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To: Financial Affairs Committee 
 
From: John Ruggini, Finance Director 

Date: April 10, 2026 

Subject: Presentation of preliminary 2025 Financial Results 

 

A. Issue 
The Finance Department has finished closing the 2025 fiscal year and the preliminary and unaudited 
results are available for discussion. 
 
B. Background/Options 
At the close of each fiscal year, the Finance Department presents the preliminary financial results.  At this 
time, those results have not been audited.   The final audited financial statements are expected in June. 
 

General Fund 
The General Fund, ended the year with a $1,820,690 surplus which equates to 2.3% of total budgeted 
expenditures.  The tables below provide detail by expenditures and revenue categories.  In general, the 
$10,000,000 settlement with Froedtert caused significant revenue and expenditure variances and “static” 
in the year-end results that requires some explanation. 

General Fund Revenues 
In total, actual general fund revenues were 111.5% of the original budget, a surplus of $9.14 million.   
This is broken down by revenue category below.  The graph below uses a “stop-light” formatting to 
indicate which revenue categories exceeded the revised budget (green), were within 90% of budget 
(yellow) or were less than 90% (red).   Also included is a comparison to prior year actuals. 
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“Taxes” is not a category that typically varies from budget however “chargebacks” are considered a tax 
and made up 99% of the variance.   The chargebacks were revenue received from the other taxing 
jurisdiction for their share of the Froedtert settlement. 
 
Building permits drove the 23% revenue surplus in category 03 despite the value of building construction 
being down 37% year over year (Figure 2).  This is due to timing issues – the Medical College and Three 
Leaf projects construction value was counted in 2024 but the revenue was earned in 2025.   If you average 
the construction value over those 2 years, it equals $139 million which slightly below average ($146 
million).  As you can see from the graph below, the City is trending down in the value of building activity 
since 2015.  This will have impacts on future net new construction. 
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Shortfalls in Court Penalties drove the 9% deficit in Law and Ordinance Violation revenue.   We earned 
$349,462 of a budgeted $481,000 as we continue to feel the effects of past and current police vacancies.  
This was consistent with 2024.  Notably, Parking Violations exceed budget by 11.1% and was $42,327 
over last year, despite having parking checker vacancies in the fourth quarter. 
Federal and State Grant revenue surplus is for grants received that were not known at the time of the 
adopted budget and are offset by expenditures so they have no impact on the net surplus. 
 
 “09-Interest” was at 111.3% of budget with a $2.7 million surplus.  Approximately 23% of this total, 
$619,000, were real gains.  This surplus was driven by higher than budgeted interest rates.   The 2025 
budget assumed 125 basis points in cuts in the Fed Funds rate as compared to the actual 75 basis points. 
The City has held larger balances of liquid investment as it was anticipated that higher than usual 
cash balances would be needed to cover the Froedtert property tax settlement and increased 
cash financing later in the year. That, plus the lack of rate cuts contributed to the surplus 
earnings in the liquid portfolio 
 
The required mark-to-market adjustment increased the surplus by another $2.1 million.  As interest rates 
decrease, bond prices increase so the City’s portfolio now exceeds its par value by $1.3 million.  So long 
as the City holds its investments to maturity, which it has sufficient cash to do so, those paper gains will 
not be realized (just like our paper losses in 2022 and 2023 were not realized).  Due to the volatility of the 
mark-to-market adjustment made annually as of 12/31 and its non-cash nature, the City does not budget 
for it. 
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The chart below shows the historical changes in value due to the mark-to-market. 
 
 

 
 
 
Finally, transfers were short of budget by 10.2% however, there are mutiple moving pieces.  All things 
equal, revenues should be short by $4,000,000 (as would expenidtures) as a result of the Expenditure 
Restraint state aid contigency which is a budget-only figure.   However, $3.55 million was transferred 
from contigency to the Genearl Fund to cover the City’s portion of the Froedtert settlement.  So the only 
material impact on year-end surplus among the transfers was the $129,000 shortfall in the transfer from 
the Water Utility – this is a payment in lieu of taxes and the budget assumed a higher tax rate than actual. 
 

General Fund Expenditures 
In total, General Fund expenditures exceeded budget by $7.3 million, which represents a 9.2% variance of 
budget.   This large variance was driven by the Froedtert settlement as well as the Medical College 
property tax court judgement which will be discussed more below. 
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The City saw a 1% deficit in wages as overtime overages exceeded salary savings in both the police and 
fire departments.  Positively for the Fire Department, year-over-year overtime was down $158,824 and as 
can be seen in the graph below, the department was successful in managing the overtime by avoid 
summertime spikes as had occurred in prior years.  This was done primarily by proactively limiting 
overtime call-backs which did have an impact of staffing a fire apparatus with 3 instead of 4 firefighters 
more frequently. Overtime was driven by vacancies and paid time off.  The department ran a 5% vacancy 
rate in its union positions, the equivalent of 4.0 FTE.  However, vacation payouts limited the associated 
salary savings to offset overtime.  Offtime (sick and vacation) was also a significant overtime driver. 
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Police overtime was driven more largely by staffing shortages.  In fact 44% of total overtime was due to 
patrol and dispatch vacancies.  The table below produced by the police department below shows that shift 
shortage is due to vacant and inactive positions (primarily military and workers compensation leave) 
which peaked at 25% and remained elevated at year-end. 

 

 
 
The benefits category exceeded budget due to pension and social security costs being calculated as a 
percentage of pay.   
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“Operating Expenditures” greatly exceeded budget as the Froedtert settelment ($10.0 million) and the 
Medical College judgement ($2.1 million) were incurred in this category.  As described under 
“Revenues”, the Froedtert expenses was offset by chargeback and contigency revenue.  However, due to 
the timing of the Medical College judgement which was paid after Oct. 1, that chargeback revenue will 
not be received until February 2027 so accounting rules prohibited to recognizing it in 2025.  Were it not 
for these expenses, we would have realized a small surplus in this category. 
 
The surplus in “Other Expenes” was driven by a favorable timing issue in the police department budget 
related to the body worn camera and taser contract. 
 
“Interdept Charges” 10% surplus was driven nearly entirely byPublic Works operations and Engineering 
billing more time than budgeted towards capital projects (as opposed to their operating budgets).  This is a 
positive development and both departments should be commended. 
 
“Capital Improvements” surplus by $381,000, most of which are projects funded by the vehicle 
registration fee and will be completed in 2026. 
 
$4.0 million of the “Inter-Fund Transfers” surplus was offset by the revenue deficit related to the 
Expenditure Restraint Aid contigency.  The majority of the remainder was due to utilizing unbudgeted 
bond premium to pay for a portion of debt service which would have otherwise been paid for with 
property taxes. 

 
 

General Fund Balance 
The total General Fund Balance increased  $1,868,626, a 8.% increase.   
 
In total, the Unassigned Reserve is estimated at $15,140,000 which 
reflects 72 days of operating expenditures. The City’s policy is to 
maintain 60 days of operating expenses in reserve so the City is at 
118% of its benchmark; a surplus of  $2.3 million.   As the chart below 
shows, this continues an upward trend in % of unreserved fund balance. 
 
While $2.05 million of this increase is unrealized gains, it will be offset 
by yet-to-be recognized chargeback revenue of approximately $1.5 
million.  Taking into account these adjustements, the City has 69 days 
of reserves available. 
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