal budgeting. 

For these reasons among others, therefore, the student 
of municipal budgeting cannot confine his attention exclu
sively to the municipality. It appears on the surface that 
the financial policy of a particular city affects only the local 
community, but such a fact is in no wise the case. Local 
finance, in truth, is not local finance at all. This fact will 
be readily appreciated when it is recalled that each city is 
one of almost 600 incorporated places in Texas which boast 
in the aggregate nearly one-half of the state's total popula
tion. Thus it is that in the realm of finance no single city 
may be allowed to be a law unto itself. The interests of 
any particular city in its financial program doubtless is 
paramount; but that of the state also must be recognized, 
for the larger unit has a stake in the field of local finance 
which cannot be ignored. 

Some may find in the pages which precede basis for the 
conclusion that the budget is advocated herein as a panacea 
for all community ills. It will be generally recognized, 
however, and by none more clearly than by the author, that 
the subject of this study will serve satisfactorily in no such 
capacity. The budget is a tool, and upon no other basis can 
it be honestly advocated. When it becomes an end in itself, 
sight is lost of its purpose and of its possibilities for effective 
use. It is nothing more than a means to an end, which end is 
the most satisfactory performance of the city's functions. 
It is not too much to say that it is one of the very most 
effective means to this end anywhere to be found. 
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THE STATE AND MUNICIPAL BUDGETING 

Chapter V deals in part with the importance of the municipal bud
get to the state. It will be remembered (from Chapter I) that the 
Legislature of Texas took cognizance of the budget relations between 
state and city in the passage of the Uniform Budget Law, Sections 
14-17 of which pertain to the city. It will be recalled also that this 
statute has proved quite ineffective in operation, insofar at least as 
it concerns municipal budgeting. It is entirely in order at this point 
to raise the question, wherein does the statute fall short? 

Comparison of the Texas Uniform Budget Law with the Model 
Municipal Budget Law of the National Municipal League reveals some 
interesting differences between the two. Chief among these is the 
fact that the model statute is much more complete and includes pro
visions for many more of the recognized practices of good budgeting 
than does the Texas statute. For example, the model law fixes the 
date of the beginning of the cities' fiscal year, whereas the Texas law 
is silent on this point. Again, the first law contains a number of 
specific instructions as regards the preparation of the budget; the sec
ond includes no such provisions. Yet again, the model statute speci
fies that the spending part of the program shall be bulwarked by the 
-passage of an appropriation bill ; moreover, it outlines the form which 
this bill must take. The Texas law is silent on this point. In the 
next place, the League's proposed law requires the drafting of work 
programs by responsible spending officers and the allotment of funds 
to the spending departments and units on a quarterly basis; the Texas 
law again is silent. Still again, the first act contains a section on the 
transfer of appropriations, a point which the second ignores. Finally, 
the model act provides for a much closer supervision by the state 
officer charged with such duties than does the Texas statute. It does 
not follow of necessity that the Uniform Budget Law of Texas is bad 
in every particular in which it differs from the proposed law of the 
National Municipal League. The comparison made, however, though 
brief and incomplete, suggests some interesting lines of thought for 
those who would like to see the Texas law studied with an eye to 
possible revision. 

Notwithstanding certain patent defects, the statute in question is 
reasonably satisfactory, for it contains specifications for the rudi
ments of an adequate budget system. Its greatest shortcoming is 
found in the omission of cities from Section 20. This section reads 
as follows: 

Any officer, employee, or official of the State Government, 
or of the County Government, or of any school district who 
shall refuse to comply with the provisions of this Act shall 
be deemed guilty of a misdemeanor, and upon conviction 
thereof, shall be fined not less than One Hundred Dollars 
($100.00) nor more than One Thousand Dollars ($1000.00), 
or be imprisoned in the county jail for not less than one 
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month, or more than twelve months, or shall be punished by 
both such fine and imprisonment. 

This portion of the law, it will be observed, provides a sanction for 
the enforcement of the substantive articles in the form of a provision 
for fine and/ or imprisonment for non-observance. State, county, and 
school district officials are listed specifically; municipal officials are 
omitted. 

There appears to be no acceptable reason why this section should 
have been written as it is. It is true, of course, that Texas cities of 
more than 5,000 population operate under the so-called Home Rule 
Amendment and the subsequently passed enabling act. For this rea
son, possibly, the Legislature hesitated to include the cities in Section 
20. It will be remembered, however, that Texas cities of less than 
5,000 population are governed by general law, and that even in the 
Home Rule cities, municipal law must give way to state statutes of 
general application. Furthermore, regardless of the legal aspects of 
the problem, there is no apparent reason why the city does not stand 
as much in need of the budget system as any other unit of govern
ment. In short, the cities should operate under a budget, and they 
should be required by a higher authority to adopt the budget system 
if they will not agree to do so on their own initiative. 

It has been suggested, indeed, that the municipalities of this state 
can be forced into observance of the law by judicial action, on the 
contention that, since the statute requires the city to operate under a 
budget, expenditures ·made and taxes levied in the absence of such a 
plan are illegal. And it may be that this suggestion does offer a 
weapon by which recalcitrant municipalities can be forced into line 
on the budget question. A much more direct and effective recourse, 
however, would seem to lie in the curing of the defect in the statute. 
The simple inclusion of cities in Section 20 thereof would, it appears, 
achieve the end desired. 

The provisions of the Texas Uniform Budget Law relating to cities, 
presented in summary form in Chapter I, are reproduced here in 
detail. 

THE TEXAS UNIFORM BUDGET LAW 

Sections 14 to 17, inclusive 

SEC. 14. The Mayor of every incorporated city, town or 
village, shall serve as the budget officer for the Board of Com
missioners or Council of such city, town or village, except 
that any such city or town as shall have a City Manager form 
of Government, the City Manager shall serve as the budget 
officer. Such Mayor or City Manager shall prepare each year 
a budget to cover all proposed expenditures of the Govern
ment of said city or town for the succeeding year. Such bud
get shall be carefully itemized so as to make as clear a com
parison as practicable between expenditures included in the 
proposed budget and actual expenditures for the same or 
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similar purposes for the preceding year. The budget must 
also be so prepared as to show as definitely as possible each 
?f the various projects for which appropriations are set up 
m the budget, and the estimated amount of money carried in 
the budget for each of such projects. The budget shall also 
c<;>ntain a complete financial statement of the city, town or 
village, showing all outstanding obligations of such city, 
town or village, the cash on hand to the credit of each and 
ever~ fund, the funds received from all sources during the 
prev10us year, the funds available from all sources during 
the ensuing year, the estimated revenue available to cover the 
proposed budget, and the estimated rate of tax which will 
be required. 

If a city or town in this State has already set up in its 
charter definite requirements which provide for the prepara
tion each year of a budget of all expenditures of said city and 
a public hearing on said budget, then the charter provisions 
of said city as to the time of public hearings and the method 
of preparation of the budget shall govern, provided that 
when said budget has been finally prepared and approved, 
that a copy of said budget, together wjth all amendments 
thereto, shall be filed with the County Clerk and with the 
State Comptroller at Austin, Texas, the same as this Act re
quires other budgets to be filed . 

SEC. 15. Said budget so to be prepared by such Mayor or 
City Manager shall be filed with the Clerk of such city, town 
or village not less than thirty ( 30) days prior to the time the 
Board of Commissioners or Council of such city, town or vil
lage makes its tax levy for the current fiscal year, and such 
budget shall be available for the inspection of any taxpayer. 

SEC. 16. The Board of Commissioners or Council of every 
such city, town or village, shall each year provide for a pub
lic hearing on such budget, which hearing shall take place on 
some date to be fixed by such Board of Commissioners or 
Council, not less than fifteen days subsequent to the time 
such budget is filed as provided in Section 15 hereof, and 
prior to the time said Board of Commissioners or Council of 
such city, town or village makes its tax levy. Public notice 
of the hour, date and place of such hearing shall be given, or 
caused to be given by such Board of Commissioners, or Coun
cil, and any taxpayer of such city, town or village shall have 
the right to be present and participate in such hearing. At 
the conclusion of such hearing, the budget as prepared by 
the Mayor or City Manager shall be acted upon by the said 
Board of Commissioners or Council. The Board of Commis
sioners, or Council shall have the authority to make such 
changes in the budget as in their judgment the law warrants 
and the best interests of the taxpayers of such city, town or 
village demands. When the budget has been finally approved 
by such Board of Commissioners, or Council, the budget as so 
approved shall be filed with the clerk of such city, town or 
village , and taxes levied only in accordance therewith, and no 
expenditure of the funds of such city, town or village shall 
thereafter be made except in strict compliance with such 
adopted budget, except that in case of grave public necessity, 
emergency expenditures to meet unusual and unforeseen con
ditions which could not, by reasonable diligent thought and 
attention, have been included in the original budget, may 
from time to time be authorized by such Board of Commis
sioner s, or Council, as amendments to the original budget. 

87 
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In all cases where such amendments to the original budget 
are made, a copy of the order or resolution of the Board of 
Commissioners, or Council, amending such budget shall be 
filed with the Clerk of such city, town or village, and attached 
to the budget originally adopted. Immediately after the adop
tion of said budget or any amendment thereto, the Mayor or 
City Manager, as the case may be, shall file or cause to be 
filed, a true copy of said approved budget, and all amend
ments thereto, in the office of the County Clerk of the County 
in which municipality is situated, and with the State Comp
troller at Austin. 

SEC. 17. In the preparation of the budget the Mayor Qr 
City Manager shall have authority, to require any officer or 
board of such city, town or village to furnish such informa
tion as may be necessary for the Mayor or City Manager to 
have in order that the budget covering . the expenditures of 
such city, town or village may be properly prepared. 
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EXHIBIT A 

BUDGET CALENDAR 

FOR CITY OF 10,000 POPULATION OR LESS 

NOTE: In preparing the following calendar, these important as
sumptions have been made: ( 1) that elections are held about April 
1, and that new officials take office about May 1; (2) that the fiscal 
year is such in fact as well as in name--i.e., that the tax year, the 
budget year, and the accounting year coincide; and (3) that the ii.seal 
year begins July 1. 

It cannot be emphasized too strongly that every city should set down 
its budget procedure, with the date when each step is to be taken, in 
some such schedule as is here presented, whether or not the assump
tions made in preparing this calendar hold true locally. 

A budget prepared in accordance with the calendar which follows 
will comply with the provisions of the Uniform Budget Law of the 
State of Texas regarding procedure. 

Step 
1 

2 

3 

4 

5 

6 

By Whom 
Date Taken 

May 1 Budget 
Officer 
(Mayor 
or City 
Manager) 

May 1 Budget 
Officer 

May 12 Budget 
Officer 

May 25 Budget 
Officer 

May 27 City 
Attorney 

May 28 Budget 
Officer 

The Job To Be Done 
Begin task of estimating probable 

revenue from all sources. In computing 
tax income, employ tentatively rate cur
rently in effect. 

Compute fixed charges, and estimate 
total sum available for operating ex
penses. 

Request department heads, if such 
there be, to estimate necessary expendi
tures for coming year. If city's govern
ment is not departmentized, budget offi
cer himself must make estimates desired. 
By whomever made, expenditure esti
mates must be in hands of budget offi
cer by May 12. 

Begin process of tabulating and ana
lyzing expenditure requests or estimates, 
as preliminary to reconciliation of prob
able revenues and prospective expendi
tures. 

Complete review of estimates and fix 
final budget figures. 

Prepare appropriation ordinance, tax 
levy ordinance, and, if such be necessary, 
borrowing ordinance, all in accordance 
with budget officer's figures. 

Formally file copy of complete budget 
with city secretary (or clerk). 
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Step Date 
7 June 1 

8 June 1 

9 June 15 

10 June 16 

11 June 22 
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EXHIBIT A (Continued) 

By Whom 
Taken 

Budget 
Officer 

City 
Secretary 
(for 
council) 

Council 

City 
Secretary 
(for 
council) 

Council 

The Job To Be Done 
Submit budget to council, along ~th 

appropriation, tax levy, and borrowmg 
ordinances. 

Publish notice of hour, date, and place 
of public hearing on budget and appro
priation ordinance. 

Hold public hearing on budget and ap
propriation ordinance. Pass ordinance 
on first reading and instruct city secre
tary to publish. 

Publish appropriation ordinance one 
time, showing specifically on separate 
schedule any changes made by council in 
budget officer's budget, with reasons 
therefor. 

Adopt budget and pass appropriation 
ordinance-second and third readings. 

12 June 23 City Again publish appropriation ordi-
Secretary nance. 
(for 
council) 

13 June 29 Council 

14 June 30 Budget 
Officer 

15 July 1 

Pass ordinances fixing tax rate and 
levy and providing, if necessary, for 
borrowing. 

File copy of budget with city secre
tary, county clerk, and state comptroller, 
as required by law. 

Budget goes into effect. 
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EXHIBIT B 

SAMPLE BUDGET FOR CITY OF 2,000 POPULATION OR LESS 
July 1, 1935, to June 30, 1936 

SUMMARY 

1933- 34 1934-35 1934-35 1935- 36 
Actual Budgeted Probable Estimated 

Revenues 
Total tax receipts ___ ____ _______ $6,531.97 $6 ,587.00 $6,643.00 $6,442.00 
Total other receipts __ __ ____ __ -------------- -------------- -------------- --------------

Total R evenues -··------------ 6,531.97 6,587.00 6,643.00 6,442.00 

Balance or deficit, July 1 150.00 15.00 13.26 83.00 

Total Available --------- $6,681.97 $6,602.00 $6,656.26 $6,525.00 

Expenditures 
General Fund ------- -------------$2,364.30 $2,313.00 $2,283.00 $2,224.00 
Debt Service Fund 3,677.00 3,628.00 3,628.00 3,579.00 
Street and Bridge Fund ._ 582.06 596.00 602.00 657.00 
·--------------------------- -- ------------------ -------------- -------------- -------------- --------------
----------------------- ---------------··-------- -------------- -------------- -------------- ---- ----------
-·----- ·-------------------------------------- -------------- -------------- -------------- --------------
Contingency Reserve ------ 65.33 65.00 60.00 65.00 

Total Expenditures --- $6,668.69 $6,602.00 $6,573.00 $6,525.00 

·Com.parison of Revenues 
and E xpenditures 

Total Available ------------$6,681.97 $6,602.00 $6,656.26 $6,525.00 
Total Expenditures ______ 6,668.69 6,602.00 6,573.00 6,525.00 
Over-run ------------------------ ______ ·--
Under-run -- --- ----------- ------ 13.28 

REVENUES 

Year Valuation Tax Rate 
Potential 

Yield 

83.26 

Per Cent Receipts 
Uneol- From Current 
lectible Tax Rolls 

1933-34 
1934-35 
1935-36 

----- ------------------ · $490,000.00 $1.4 7 
-·------------- ---- --- 496,000.00 1.44 
-------------------- --- 500,000.00 1.38 

$7,203.00 
7,142.40 
6,900.00 

15% * $6,122.55* 
14 t 6,142.00t 
12 :j: 6,072.00:j: 

Income by Sources 

Tax receipts 

1933-34 
Actual 

Current tax receipts ____________ $6,122.55 
Delinquent tax payments___ _ 324.52 
Interest and penalties .___ __ ____ 64.90 

Other tax receipts 
Licenses ------------------------ ------- __ 20.00 

Total tax receipts _____________ $6,531.97 

*Actual. tBudgeted. :j:Estimated. 

1934-35 
Budgeted 

$6,142.00 
335.00 

60.00 

50.00 
--------------
--------------
--------------

$6,587.00. 

1934-35 
Probable 

$6,232.00 
300.00 

58.00 

53.00 
--------------
--------------

--------------
$6,643.00 

1935--36 
Estimated 

$6,072.00 
250.00 

50.00 

70.00 

$6,442.00 
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EXHIBIT B (Continued) 

Other receipts 

Total other receipts ·--·---- -- - ------ --- -- - -------------- --------------

Total R evenues __________ ___ $6,531.97 $6,587.00 $6,643.00 $6,442.00 

Balance or deficit, July !.___ 150.00 15.00 13.26 83.00 

Total Available ____________ $6,681.97 $6,602.00 $6,656.26 $6,525.00 

EXPENDITURES BY FUNDS 

General Fund 11!:.-;;f 
Salary, City S€cretary ______ $ 720.00 
Salary, City Marshal.____ _______ 720.00 
Office rent --------------·---------- ___ 270.00 
Office supplies ----------------·---·--- 189.60 
Telephone and telegraph ___ 83.60 
Postage ____ ___ ______ _ __ ------··------ 73.52 
Office lights __ ------------·-------·---- ~ 2.50 
Legal services ---------------·-- ---- 61.52 
Audit --------- ·---·-----------------·------ 75.00 
Insurance ____ -----------------·----·--- 34.85 
Election expense ------· --- -------- 65.34 
Fire truck expense --- -- -·--· -·--- 28.37 

1934-35 
Budgeted 

$ 720.00 
720.00 
270.00 
185.00 

70.00 
68.00 
40.00 
65.00 
60.00 
30.00 
60.00 
25.00 

1934-35 
Probable 

$ 720.00 
720.00 
255.00 
178.00 

65.00 
68.00 
36.00 
65.00 
60.00 
28.00 
65.00 
23.00 

1935- 36 
Estimated 
$ 720.00 

720.00 
240.00 
180.00 

60.00 
68.00 
36.00 
50.00 
50.00 
30.00 
50.00 
20.00 

Total ---- --------------- ---------- $2,364.30 $2,313.00 $2,283.00 $2,224.00 

Debt S ervice Fund 
Bond coupons due 

(12-15-35) -·----- -------·-- --- $ 250.00 
Bond counons due 

(6-15-36) . 250.00 
Serial bonds due (6-15-36) 500.00 
Sinking fund deposit __ _________ 632.00 
Interest ______ _____ ---------·-· ------ 720.00 
Note on fire truck --------·----·--- 1,325.00 

Total ------------- ------------- ·-- $3,677.00 

Street and Bridge Fund 
Maintenance ------------------------- $ 385.48 
Street Lights ---------·-·-·----·- ·--- 196.58 

Total --- ---------- ----- -- --- · $ 582.06 ___ __ _________________ ______________ Fund 

Total -------------------------------- $ .. 

Contingency Re.~erve __ ______ _ $ 65.33 

Total Expenditures ______ 6,668.69 
Total Available __________ __ $6,681.97 

$ 237.50 

237.50 
500.00 
608.00 
720.00 

1,325.00 
--------------

$3,628.00 

$ 370.00 
226.00 

--------------
----------- ---

$ 596.00 

----- ------- --

--------------
--- --··· --·- -- · 

$ 65.00 

6,602.00 
$6,602.00 

$ 237.50 $ 225.00 

237.50 225.00 
fi00 .00 500.00 
60~.oo 584.00 
720.00 720.00 

1,325.00 1,325.00 
-------------- --------------
------ -------- --------------

$3,628.00 $3,579.00 

$ 370.00 $ 412.00 
232.00 245.00 

-------------- --------------
-- ------------ --------------

$ 602.00 $ 657.00 

------------ -- --------------
-------------- --------------
··-------- ---- --------------

$ 60.00 $ 65.00 

6,573.00 6,525.00 
$6,656.26 $6,525.00 



A Budget Manu,al for T exas Cities 

EXHIBIT C 

SAMPLE APPROPRIATION ORDINANCE 

FOR CITY OF 2,000 POPULATION OR LESS 

ORDINANCE NO .. ____________________ _ 

95 

AN ORDINANCE MAKING APPROPRIATIONS FOR SUPPORT 
OF THE GOVERNMENT OF THE CITY OF ------------------------------------
FOR THE FISCAL YEAR BEGINNING JULY 1, 1935, AND END
ING JUNE 30, 1936, AND DECLARING AN EMERGENCY. 

BE IT ORDAINED BY THE CITY COUNCIL OF THE CITY 
OF _______ ______ _______________ __ ___ _______ : 

SECTION 1. 
That for the purpose of providing a budget for the fiscal year be

ginning July 1, 1935, and ending June 30, 1936, the sums set forth 
below be and the same are hereby appropriated for the maintenance, 
operation, and improvement of the government of the City of 
----------------------------------------------• and the same shall be strictly applied for 
the several purposes and in the respective amounts hereinafter 
specified. 

SECTION 2. 
That the amounts appropriated and the purposes for which the 

sums shall be spent be as follows: 

(Insert here the name of each of the city's funds, 
together with the amount appropriated to each fund. 
List the detailed i tems under the Debt Service Fund 
only, together with the amount appropriated to each 
item.) 

SECTION 3. 
That the budget officer may transfer a sum from one item to an

other item within a fund, excepting that the Debt Service Fund shall 
not be subject to such alteration by the budget officer; and that a 
sum m~y be transferred from one fund to another fund only on the 
authority of an ordinance passed by the city council on the proposal 
of the budget officer. 

SECTION 4. 
That the necessity for the continued maintenance, operation, and 

improvement of the government of the City of ---------------------------------------
creates an emergency which requires that the budget shall become 
effective at once, and that this ordinance, therefore, shall take effect 
from and after its passage. 
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EXHIBIT D 

SAMPLE FINANCIAL STATEMENT 

FOR CITY OF 2,000 POPULATION OR LESS 

FUND BALAN CE SHEET 

June 1, 1935 

General Fund 

Assets Liabilities and S urplus 
Cash in bank ____ ____________________ $150.73 
Petty cash on hand _______ _____ 7.57 
Advance to Street Fund __ __ 24.00 
Supplies on hand ___ _____________ 10.60 

Total ----------------------------$192.90 

Office rent payable ____ ________ $ 20.00 
Salaries payable ---------------- 120.00 
Surplus available for use__ 52.90 

Total ------------------ ----------$192.90 

Debt S ervice Fund 

Assets 
Cash for payment ________ $ 237 .50 
Balance in sinking fund 

(1926 issue) __ _______ _____ 7,200.00 
Present value of Capi-

tal Assets ------------------ 20,000.00 

Total ---------------------- $27 ,437 .50 

Liabilities and Surplus 
Interest on 1933 bonds 

( 6-1) --------------------------$ 237.50 
Bonds outstanding 

( 1926 issue) ______ ________ 16,000.00 
Bonds outstanding 

( 1933 issue) -------------- 9,000.00 
Surplus in fixed assets __ 2,200.00 

Total ----------------------$27 ,437 .50 

Street and Bridge F und 

Asse ts 
Cash in bank ________________________ $ 60.00 
Supplies on hand__ _________ _____ 64.00 

Total ________________ ____________ $124.00 

Liabilities and Surplus 
Due General Fund ______________ $ 24.00 
Bill for supplies----------------- 7.37 
Surplus available for use __ 92.63 

Total ---------------------------· $124.00 

DATA ON FUNDED DEBT 

July 1, 1935, to June 30, 1936 

Note on fire truck 
Date of first payment, October 1, 1933 
Date of final payment, October 1, 1936 
Balance outstanding, July 1, 1935 _____________ __ _____________________ _____ $2,650.00 
To be paid during budget year ________________ ______ ____ __________ __________ 1 ,325.00 

Balance outstanding, July 1, 1936 ____ _____________ ___________ ______ ________ $1 ,325.00 

Paving bonds, issue of 1926 (s inking fund) 
Size of issue, $16,000.00; date of maturity, 1946. 
Rate of interest, 4 1h % ; budgeted for interest, 1935-36 __ _ $ 720.00 

Sinking Fund balance, July 1, 1935 _______________________ __________ ____ $7 ,200.00 
Interest to be earned on balance ___________________________________ _____ ____ 216.00 
To be paid in from current revenue___ _________ ____________ ____ ___ _______ 584.00 

Sinking Fund balance, July 1, 1936 _____ ___ ______________ ______ __ ___ ____ $8,000.00 
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EXHIBIT D (Continued) 

Paving bonds, issue of 1933 (serial) 
Size of issue, $10,000.00; date of maturity, 1953. 
Rate of interest, 5% ; budgeted for interest, 1935-36 ________ $ 450.00 

Amount outstanding, July 1, 1935__ _____________________________________ $9,000.00 
To be redeemed during the year from current revenue__ · 500.00 
Amount outstanding, July 1, 1936 ____ _____________________________ _________ 8,500.00 
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EXHIBIT E 

SAMPLE MONTHLY REPORT FOR CITY OF 2,000 POPULATION OR. LESS 

REVENUES 

The Month of November 

From Taxes 
For fiscal year 

Estimated --------------------------------$6,442.00 

For the month of November 

Estimated --------------------------------$ 500.00 
Actual -------------------------------------- 457.44 
Over or under __________________________ 42.56* 

For fiscal year to date 

Estimated --------------------------------$5,500.00 
Actual -------------------------------------- 5, 7 43 .31 
Over or under______ ______________________ 243.31 

For remainder of fiscal year 
Estimated in budget _________ _______ $ 942.00 
Revised estimate -------------------- 1,000.00 
Over or under____________________ ____ __ 58.00 

*Indicates under-run. 

From Other 
Sources Total 

$6,442.00 

$ 500.00 
457.44 

42.56* 

$5,500.00 
5,743.31 

243.31 

$ 942.00 
1,000.00 

58.00 



EXHIBIT E (Continued) 

EXPENDITURES 

The Month of November 
-----------------

Month of November Fiscal Year to Date Remainder of Fiscal Year 
---"----

I Total Trans- Trans-
General Fund Budgeted Budgeted Actual ferred Budgeted Actual ferred Budgeted 

Salary, City 
for Fis- for Ex- Expendi- Over or +to for Ex- Ex pen di- Over or +to for Ex- Actually Over or 
cal Year penditure tu res Under* -from penditure tu res Under* -from penditure Available Under• 

Secretary -------$ 720.00 $ 60.00 $ 60.00 $ ---------- $ ---------- $ 300.00 $ 300.00 $---------- $----- ---- $ 420.00 $ 420.00 $ '--------
Salary, City 

Marshal 720.00 60.00 60.00 300.00 300.00 420.00 420.00 
Office rent ---"-------- 240.00 20.00 20.00 100.00 100.00 140.00 140.00 
Office supplies ____ 180.00 14.00 12.63 1.37 80.00 82.54 + 2.54 100.00 97.46 2.54 
Telephone and 

telegraph -------- 60.00 5.00 5.50 + .50 23.00 21.48 1.52 37.00 38.52 + 1.52 
Postage -· ·----··-------- 68.00 5.50 6.04 + .54 30.00 28.57 1.43 38.00 39.43 + 1.43 
Office lights ________ 36.00 3.00 2.75 .25 14.75 14.00 .75 21.25 22.00 + .75 
Legal services ____ 50.00 25.00 25.00 25.00 25.00 
Audit ------------------ 50.00 50.00 50.00 
Insurance -------··---- 30.00 15.60 15.60 15.60 15.60 14.40 14.40 
Election _ expense 50.00 50.00 50.00 
Fire truck 

expense ------------ 20.00 1.50 2.50 + 1.00 9.00 9.20 + .20 11.00 10.80 .20 
Total ----------- $2,224.00 $184.60 $185.02 +$ .42 $ ---------- $ 897.35 $ 896.39 -$ .96 $1,326.65 $1,327.61 +$ .96 

Debt Service Fund 
Bond coupons due 

(12-15-35) -- $ 225.00 $ ---------- $ ---------- $ ---------- $ ---------- $ 
Bond coupons due 

$ $ ---------- $ ---------- $ 225.00 $ 225.00 $----------

(6-15-36) ------ 225.00 225.00 225.00 
Serial bonds du:e 

(6-15-36) ------ 500.00 500.00 500.00 
Sinking fund 

deposit ----- ------- 584.00 584.00 584.00 
Interest -··-··- ---------- 720.00 720.00 720.00 
Note on firetruck 1,325.00 1,325.00 · 1,325.00 

Total ----------- $3,579.00 $ ----------- $ ---------- $---------- $ ---------- $2,629.00 $2,629.00 $ ---------- $ ---------- $ 950.00 $ 950.00 $---------
Street and Bridge Fund 
Maintenance ---- $ 412.00 $ 30.00 $ 33.80 +$ 3.80 $ ---------- $ 175.00 $ 196.30 +$ 21.30 +$ 20.00 $ 237.00 $ 235.70 -$ 1.30 
Street lights ------ 245.00 20.00 18.'17 1.23 100.00 102.00 + 2.00 145.00 143.00 2.00 

Total ----------- $ 637.00 $ 50.00 $ 52.57 +$ 2.57 $ 275.00 $ 298.30 +$ 23.30 $ ---------- $ 382.00 $ 378.70 -$ 3.30 
Contingency 

Reserve ------------ 65.00 $ $ $ ---------- -$ 20.00 $ $ 45.00 $---------
Grand Total $6,525.00 $234.60 $237.59 +$ 2.99 $ ---------- $3,801.35 $3,823.69 +$ 22.34 $ ---------- $2,658.65 $2,701.31 +$ 42.66 

*+Indicates excess of actual over budgeted figures. -Indicates excess of budgeted over actual figures. 
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EXHIBIT F 

SAMPLE BUDGET FOR CITY OF 2,000 TO 10,000 POPULATION 

July 1, 1935, to June 30, 1936 

SUMMARY 

Revenues 

1933-34 
Actual 

Total tax receipts ____ $52,438.29 
Total other receipts__ 32,694.26 

Total Revenues ____ $85,132.55 

Balance or deficit, 
July 1 ------------------------$ 2,672.72 

Total Available ____ $87 ,805.27 

Expenditures 

General Fund 
General Admin-

istration ------------$ 6,597 .99 
Police department 5,463.42 
Fire department __ 4,897.77 
Health department 2,633.92 
Law department __ 3,728.25 

Total __________________ $23,321.35 

Debt Service Fund ____ $44,796.88 
Street Fund ______________ 7 ,606.88 
Sewer Fund ______________ 1,512.91 
Water Fund -------------- 8,050.24 

Contingency Reserve 531.50 

Total __________________ $62,498.41 

Total Expendi-
tures ____ ____________ $85,819. 76 

1934-35 
Budgeted 

$52,000.00 
32,305.00 

$84,305.00 

$ 2,000.00 

$86,305.00 

$ 6,880.00 
5,420.00 
4,910.00 
2,640.00 
3,530.00 
--------------

--------------

--------------

$23,380.00 

$45,483.00 
7,372.00 
1,540.00 
8,030.00 
--------------
--------------

--------------

500.00 

$62,925.00 

$86,305.00 

Cornparison of Revenues and Expenditures 

1934-35 1935-36 
Probable Estimated 

$51,981.00 $51,900.00 
33,091.00 32,800.00 

$85,072.00 $84,700.00 

$ 1,985.51 $ 800.00 

$87,057.51 $85,500.00 

$ 6,800.00 $ 6,940.00 
5,300.00 5,450.00 
4,950.00 4,990.00 
2,540.00 2,580.00 
3,700.00 3,690.00 
-------------- --------------

-------------- -------------
-------------- --------------

$23,290.00 $23,650.00 

$45,983.00 $45,629.00 
7,211.00 6,691.00 
1,600.00 1,580.00 
7,748.00 7,550.00 
-------------- --------------
-------------- -------------

-------------- --------------

425.00 400.00 

$62,967.00 $61,850.00 

$86,257.00 $85,500.00 

Total Availabk.$87,805.27 $86,305.00 $87,057.51 $85,500.00 
Total Expendi-

tures ________________ $85,819. 76 $86,305.00 $86,257 .00 $85,500.00 

Over-run ------------
Under-run --------$ 1,985.51 $ ____________ $ 800.51 $ ------------
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EXHIBIT F (Continued) 

REVENUES 

The revenue system of a city of from 2,000 to 10,000 population will 
not differ in its fundamentals from that of a city of 2,000 population 
or less. The classification set up for the smaller city, therefore, will 
suffice, in the main, for the larger. Study of EXHIBIT B, REVE
NUES (above) will suggest certain adaptations which will make that 
classification suitable for use by a city of the second group. 

EXPENDITURES 

As in the case of the city of less than 2,000 population, estimated 
expenditures should, for budget purposes, be shown in detail. EX
HIBIT B, EXPENDITURES BY FUNDS (above) indicates the na
ture and extent of the itemization by funds deemed desirable. The 
city of 2,000 to 10,000 population, however, may be departmentized, 
in which case the proposed expenditures should be shown by depar~ 
ments as well as by funds. The schedule of items and amounts printed 
below provides a sample of the manner in which the prospective ex
penditures of a General Fund Department, the Police Department, 
should be set forth. 

1933-34 1934-35 i 934- 35 1935-36 
Actual Budgeted Probable E stima ted 

Police Department 
Salaries 

Salary, Chief -·-----------------$1,260.00 $1,260.00 $1,260.00 $1,260.00 
Salary, Motor Patrolman 1,200.00 1,200.00 1,200.00 1,200.00 
Salary, Motor Patrolman 1,200.00 1,200.00 1,200.00 1,200.00 
Salary, Night Watchman 1,080.00 1,080.00 1,080.00 1,080.00 

Total Salaries -------------$4, 7 40.00 $4,740.00 $4,740.00 $4,740.00 

Other expenditures 
Office supplies ------------------$ 38.96 $ 40.00 $ 35.00 $ 42.00 
Telephone and telegraph_ 15.63 15.00 12.00 16.00 
Traveling expense _________ 58.45 53.00 32.00 40.00 
Jury fees ------------------------ 9.00 10.00 6.00 10.00 
Prisoner expense ------------- 88.67 80.00 47.00 67.00 
Pound expense --------------- 85.40 80.00 60.00 60.00 
Patrol car maintenance ____ 194.50 195.00 180.00 190.00 
Motorcycle maintenance __ 85.28 75.00 75.00 75.00 
Patrol car tires _______________ 32.00 30.00 27.00 27.00 
Motorcycle tires ------------ --- 17.00 15.00 13.00 13.00 
Patrol car radio _______________ 28.00 25.00 
Motorcycle radio -------------- 25.00 
Equipment ------------------------ 98.53 59.00 48.00 145.00 

Total, other expendi-
tures ---------------------------- $ 723.42 $ 680.00 $ 560.00 $ 710.00 

Total E xpenditures--$5 ,463.42 $5,420.00 $5,300.00 $5,450.00 
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EXHIBIT G 

SAMPLE APPROPRIATION ORDINANCE 

FOR CITY OF 2,000 TO 10,000 POPULATION 

The ordinance printed as EXHIBIT C above may be adapted to the 
use of the city of 2,000 to 10,000 population. The necessary changes 
will have been made if, for Sections 2 and 3 of that ordinance, the 
following be substituted: 

SECTION 2. 
That the amounts appropriated and the purposes for which the 

sums named shall be spent be as follows: 

(Insert here the name of each of the city's funds, 
together with the amount appropriated to each fund, 
and, under the General Fund, the name of each de
partment, together with the amount appropriated to 
each department. List the detailed items under the 
Debt Service Fund only, together with the amount 
appropriated to each item.) 

SECTION 3. 
That, excepting the General Fund and the Debt Service Fund, the 

budget officer may transfer a sum from one item to another item 
within a fund; that within the General Fund the budget officer may 
transfer a sum from one item to another item in the same depart
ment; and that any transfer of appropriations from one fund to an
other, or from one General Fund department to another department, 
or from one item to another within the Debt Service fund, may be made 
only on the authority of an ordinance passed by the city council on 
the proposal of the budget officer. 

NOTE ON FINANCIAL STATEMENT AND MONTHLY REPORT FOR CITY 

OF 2,000 TO 10,000 POPULATION 

The city of this group stands no less in need of the financial state
ment and the monthly report than does that of smaller size. Its 
problems in drafting these aids to sound financial practice are not 
materially different, however, from those which confront the munici
pality of the first group. The duty of indicating the proper form and 
content of the statement and the report, therefore, may be discharged 
by referring to EXHIBITS D and E (above), which with a few 
changes can be adapted to the use of cities up to 10,000 in population. 





APPENDIX III 

SELECTED FINANCIAL FORMS RELATING TO BUDGETING IN USE IN 

CERTAIN TEXAS CITIES OF MORE THAN 10,000 POPULATION 





NOTE ON BUDGET CALENDAR 

FOR CITY OF MORE THAN 10,000 POPULATION 

The budget calendar idea applies with equal logic and in a substan
tially similar manner to all cities, whether large or small. The calen
dar prepared for cities of 10,000 population or less, and printed in 
full as Exhibit A of Appendix II, therefore may be used by larger 
cities, with certain minor adaptations. 

The first changes which may be found necessary occur in the case 
of the city which employs the system of tentative allotments. The 
calendar in question makes no provision for such a system. A few 
cities thus will find it necessary to insert therein as Step la the fol
lowing: "May 3 Budget Officer Make tentative allotment for each 
department, or activity." If this alteration be made, the date of Step 
2 should be changed to May 3. 

It is presumed that the activities of most cities of more than 10,000 
population will be departmentized, and that the heads of the depart
ments will assist actively in drawing up the budget. Where this is 
the case, Step 2 should be altered to read as follows: "May 1 Bud
get Officer Request department heads to estimate necessary expendi
tures for coming year." The following should be inserted as Step 2a: 
"May 12 Department Heads Submit to budget officer first requests 
(for funds to cover estimated expenditures for coming year), to
gether with supplementary requests, if any." 

With these alterations, if even these prove necessary, the budget 
calendar for the city of 10,000 or less will serve adequately the needs 
of the municipality of larger size. 

NOTE ON APPROPRIATION ORDINANCE 
FOR CITY OF MORE THAN 10,000 POPULATION 

The sample appropriation ordinance for the city of 2,000_ to 10,000 
in population, which appears above as EXHIBIT G of APPENDIX II, 
will serve equally well the purposes of the largest city in the state. 
It may therefore be used without alteration by the city whose popula
tion numbers more than 10,000. 
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EXHIBIT A 

CITY OF DALLAS-1932-33 BUDGET 

MANAGER'S TENTATIVE ALLOTMENT FOR DEPARTMENT'S FIRST REQUEST* 

Department ---------------------·-----·--------------··----------

Activity --·--------------------------------·-------------------------

(See Regulations Governing Preparation of the Budget) 

A $------------------------------------------·-----------·--------

B $---·---·----------------·-··---------------·----------------------

c $---·-----·-----·--------·---··-·--------------------··------·-----

D $---·-----------------·--------------------------·-----·-----------

E $-----·---·---·-·-----·--------------------------------------------

F $---·--·------------.----·--------·------------·-----·-----·--------

G $-----·----------------·---------------------·-----·-----·--------

x $------,-------------·------·-----------------·-------·------------

y $-------------·-------------------------------·----------·------·--

z $-----------------------------·---------------------------------·--

TOTAL $------------------------------------------------------------------

NOTE: The total of detailed first request as submitted by department 
for the activity indicated may be less but should not be 
greater than the total above shown. Amounts suggested for 

· the several classifications may be redistributed, except as 
follows: 

City Manager 

*This form is reproduced here through the courtesy of Mr. John N. 
Edy, City Manager of Dallas, Texas. 



EXHIBIT B 

CITY OF WICHITA FALLS 

BUDGET REQUEST* 

FISCAL YEAR _ ----- ---- -- ----------

Account No. ___ ___________________ _ 

Department of ___ _____________ ________________ ____________ Fund ____________ ____________ ______________ _____ _ 

RECAPITULATION Appropriated Departmental Approved b:r 
Laat Year Reque1t City Mgr. 

Total A-Salaries and Wages 

Total B-Supplies 

Total C-Maintenance-Land 

Total D-Maintenance, Buildings, etc. 

Total E-Maintenance, Equipment 

Total F-Miscellaneous Services 

Total G-Sundry Charges 

Total X--'-Lands 

Total Y-Bldgs., Structs., and Impvts. 

Total Z-Equipment 

TOTAL BUDGET RE Q UEST 

Signed __________ __ ________________ _________________ ___ Approved _____________________________________________ _ 
Department Head City Manager 

*This form is adapted from that in use in the City of Wichita Falls, 
Texas. It is printed here through the courtesy of Dr. A. H. Douglass, 
City Manager of Wichita Falls. 



EXHIBIT B (Continued) 

SALARIES AND WAGES 
I Appropriated Departmental Approved by 

A Last Year Request City Mgr. 

A 1 Supervision Mos. at S Per Mo. 

A 2 Clerk Hire Mos. at S Pt>r Mo . Each 

Mos. at S Per Mo Each I 
Mos. at S Per S1o. Each 

Total A 2 

A-3 Operation Days Dav I Mos. at S P~r Mo.' Each 

Da ys Dav j I Mos. at S Per Mo . Ea c h . 

Days 
Pn ~<:.y Each / Mos. at S 

Total A 3 I 

A-4 Maintenance~~~'. at ~ 
Day 

Pn Mo . Each 

Days Day I I Mos. at S P<'r Mo. Each 

Days Day I 
I Mos. at S Per Mo. Each 

Total A-4 I 
A-5 Extra H elp Days Day I I Mos. at S Pe-r Mo Ea ch 

Days Day [ I ~Jos. at S Prr Mo Ea ch , 

Total A-5 ! i 
Total Salaries and Wages I I 

B-SUPPLIES I I 
B-1 Office Supplies I I 
B-2 Fuel Supplies I I 
B-3 Food Supplies 
B-4 Clothing, Dry Goods, and Notions 
B-5 Forage, Barn, and Shoeing I 
B-6 Motor Vehicle Supplies I 
B- 7 Minor Instruments, Tools, Uten. I I 
B-8 Laundry, Cleaning, and Toilet I 
B-9 Chemical, Medical, and Surgical I 
B-10 Mechanical Supplies I 
B-11 Educational and Recreational I 
B-12 Botanical and Agricultural I I 
B-13 Other Supplies I I 

Tota l B-Supplies I I 
Total C-Maintenance Land I 

D-MAINTENANCE OF BLDGS., 
I I STRUCTURES, and IMPVTS. 

D-1 Bmldmgs 
D-2 Bridges 
D-3 Filtration Plant I I 
D-4 Sanitary Sewers I I 
D-5 Sidewalks, Steps, Curbs, Gutters 
D-6 Storm Sewers 
D-7 Standpipes, Wells, etc. 
D-8 Sts., Roadways, and Highways I 
D-9 Sewage Disposal Plant I 
D-10 Other Maintenance I 

Total D-Maintenance I I 



EXHIBIT B (Continued) 

E-MAINTENANCE OF Appropriated I Departmental Approved by 
EQUIPMENT Last Year Request City Mgr. 

E-1 Furn., Fixtures, Furnishings I 
E-2 Machinery and Tools I 
E-3 Instruments and Apparatus I 
E-4 Motor Vehicles (rep. and access.) I 
E-5 0ther Vehicles I 
E-6 Harness I I 
E-7 Live Stock I 
E-8 Books i 
E-9 Waterworks Mains I 
E-10 Meters and Settings ' ! 
E-11 Signal System 
E-12 Heating System 
E-13 Service Connections I 
E-14 Fire Hydrants I 
E-15 Other Equipment 

I I 
Total E-Equip. Maintenance I 

F-MISCELL. SERVICES I I 
F-1 Communications i 
F-2 Hire of Equipment I 
F-3 Insurance I 
F-4 Special Services 
F-5 Advertising 
F-6 Traveling Expense I 
F-7 Rents 
F-8 Music I 
F-9 Support of Prisoners 
F-10 Transporta. (except employees) 
F-11 Light and Power I I 
F-12 Freight, Express, and Drayage I 
F-13 Other Miscellaneous Services I 

I I 
Total F-Miscell. Services I I 

G-SUNDRY CHARGES I ! 
G-1 Contribs., Gratuities, Rewards I I 
G-2 Debt Service I I 
G-3 Refunds I 
G-4 Judgments and Damages I 
G-5 Pensions I I 
G-6 Taxes I I 
G-7 Court Costs, Jury and Wit. Fees I 
G-8 Other Sundry Charges I 

I 
Total G-Sundry Charges i I 

Remarks 
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EXHIBIT B (Continued) 

CAPITAL OUTLAY 

X-LANDS (must be itemized) Appropriated Departmental 
Last Year Requeet 

X-1 Purchase Price I 

X-2 Betterments i 

Total X-Lands I 
Y-BLDGS., STRUCTS., IMPVTS. I 

Y-1 Buildings 
Y-2 Bridges 
Y-3 Filtration Plants I 
Y-4 Sanitary Sewers 
Y-5 Sidewlks., Steps, Curbs, Gutters 
Y-6 Storm Sewers I 
Y-7 Standpipes, Wells, etc. I 
Y-8 Sts., Roadways, and Highways i 
Y-9 Sewage Disposal Plant I 
Y-10 Other Buildings, etc. I 

Total Y-Bldgs., Structs., Imp. 

Z--EQUIPMENT (must itemize) 
Z-1 Furniture, Fixtures, Furnishings 
Z-2 Machinery and Tools 

· Z-3 Instruments and Apparatus 
Z-4 Motor Vehicles ! 
Z-5 Other Vehicles I 
Z-6 Harness i 
Z-7 Live Stock I 
Z-8 Books 
Z-9 Waterworks Mains I 
Z-10 Meters and Settings I 
Z-11 Signal System I 
Z-12 Heating System I 
Z-13 Service Connections 
Z-14 Fire Hydrants 
Z-15 Other Equipment I 

I I 
Total Z--Equipment I I 

Approved by 
City Mgr. 

Itemize Below All New Lands, Buildings, Structures, and Equipment 



EXHIBIT C 

BUDGET REQUEST FOR SALARIES,* YEAR ___ __ ----- ---------- -- --- BY DEPARTMENT OF _______ _____ _______ _ . ___________ _______ _ 

Board Orders Passed Last Year to be Included. 

Salary Allowed in Last Yr's. Budget Salary Requested This Budget I 

I NAME Position Code Increase Decrease REMARKS 
Period Rate I Total Period Rate Total 

Mos. Mos. 
Wks. Wks. 
Day1 Days 

-

' 

*A form in use in the City of Wichita Falls, Texas. Reproduced here through the courtesy of Dr. A. H. Douglass, 
City Manager of Wichita Falls. 
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EXHIBIT D 

CITY OF DALLAS-1932-33 BUDGET 

SUPPLEMENTARY BUDGET REQUEST* 

Department -------------------· ------------------------------------

Activity ---- -------------------------- --------------------------------

NOTE: No item on this sheet should be, in the opinion of the depart
ment head, of greater importance than any item included in 
the "first request" to which the following is supplementary. 
Describe items briefly but definitely, using more than one line 
if necessary. As the word is used herein, an "item" means 
a complete thing, or accomplishment. 

ARRANGE IN ORDER OF IMPORTANCE 

Estimated Cost Complete 

Item Description of Item Operation 

I I 
No. Classifi . For the Total for 

cation classification the Item 

I 

*Reproduced here through the courtesy of Mr. John N. Edy, City 
Manager of Dallas, Texas. 
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EXHIBIT E 

REQUEST FOR TRANSFER OF APPROPRIATION* 

Date _______________________ __ ______ 193 ___ _ 

From Department of ____________________________________ ________ Account No. ________ ________ _ 
,, 

Code 
,, ,, 

" 
,, 

,, ,, 
,, ,, 

$-----------------------------

$------------------------------
--------------------------- $ __ _________________________ __ _ 

------------------------ $-----------------------------

-------------------------- $---------- ------- -------------- Total . . $----------------------

To Department of-------------------------------------------------- Account No. _________________ _ 

" (a) 

,, (b) 

" ( c) 

,, (d) 

" (e) 

Code _______ ________ _________ $---------- ----- -_____ ________ _ 

,, ------------------------ $ --------------------------- --

" $. -------- --------------------

,, -------------------- $-----------------------·-

" ------------------------ $------------------------------ Total . . $ ----- -----------------

Reasons for transfer (explain each code (a), (b), etc.): 

Ent'd on Auditor's Approp. Control 

Ent'd on Auditor's Special Control 

Transfer Ent'd on Expense Ledger 

Date Ent'd ______________ Mo. of ___________ _ 

Signed 

[Title ) 

Transfer Approved: 

Budget Officer 

Transfer Approved: 

Assistant Director of Finance 

Transfer Approved: 

City Ma nager 

Transfer No. __ ______ ___ __ ______ _ 

To be made out in triplicate and all three copies sent to Budget Officer. 

*A form in use in the City of Dallas, Texas. Reproduced here· 
through the courtesy of Mr. John N. Edy, City Manager of Dallas. 



EXHIBIT F 

Department ----------~--~-···--·- CITY OF FORT WORTH 
Accounting Department 

Office Copy 

Division STATEMENT OF APPROPRIATIONS AND EXPENDITURES* 

Department Head _______________________________________ Account No. ________ ____________ Fund _____________________________ _ 

For Month of ____________________ ____ 19 _____ and from October 1st, 19 ______ , to ______________________________ 19 _____ _ 

Appro- I Tran•fers Amount Appro- Vouchers Appro- Vouchers I Appro-
BUDGET ITEMS Code priation or Available priation Registered priation Registered priation 

for Year Additions for Year One Current Months Months Unused 
Month Month 

I 

~ 
I 

~ I 
I I ' 

~ 

*Reproduced here through the courtesy of Mr. George D. Fairtrace, City Manager of Fort Worth, Texas. 
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EXHIBIT G 

COMBINED STATEMENT AND BUDGET REPORT OF APPROPRIATIONS, EXPENDITURES AND COMMITMENTS,* FROM ________________________________ TO .---------------------------------

Dept. Head ________________________________________ Dept. of ____________________________________________ ________________________ Fund Acc't. No. ______________ _ 

B F G 
A Estimated c Originally Actually Auditor's Disbursements Contracts H 

Budget Total Expendi- Actually D E Estimated Av4ilable Unex- and Available 
CLASSIFICATION CODE for Year Transfers Allowed tu res Expended Under- Over- for Fol· for Fol· pended Orders for Re· 

for Year Since During the Run Run lowing lowing Month of Period Balance Registered mainder 
Oct. 1st P'eriod Month Month of Year 

I 

I I I I I I I I I I I I 
*A form in use in the City of Dallas, Texas. Reproduced here through the cou~sy. of Mr. John N, Edy, City Manager of Dallas. 



EXHIBIT H 

COMPARISON OF EXPENDITURES AGAINST BUDGET* 
From March 1st, 1934, to __________ __ _____________________ _____ _ 

MAYOR'S DIVISION 

I 

I E~-~~:~.-d 
Total Ex- Unexpend .. 

/ Annual 

I 
Monthly pended to ed Balance 

Allowance Allowance Period 
.............. to Date 

MAYOR AND COUNCIL I I 
Salaries ---------------------- 11,664.oo I 972.00 1 
Annual Audit __________ 1,400.00 I 116.67 1 
Supplies --------------------- 450.00 I 37.501 

13,514.00 I 1,126.17 1 
CITY CLERK I I 
Salaries --------------------- 3,766.80 I 313.901 
Supplies --------------- ---- 150.00 I 12.501 
Printing Ordinances 200.00 I 16.66 
License Plates ---------- 180.00 I 15.00 

4,296.80 I 358.061 I 
CITY ATTORNEY I I 
Salaries ---------------------- 4,374.00 I 364.501 
Supplies -- ··--- -- ----- --------- 96.00 I 8.001 I 
Filing Fees and 

102.00 I 8.5o\ Court Costs ----------
4,572.00 I 881.001 

·CITY HALL i I 
Salaries --------------- ------- 1,533.60 I 127.80 I ----
Repairs - ----------- ------ 180.00 I 15.001 
Supplies ··---- ----------------- 500.00 I 41.67 1 
Fuel ----------------··----------! 225.00 I 18.751 
Lights; Ice & Water 780.00 I 65.00 1 

8,218.60 I 268.22 1 
WEIGHTS AND i MEASURES I 

Salaries ---------------------- 1,093.20 I 91.10 
Auto Rent ------------------ 180.00 I 15.00 
Supplies -------------------- 12.00 I LOOI 
Gas and OiL ___ __________ 84 .oo I 7.00 1 

1,869.20 I 114.101 
Elections -------------------- 300.00 I 25.001 
Salvation Army 

400.00 I 33.341 Rescue Home --------
Emergency Fund ---- 25,ooo.oo I 2,083.33 

Telephone lnves- I 
tigation I 

Natural Gas Inves-
I tigation 

E. P. C. Board of 

I I Welfare & Em-
ployment 

TOTAL 152,670.60 I 4,889.221 

*A form in use in the City of El Paso, Texas. Reproduced here 
through the courtesy of Hon. R. E. Sherman, Mayor of El Paso. 



EXHIBIT I 
CITY OF WICHITA FALLS 

STATEMENT OF OPERATING AND IMPROVEMENT EXPENDITURES* 

For the Month 0L ____________________________ 193 ______ and 19 __ ____ _ 
And Fiscal Year Ending March 31, 193 _____ _ 

Expended Expended I Expended Expended Current Unused 
DEPARTMENTS Current Same Mo. Fiscal Yr. Past Yr. Budget Ap· Appro· 

Month Prev. Year to Date to Date propriated priation 

ADMINISTRATION 
Mayor and Aldermen 
City Manager 
City Clk. and Treas. 
Legal 
Purchasing Agent 
Tax 
Engineering 
Auditorium 

TOTAL I 
POLICE & FIRE 

I I 
Police 
Fire 
Inspection 
Street Lights 

TOTAL I I 
HEALTH 

City Physician 
Sanitation 
General Hospital 
Sewage Disposal 
Sewer Maintenance 
Sewer Construction 
Sewer Warrants 

TOTAL I 
STREETS 

I 
Maintenance 
Improvements 
Warrants 

TOTAL I 
PARKS 

I 
Maintenance 
Improvements 
Warrants 

TOTAL I 
EDUCATION 

Library Operation 
Warrants 

TOTAL 

WATERWORKS 

I 
Operation and Main. 
Improvements 
Warrants 

TOTAL I 
DEBT SERVICE 

I 
Bond Interest 
Bond Principal 
Warrant Interest 
Warrant Principal 

TOTAL I 
MISCELLANEOUS 

Airport 
Refunds 

TOTAL I 
GRAND TOTAL I 

Dated this .. ---·-·-----······--·--day of __________________________________ 193 _____ _ 

-------------------------------------------------------·----------------
City Clerk. 

*Reproduced here through the courtesy of Dr. A. H. Douglass City 
Manager of Wichita Falls, Texas. ' 
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SAMPLE ILLUSTRATIVE MATERIALS 
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EXHIBIT A 
THE 1935-36 BUDGET 
DISTRIBUTION Of THE 

TAX DOLLAR 
(from the Sample Budqet for City of 

2.000 to 10,000 Population) 

General Fund, 
27.7¢ 

(General Administration , 
Police, Fire, 
Health, Law) 

Street Fund, 
7.8¢ 

Debt Service 
Fund, 53.4¢ 

Contingency Reserve~o.5¢ 

Sewer fund, 1.8¢ 
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EXHIBIT B 

THE TREND Of EX PEN DITU RES, 1930-36 
BUDGET AND FUND TOTALS 

(From fhe f i9ures of Table I) 
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EXHIBIT C 

THE TREND OF EXPENDITURES, 
1930-36,GENERAL FUND AND :i.. 

DEPARTMENTAL TOTALS 
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EXHIBIT D 
THE PROPERTY TAX TR.END, 1930-36 

VALUATIONS 

er) 
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EXHIBIT E 
THE PROPERTY TAX TREND, 1930-36 

COLLECTIONS 
V) 90 ,._ 
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TABLE I 

THE TREND OF EXPENDITURES, 1930- 36 

BUDGET AND FUND TOTALS* 

1930-31 1931-32 1932- 33 1933-34 

Total Budget ------------$103,852.11 $95,157.93 $86,319.21 $84,529.24 
Debt Service Fund ____ 47,886.21 47,415.27 45,233.38 44,917.04 
General Fund ____ ______ 32,370.70 27,321.78 23,450.83 22,536.91 
Water Fund _________ _____ 10,779.85 9,287.41 8,027.68 7,769.14 

Street Fund -------------- 10,239.82 8,811.62 7,647.88 7,384.89 
Sewer Fund ------------ -- 1,931.65 1,741.39 1,458.79 1,433.16 
Contingency Reserve 643.88 580.46 500.65 488.10 

1934-35 

$83,610.78 
46,214.18 
21,351.99 

7,300.80 
6,864.62 
1,402.00 

477.19 

*For a pictorial presentation of the figures of this table, see EXHIBIT B. 

TABLE II 

THE TREND OF EXPENDITURES, 1930-36 

GENERAL FUND AND DEPARTMENTAL TOTALS* 

1930-31 1931-32 1932-33 1933-34 

General Fund TotaL-$29,442.03 $26,422.33 $24,912.49 $25,667.41 
General Admin-

istration ------------------ 8,329.14 7,201.52 6,805.64 6,771.67 
Police Department __ ____ 6,898.27 6,103.33 6,206.38 6,586.18 
Fire Department __ __ ____ 6,182.83 5,739.31 5,655.81 5,902.98 
Law Department ________ 4,707.78 4,183.71 3,291.62 3,588.98 
Health Department ____ 3,324.01 3,194.46 2,953.04 2,817.60 

1934-35 

$24,440.66 

6,568.52 
6,023.84 
5,579.26 
3,294.56 
2,974.48 

*For a pictorial presentation of the figures of this table, see EXHIBIT C. 

1935- 36 

$84,850.( 
46,450.( 
22,000.• 
7,500.( 
6,900.( 
1,500.( 

500.( 

1935--36 

$22,742.0 

6,227.0 
5,739.0 
5,099.0 
2,989.0 
2,688.0 
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TABLE III 

THE PROPERTY TAX TREND, 1930-36 

VALUATIONS* 

1930-'ll 1931-32 1932-33 1933-34 1934-35 1935-36 

Total V~luation $5,760,451 $5,885,358 $5,771,598 $5,066,890 $4,604,324 $4,811,163 
Real Property 

Valuation ------ 3,884,847 3,997,119 4,007,220 3,635,828 3,342,522 3,475,772 
Personal Prop-

erty Valuation 1,875,604 1,888,239 1,764,378 1,431,062 1,261,802 1,335,391 

*For a pictorial presentation of the figures of this table, see EXHIBIT D. 

TABLE IV 

THE PROPERTY TAX TREND, 1930-36 

COLLECTIONS* 

1930-31 1931-32 1932-33 1933-34 1934-35 1935-36 

Taxes Assessed ---- --------------- ------- ----$86,407 $88,280 $86,574 $73,464 $69,065 $72,167 
Taxes Collected ------------------------------ 82,234 80,953 71,822 52,064 47,340 54,125 
Taxes Delinquent ------------------ -- ------ 4,173 7,327 14,752 21,400 21,725 18,042 

*For a pictorial presentation of the figures of this table, see EXHIBIT E. 





INDEX 

Accounts 
depreciation, 60 
uncollectible, 33f 

Accounting 
accrual, 60 
control, 6.5 
cost, 59£ 
system, 41£, 59, 74 
treasury, 63 

Accrual aceounting, 60 
Administration 

accounting, 74 
duties of, 77 
financial responsibilities of, 73f 
function of, in budgeting, 25 
mental activity of, 72f 
organization of, 47 
personnel management in, 74 
scientific methods in public, 73 
systematized planning by, 74f 

Agricultural center, 23 
Allotments 

monthly, 52, 53 
tentative, 46f 

Amendments, 20 
Animosities, 73 
Annual 

audit, 6lf 
financial report, 70 

Appropriations 
by departments and funds, 54 
excess, 53 
ordinances, 39£ 
transfer of, 53f 

Assessment, Property, 62 
Attitude, Employee, 74 
Audit 

annual, 6lf 
internal, 61 
"outside," 6lf 
periodical, 61£ 
receipts and expenditures, 40£ 

Bailey, Stuart, 52nf 
Balancing expenditures and receipts, 

40 
Banking, Municipal, 63 
Bankruptcy, 49, 81 
Bar diagrams, 68 
Bidding, Competitive, 6.5 
Black-land district, 23 
Board budget, 24f, 26 
Bond issues, 49 
Bonded indebtedness, 16, 79 
Bonds 

market for, 79£ 
unsound, 8lf 

Borrowing programs, 39 
Budget 

amendments, 20 
exhibit, 70 
message, 19, 35, 75f 
summary, 20, 35, 75£ 
year, 29f 

Budget Law, Texas Uniform 
content of, l 7f 
date operative, 18 
extra requirements of, 35f 
ineffectiveness of, 21, 22 
on incorporated city, town, or vil

lage, 14 
passing of, 17 

Budget officer 
allows for uncollectibles, 34 
as council informant, 76 
balancing estimates, 34 
benefits by audit, 61 
compiling of estimates by, 3lf 
conferences with spending officials, 

32, 55 
cooperation with council, 27 
data used by, 47f, 50 
details worked out by, 27 
duties defined in law, 17f 
financial functions of, 5 7, 58 
mayor or manager as, 17, 26, 29 
message to council, 35 
monthly allotments by, 52 
selective powers of, 46 
supplementary requests to, 49 
tentative allotments by, 46 
transfer of appropriations by, 53f 
use of charts by, 68 
value of fund accounts to, 63 

Bureau chief, 74 
Bureau of Control and Accounts 

accounting, 59, 60 
auditing, 6lf 
control agency, 58f 

Bureau of Municipal Research, New 
York, 69 

Bureau of Taxation, 62 
Business enterprises, 81 
Business League, Young Men's, 69 
Calendar, Budget, 30£ 
Capital 

equipment, 60 
investment, 60 
outlay, 49 

Carroll, Lewis, 13 
Cash accounting, See Cost accounting 
Cash receipts, 43 
Cattle country, 23 
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Centralized purchasing, 65 
Chamber of Commerce, 69 
Charts in financial program, 67, 68, 69 
Chicago, 81 
Citizen, See Public. 
Citizen's Council, 69 
Citrus city, 23 
City Club, 69 
City Council 

adoption of budget by, 26 
amendments, 20 
approval of budget, 36, 38f; of 

transfers, 53f, 55 
benefits of audit to, 61; of illustra-

tive material to, 68 
budget as an aid to, 75f, 77 
conferences with budget officer, 55 
cooperation with executive, 27 
determining policy, 27, 29 
drafting budget, 24f, 26 
functions of, 26 
legislative policy determined by, 76 

Claims against city, 58f 
Coast city, 23 
Collection of funds, 62 
Commercial life, 81 
Commodity prices, 48 
Community activity, 15 
Competitive bidding, 65 
Compiling estimates, 3lf 
Composition of budget, 29ff, 37f, 43 
Compromise in budget recommenda-

tions, 31£ 
Comptroller 

city, 58, 59, 61, 64 
state, 18, 19, 20, 21, 33, 36, 37 

Concurrent interest, 79 
Conferences, Personal, 55 
Constant revenues, 50 
Contingencies, 35 
Contingency fund, 41, 53f, 54 
Control 

accounting, 65 
agency, 58f 
budget, 63 
device, 76, 77 
expenditure, 65 

Corporation of Nacogdoches, 13; 
Minutes of the, 13n 

Corporations, 16, 50f 
Cost accounting, 59f 
Costs, Labor, 48 
County clerk, 37 
Criticism, 46, 48 
Current 

expenditures, 49 
revenues, 40 

Curves, 68 
Custody of funds, 62£ 

Daily collections, 41 
Dallas, 37, 46, 52nf; Department of 

Finance of, 52nf 
Decline in size of budgets, 14 
Definition of budget, 14, 21 
Department heads 

contact with budget officer, 56 
function in budgeting, 25 
requests for funds , 46, 47 
supplementary requests by, 49f 

Department of Finance 
control and accounts, 59ff, 66 
Dallas, 52nf 
functions of, 66, 67 
organization of, 57, 58 
personnel, 65f, 66 
purchasing, 65, 66 
taxation, 62, 66 
treasury, 62ff, 66 

Departmentized city government, 32 
Depository for city, 63 
Depre.ciation accounts, 60 
Depression, 31, 49, 51 
Diagrams, Bar, 68, 69 
Director of finance, 57, 58 
Disbursement of funds , 59 
Dishonesty, 23, 24 
East Texas, 23 
Economies, 46 
Emergencies, 41, 49 
Employee attitude, 74 
Enforcing budget, 52 
Equipment, 49, 60 
Equity, 82 
Estimates, Expenditure and revenue 

balanced, 34 
based on work program, 32 
compiling, 3lf 
detailed, 35 
drafting utility, 51 
fluctuations affecting, 48f 
in ordinances, 38f 
itemized, 32f 
monthly, 52 
past budget, 47f 
personal conferences re, 55 
tentative allotments based on, 46f 
time for, 32 

Excess appropriations, 53 
Executive budget, 25, 26 
Executive head 

functions in budgeting, 25, 29 
responsibility in budgeting, 24 

See also Budget officer; Mayor 
Exhibit, Budget, 69 
Expenditure 

audit of, 40£ 
balancing, 40 
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comparison with revenue, 20 
control, 65 
current, 49 
forecasting of, 48, 50 
insufficient listing of, 42 
maximum, 41 
periodical reports on, 42f 
program, 14f, 47, 74 
trends, 32, 68 

See also Estimates, Expenditure 
and revenue 

Finance 
Director of, 57, 58 
history of municipal, 48 

See also Department of Finance 
Financial 

condition of city, 20 
data, 75 
functions of city, 67 
history, 32£ 
operation, 14 
policies, 81, 82. 
program, 54, 55, 67, 68, 74 
report, 42, 70 
situation, public informed as to, 77£ 
standing, 79£ 
statement, 20, 36 
transactions, statement of, 42 

Fire department, 51 
"First" estimate, 49 
Fiscal 

reporting, 7 4 
year, 29£ 

Flexibility of budget, 34f, 53, 54 
Florida, 81 
Fluctuating revenues, 50 
Fluctuations in costs and prices, 48 
Forbes, John, 13 
Forecasting, 48£, 50 
Funds, Disbursement of, 59 
Galveston, 37 
General 

Fund, 53 
ledgers, 59 
properties, 60 

Generalization in appropriation ordi-
nances, 39 

Graphs, 67, 68, 69 
Greed, 46 
Guarantee, Budget as, 79 
Haphazard financial policies, 81 
Health 

and welfare work, 72 
department, 51 
protection, 15 

Historical plan, Budget as, 47£ 
Home Rule, Municipal, 28 
Honesty, 23 
Illustrative materials, 67, 68, 69, 70 
Imagination, 74 

Impoverished cities, 81 
Incorporated towns, 23, 81, 82 
Indebtedness, Bonded, 79 
Informality in budgeting, 55f 
Information 

about budgeting, 22 
budget as source of, 77£ 

Ingenuity, 74 
Inspection of goods, 65 
Insurance, 61 
Interest 

in municipal affairs, 78 
rate, 79 

Internal audit, 61 
Inventories, 60f 
Itemization of expenditures, 32f, 39, 

48 
Labor costs, 48 
Layman, 67, 70, 78 
Ledgers, General, 59 
Legislative 

body, 24, 40 
budget, 24, 26 
duties, 77 
policy, 76, 77 

Legislature, Forty-second, 17 
Local finance, 82 
Long-time planning, 16, 80 
Manager, See Mayor 
Market, 65, 79{ 
Materials, Purchase of, 61 
Maximum expenditures, 41 
Mayor 

annual report of, 70 
as budget officer, 17, 26, 29 

Message, Budget, 19, 35, 75£ 
Methods in public administration, 73 
Metropolis, 23, 67 
Mimeographed budget, 37 
Mind development, 15 
Minute book of council, 39 
Minutes of the Corporation of Nacog

doches, 13n 
Monthly 

allotment, 52, 53 
expenditure program, 47 

Morale, 74 
Municipal 

accounting systems, 42 
activities, 15, 76 
banking, 63f 
corporations, 51 
election, 29, 30 
finance, 48, 65 
home rule, 28 
Research, New York Bureau of, 69 
securities, 81 
utilities, 50ff 

Nacogdoches, Minutes of the Corpora
tion of, 13, 13n 
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Nature of budget, 14ff 
New York Bureau of Municipal Re-

search, 69 
Nonpartisan organizations, 69, 70 
Oil fields, 23 
Operation of budget, 36, 40, 42, 63 
Ordinances 

appropriation, 39f 
based on budget, 76 
council, 38 
revenue, 39, 40 
sample, 54 
transfer of funds, 54 

Organizations, Nonpartisan, 69, 70 
Outlay, Capital, 49 
"Outside" audit, 6lf 
Padding requests, 46 
Periodical reports, 42 
Personal 

conferences, 55 
equation, 55f 

Personnel management, 65f, 74 
"Pie" charts, 68 
Plains city, 23 
Police department, 51, 79 
Policy 

budgeting, 26, 27 
legislative, 76, 77 

Political year, 29, 30 
Polls, 30 
Popular appeal of budget, 67ff 
Prices, Commodity, 48 
Printed budget, 36f 
Private 

business, 73 
citizens on council, 75 
corporations, 50f 

Program of work, 31 , 49, 74, 77, 78 
Property 

assessment, 62 
general, 60 
municipal, 60f 
real, 49 

Prophecy, Budget as, 48f 
Public 

benefits of audit to, 61 
effect of selection on, 45f 
groups in budgeting, 69 
hearing, 28, 36 
illustrative material for, 67£ 
interest in budget, 77ff 
reports, 69f 
role in budgeting, 27, 29 
seeking favors, 28 
utility, 50ff 
welfare, 15, 81 

Purchase of materials and supplies, 
61, 65 

Questionnaire in re 
accounting system, 59 

audit, 41 
budget message, 35 
centralized purchasing, 65 
city council, 27 
depreciation accounts, 60 
expenditure estimates, 32 
filing budgets, 19 
financial reports, 43 
inventory, 61 
monthly allotments, 52£ 
municipal banking, 63f 
organizations in budgeting, 64 
printing budget, 37 
public hearing, 28 
transfers, 54 
uncollectibles, 34 
utilities, 51£ 

Rate of interest, 79£ 
Ri-,al property, 49 
Receipts, 40, 42, 43 
Record keeping, 65 
Reductions, 46 
Reese, J. E., 13 
Refinements in budget practice, 43, 

44, 45ff 
Reform, Governmental, 73 
Reorganization of scientific methods, 

73 
Reporting system, Financial, 42 
Reports 

annual, 70 
periodical, 42 
public, 69f 

Reputation, State's, 81 
Requests for funds, 46, 49, 52 
Responsibility, Financial, 73f 
Revenue 

constant, 50 
current, 40 
fluctuating, 50 
forecasting of, 48 
ordinances, 39, 40 
past data on, 47f 
plan of, 74 
trend of, 32 

See also Estimates, Expenditure 
and r€1Venue 

Safety, 15 
Salaries, 74 
Sample ordinances, 54 
Savings, 53 
Saw-mill town, 23 
Scientific methods in public admin-

istraticm, 73 
Securities, Municipal, 81 
Security of tenure, 74 
Selection in budgeting, 45£ 
Services rendered, 74 
Shortage, 53 
Sinking fund administration, 64 
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Social development, 7Z 
"Splits," 52 
Standardization of goods, 65 
State 

advantage of budget system to, 28£, 
80f 

capitol, 20 
comptrnller, 18, 19, 20, 21, 33, 36, 

37 
Statute on municipal budgets, 28f 
Study of budget, 78 
Subsidiary aids to budgeting, 57ff 
Summary 

budget, 20, 35, 75f 
statement of financial transactions, 

42 
Supplementary requests, 49f 
Supplies, Purchase of, 61 
Systematized planning, 72 
Tax 

assessor, 62 
collector, 62 
dollar, 78 
monies, 34, 81 
programs, 39 
rate, 20, 79 

reduction, 79 
year, 29f 

Taxation, Bureau of, 62 
Taxpayer, 33, 70, 78, 81 
Tentative allotments, 46f 
Tenure, Security of, 74 
Texas Uniform Budget Law, 14, 17£, 

18, 35£, 21, 22 
Time element, 29f 
Transfer of appropriations, 53£ 
Treasurer, 63, 64 
Treasury Bureau, 62ff 
Trends, Expenditure, 68 
Truck-growing section, 23 
Uncollectible accounts, 33£ 
Urbanization, 80f 
Use of budget, 38ff, 43 
Utilities, Municipal, 50ff 
Visual aids, 68 
Welfare 

of citizens, 15, 81 
work, 72 

West Virginia, 81 
Window envelope, 64 
Work program, 31, 49, 74, 77, 78 
Young Men's Business League, 69 








