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• Describe the budgetary impacts of  COVID-19 for Vermont.

• Identify the strengths and weaknesses of  the Federal 
response as it pertains to the Vermont budget.

• Explain budgetary lessons for the future.
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LEARNING OBJECTIVES



FY 20 Budget As Passed (June 2019) Before Budget Adjustments 
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General Fund
$1,669.5 - 23%

Education Fund
$1,800.3 - 25%

Transportation Fund 
$299.3 - 4%

Special Funds
$390.0 - 6%

Federal Funds
$3,034.8 - 42%

FY 2021 APPROPRIATIONS AS PASSED (UNDUPLICATED)
$7.2 Billion ALL FUNDS

Property tax
$1.14 billon

Sales tax & other
rev =$585 million 



OVERVIEW

This presentation will focus on:

• The pandemic and State and local funding from CARES
- Amount 
- Context 
- Questions

• Building the Budget for FY 2022
- Revenue picture 
- Spending picture 
- The solutions

• Future Issues 
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THE CARES STATE AND LOCAL FUNDING

Vermont has received a lot of  CARES funding:

• Vermont has just under .2% of  the total U.S. population (U.S. 
population is approximately 331 million).

• Based on Vermont’s population, our share of  CARES funds 
would have been just under $300 million. Vermont received 
$1.25 billion – more than 4 times our population-based share.

• Per capita – Vermont received just over $2,000.
- NY and CA received $387; Texas received $389.  
- New Jersey received $390 and issued debt to meet costs. 
- With 21 states receiving the minimum, the remaining states’ average were less.  Other states 

face very different spending issues. 
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FURTHER CHANGE IN FUNDING
AND RULES ARE LIKELY

• Vermont remains well positioned in this Congress.

• The rules and money are subject to change.

• The rules impacting existing funds and the level of  funds 
could change dramatically in the near future...days, weeks, 
months?

• This makes decisions about spending, evaluation, and 
program design all open for debate. 
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FIVE IMPACTS THE PANDEMIC HAS
HAD ON THE STATE’S FINANCES

1. Imposed immediate direct financial pressures.
2. Created State and local revenue shortfalls.
3. Weakened State institutions and exacerbated liabilities and 

areas of  underfunding.
4. Required adjusting to a new world–planning, strategic 

support, and redesign of  institutions and services has been 
critical.

5. Imposed substantial cost in terms of  the time spent on 
fitting resources into needs and assessing appropriateness.
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PARAMETERS DETERMINING THE
USE OF CARES FUNDS

1. Are necessary expenditures incurred due to the public 
health emergency with respect to the Coronavirus 
Disease 2019 (COVID–19);

2. Were funds not accounted for in the budget most 
recently approved as of  March 27, 2020 (the date of  
enactment of  the CARES Act) for the State or 
government; and

3. Were costs incurred during the period that begins on 
March 1, 2020 and ends on December 30, 2020?

• Much subsequent guidance was issued
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LINKS FOR MORE INFORMATION –
GUIDANCE IS REGULARLY UPDATED

September 21, Coronavirus Relief  Fund. Reporting and Record Retention 
Requirements:  
https://www.oversight.gov/sites/default/files/oig-reports/OIG-CA-20-027.pdf

September 2, 2020 Guidance:  
https://home.treasury.gov/system/files/136/Coronavirus-Relief-Fund-Guidance-for-
State-Territorial-Local-and-Tribal-Governments.pdf

September 2, FAQ’s:
https://home.treasury.gov/system/files/136/Coronavirus-Relief-Fund-Frequently-
Asked-Questions.pdf

Reporting and record keeping:
https://ljfo.vermont.gov/assets/Subjects/Congressional-and-Federal-
Resources/0a54d2444a/Treasury-Office-of-Inspector-General-Coronavirus-Relief-
Fund-Recipient-Reporting-and-Record-Keeping-Requirements-OIG-CA-20-021-
003.pdf
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WHERE DOES THIS LEAVE VERMONT? 
• Do we strictly follow rules that we expect to change, possibly 

limiting effective use of  the funds?

• Do we take risks that may require paybacks? 

• Does the nature of  the evaluation process impact spending; 
impact effective use?  Eventual paybacks?

• The Legislature and the Administration have identified areas 
where risks are worth taking, including housing, broadband, and 
others. 

• As indicated above, considering the amount of  money involved in 
Vermont, these choices are real and may have large impacts. 
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DEVELOPMENT OF THE FY 2022 BUDGET

Current revenue forecasts, less expenditure projections, indicate 
an unmet budget pressure for FY 2022 of  $200 million, or more. 

• The General Fund (GF) forecast for FY 2022 is roughly 
$95 million over FY 2021.

• FY 2021 relied on nonrecurring revenue.  To fund the 
same level of  expenditures in FY 2022 would require $41 
million more revenue than is currently projected.

• FY 2022 ongoing and one time expenditure pressures are 
$160–$185 million. 
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HOW DOES A $200M +/-
PRESSURE GET SOLVED?

• Budget instructions to departments and agencies requiring level 
funding?

• The temporary higher pandemic Federal Medicaid match (FMAP) 
continues? $23 million per quarter.

• Remaining $: 
- A revenue upgrade (we are tracking well)?
- Further savings from the CRF funds resulting in more reversions or other 

offsets?
- Use of  full reserves? Stabilization Reserve (80), Rainy Day Funds (32) 

Caseload Reserves (96).
- Further federal relief ? 
- Other?
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THE LONG TERM: ISSUES IN VERMONT
AND GOVERNMENTAL DESIGN

• The pandemic may permanently change how we function.
- What will service delivery look like moving forward?
- What will space needs be? 

- Less due to remote work? More due to social distancing?
- How does it impact Vermont institutions? 

- Higher Ed, Health Care, Human Services, PreK–12 Education?
- How does Vermont plan for this type of  disruption?
- How will it impact Vermont’s economy and social structure?

• The work we do is couched in these questions–flexibility and 
redesign will be part of  our lives.
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OTHER RESOURCES

Vermont COVID-19  Relief  Tracker and Spending Summary:
https://ljfo.vermont.gov/subjects/covid-19-
documents/coronavirus-relief-fund-allocation-trackerJFO

General COVID-19 Relief  Documents:
https://ljfo.vermont.gov/subjects/covid-19-documents

FY 2021 Budget Documents: 
https://ljfo.vermont.gov/subjects/appropriations-and-
budget/fy-2021
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QUESTIONS?

Thank you 
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Programmatic and Performance Measure Budgeting

October 8, 2020



LEARNING OBJECTIVES

 Describe Programmatic and Performance Measure Budgeting

 Identify programs and associated performance measures

 Identify how to assess programmatic success

2



CONTENT BREAKDOWN
 Where Does Performance Management Fit

 Programmatic Performance, Costs and the Budget

 Development Team

 Performance Measures

 Performance Measure Exercise

 Key Takeaways
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WERE DOES PERFORMANCE 
MANAGEMENT FIT?
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OUTCOME-BASED BUDGETING

• Performance Management (CI) 
answers: How much did we do; 
How well did we do it; and Is 
anyone is better off?

• Linking the budget and actual 
costs to the Programs and 
Service Domains we measure, 
answers what the value 
proposition is - per client or per 
type of service. 

• Example: Do we spend the same 
% of budget on Housing 
Services, as other states for 
similar results?  If not – how 
might we improve our results 
and right-size our investment?

• Allow for data-driven decision 
making and improved results. 
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• Develop a new budget and accounting construct configured to support 
performance management; 

• Align strategic outcomes with budget & spending, use indicators for 
accountability; use performance measures to evaluate programs. 

• Break down silos. 
• Provide data enabling us to target underperforming programs, revise policies, 

make investments, track costs and determine cost/benefit of the results. 
• Enable transparency, accountability, data-driven decisions making.

NEW BUDGET CONSTRUCT
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PROGRAMS, COSTS AND BUDGET
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FRAMEWORK 
ADOPTED

SERVICE DOMAINS: Areas of service (big 
buckets) for which your agency or department 
is responsible (What services do we provide?) 
Currently have 46 – we will consolidate.

PROGRAMS:  How your management or 
department manages the delivery of service –
with specific criteria (Core or Support?)
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Relationship and 
types of costs within 
Core and Support 
Programs.



CORE & SUPPORT PROGRAMS CHARACTERISTICS
CORE PROGRAM:
o Mandate; authority; 
o mission; client population
o clients external to SOV
o rules and criteria; program staff
o creates measurable 
work explained by performance measures
o serve a distinct function
o significant risks if the work is not 

performed
o service or activity shares a common 

outcome with another service or 
activity

SUPPORT PROGRAM:
o program’s clients internal to SOV
o program staff
o program’s staff serve multiple Core 

programs
o program’s staff supervised and 

managed within the Program?
o significant portion of the revenue for 

the program come from other 
Programs

o program serves a distinct function 
o work explained by performance 

measures
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DEVELOPMENT TEAM STRUCTURE
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WHICH PERFORMANCE 
MEASURES ARE THE BEST?
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Measuring Performance
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EXERCISE: PICK THE BEST 
MEASURES
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P R O G R A M :  H O U S I N G  P R O G R A M
C L I E N T S :  FA M I L I E S  W I T H  AT  L E A S T  
O N E  C H I L D  W H O  A R E  H O M E L E S S

Performance Measures:
1. # of families who enrolled with an open Family Services – Child 

Protection case
2. % of families who signed up for an individual savings plan
3. % of families who transition into permanent housing after 6 

months
4. % of families whose wages increase after 6 months
5. % of families whose Family Services – Child Protection case closes 

during engagement with the program
6. # of employer relationships
7. % of families whose savings increased after 6 months
8. % of families who signed up to learn about individual savings plans
9. % of families who secure employment after 3 months
10. # of families enrolled in the program
11. % of employers participating in on-the-job-trainings
12. % of staff who report that their caseloads are manageable 
13. % of families who report the case management helped them meet 

their needs
14. # of children enrolled
15. # of families who enrolled with an open Family Services – Child 

Protection case
16. % of families who achieved one or more goals in their case plan

Purpose: 
Support families to secure housing and transition 
into permanent housing over time, and strengthen 
the factors that support stable housing, including 
employment stability, financial stability, child safety, 
and family health and wellness

What we do: 
• Intensive case management. Every family has a 

case manager and a case plan to set goals to 
guide their work, and regular meetings (twice a 
week) to follow-up on how things are going.

• Coordinate services. Case managers support 
families by referring families to different services 
and supports that will help them meet their 
needs, including:
o Employment stability
o Financial stability
o Child safety
o Family health and wellness 
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P R O G R A M :  H U N T E R  E D U C A T I O N  P R O G R A M
C L I E N T S :  I N D I V I D U A L S  W H O  W I S H  T O  S E C U R E  
A  H U N T I N G  L I C E N S E  O F  A N Y  K I N D  I N  O R D E R  T O  
H U N T

Performance Measures:
1. # of people registered for general hunter education
2. % of volunteer instructors who report enjoying their experience leading courses
3. # of people registered for bowhunter education
4. % of attendees that graduated with their hunter safety card
5. % of people registered who attend all courses 
6. # of people registered for hunter education courses by gender, race, and age
7. % of attendees who reported that the course effectively taught them about safe 

and responsible hunting
8. Cost per course spent by the Department against budgeted cost
9. % of hunting regulation violators who received their hunter education course in 

the last year
10. # of people registered for trapper education
11. % of attendees that graduated with their hunter safety card who applied for a 

hunting license that season
12. % of volunteer instructors who report they had the information and training 

they needed to deliver a high-quality course
13. % of volunteer instructors who return for more than one year of instructing
14. % of attendees who report that they would recommend the hunter education 

course to a friend
15. # of volunteer instructors 
16. # of staff supporting volunteer instructors 

Purpose: All first-time hunting license holders 
must complete a hunter education course 
specific to the type of license they wish to buy. 
The hunter education courses are led by 
volunteers and cover a range of topics relative 
to safe and responsible hunting.

What we do: 
• Train and manage volunteer instructors in 

updated regulations and best practice
• Hunter Education Courses

o General Hunter Education
o Bowhunter Education
o Trapper Education

• Administer hunter education cards so that 
individuals can register for a license 
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P R O G R A M :  C O N T R A C T S  &  G R A N T S  U N I T
C L I E N T S :  P R O G R A M / G R A N T  M A N A G E R S ,  
F I N A N C E ,  
C O N T R A C T O R S / V E N D O R S / P R O V I D E R S

Purpose: 
The Contracts/Grants unit is responsible for 
supporting the drafting, routing for all 
signatures, execution, and financial management 
of contracts and grants for the Department. The 
Unit strives to ensure quality drafts and process 
in alignment with Bulletin 3.5 and 5 that meet 
the needs of the program and grant managers 
acquiring or managing the services to be 
delivered by an external provider.

What we do: 
• Intake requests for contracts and grants
• Manage compliance with Bulletin 3.5 and 5
• Support quality drafts to benefit the business
• Ensure timely execution of contracts
• Manage all financial transactions through 

closeout

Performance Measures:
1. # of contracts requested per quarter
2. % of grants executed within 1 month
3. % of IT contracts executed within 4 months
4. % of contracts or grants sent back to the Contracts/Grants unit for drafting 

edits during the routing for signature phase 
5. # of grants requested per quarter
6. % of program staff who report that the contract and grant execution 

process meets their needs
7. % of staff in the Contracts/Grants unit who are trained to draft contract and 

grant language 
8. % of staff in the Contracts/Grants unit who feel that they are trained 

adequately to execute their responsibilities well
9. % of program staff who report understanding the contract and grant 

execution process
10. # of different contractors/vendors/providers
11. % of contractors/vendors/providers who report understanding the contract 

and grant execution process
12. % of time spent executing contracts in the routing for signature phase 
13. % of time spent executing contracts in the drafting phase
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KEY TAKEAWAYS
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KEY TAKEAWAYS

• Performance Management aligns with and is as important as the 
Strategic Plan and Budget

• Making the transition to these methods and tools is not difficult but can 
take time.

• Expect pushback – this is not about RIF or cost cuts – it’s about 
maximizing resources 

• Better outcomes and results and better use of limited resources
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THANK YOU!

Susan Zeller
Chief Performance Officer
Agency of Administration
Susan.Zeller@Vermont.gov
(802) 272-3950
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Financial Analysis in Excel – Building a Strong Foundation

October 8, 2020



LEARNING OBJECTIVES

 Recognize the importance of, and how to use, 
tables and structured referencing

 Identify how to apply Pivot Tables, Pivot 
Charts and Slicers to Excel files



CONTENT BREAKDOWN

 Common Data Structures and A1 Notation
 Overview
 Examples
 Limits and Pitfalls

 Table Data (Flat Data) and Structured Referencing
 Overview
 Examples
 Benefits

 Pivot Tables and Charts
 Overview
 Examples
 Benefits



COMMON DATA STRUCTURES 
AND A1 NOTATION



Common Data 
Structures

• Columns 
representing 
observations

• Subtotals breaking 
up the data

• Mixed data types 

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Common Data 
Structures

• Data stacked 
vertically

• End result at the 
bottom

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



A1 Notation

• References to 
specific cells using 
column letters and 
row numbers

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



A1 Notation

• References to 
specific sheets 
within the 
workbook

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Limits and Pitfalls

• Not always easy to 
know when a cell 
is not being added

• Inserting 
additional rows 
can throw off 
calculations

• Limits further 
analysis

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Limits and Pitfalls

• Difficult to 
understand what 
data is actually 
being used from 
off sheet references

• Relies on manual 
updates to 
formulas

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



TABLE DATA (FLAT DATA) AND 
STRUCTURED REFERENCING



Table Data

• Every cell has a 
value

• Each column is 
distinct in purpose 
and type

• Formatted as a 
table (Ctrl+T) and 
given a name

• No subtotals

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Watch for Table Data Impostors!



Table Benefits

• Auto sort and filter

• Visible headers

• Auto subtotals

• Styling

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Table Benefits

• Data extension

• Form entry

• Structured referencing

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Structured Referencing

A special way to write formulas that references tables and specifiers instead of 
cells

Syntax = TableName[Specifier]

Specifiers
• ColumnName Column without headers or totals
• #All Headers, data and totals
• #Data Just data rows
• #Headers Just headers
• #Totals Just totals
• #This Row or @ Current row



Structured Referencing

* The data shown above is for demonstration purposes only and does 
not reflect actual amounts



Structured Referencing Benefits

• Assuming good column naming conventions, you 
know exactly what data is being used in your 
calculations

• Ensures that all data is included

• Can be used to write more powerful formulas in 
combination with dynamic arrays

• Is necessary for more advanced Excel functions 
(i.e. DAX and Power Query)



PIVOT TABLES AND CHARTS



Pivot Tables and Pivot Charts

• A table or visual that provides basic statistics and aggregations from a 
more extensive table

• Used to automatically organize or group data and calculate things like 
sums, averages, mins, maxs, counts, etc.

• Transforms columns into rows and rows into columns



Source Data



Summarized by a Pivot Table



Summarized by a Pivot Table



Visualized by a Pivot Chart



Visualized by a Pivot Chart and Filtered by a Slicer



Pivot Table and Pivot Chart Benefits

• Can automate simple data processing tasks

• Provides flexibility to look at data through different lenses

• Can quickly generate ad hoc reports

• Can be formatted in many different ways

• Can be linked together through slicers



KEY TAKEAWAYS



KEY TAKEAWAYS

• There are many benefits to using tables, structured referencing and pivot tables 
and charts and you should use them whenever possible

• Making the transition to these methods and tools is not difficult but can take 
time, do it anyway because it will save you time on the backend

• Understanding these foundational concepts are important for using more 
advanced Excel functions

• Always try to put data in a format that can be easily reported on and don’t mix 
data fields (i.e. text and numbers) and purposes (collection versus reporting) if 
you can help it



THANK YOU!

Justin Kenney
Director of Continuous Improvement and Planning
Agency of Administration
Justin.Kenney@Vermont.gov
(802) 461-6259
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