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Long Range Financial Planning in Context
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Case for Projecting Out 10, 20, 30+ Years

• All agencies have 1- or 2-year budgets
• Many forecast out a few years further (e.g., rate 

planning)
• Even with budgets/plans balanced, 

financial metrics could fall short of policy goals
o Debt levels (DSC, % debt funded capital)
o Rates (affordability metrics)
o Future capital investment capacity

• Longer range projections help steer agency 
in a sustainable direction

• Helps preserves flexibility in an uncertain world



Challenges with Long Range Projections

• Uncertainty increases the further out you 
go

• Highly sensitive to assumptions
• Models can easily get out-of-date if not 

maintained
• Spreadsheets can be complex, difficult to 

update
• Requires agency buy-in for projections to 

be useful



Communication Tool

• With agency buy-in, projections can become a tool for internal 
and external communication

• Presentations to
oManagement
oCapital plan committees
oCouncil / Board Members
oThe public
oEmployee groups

• Helps explain financial sustainability 
and trade-offs



Long Range Modeling at EBMUD

• For years we updated a 5 year rate model (while informally 
projecting out 10 years)

• Desire to better understand use of debt, future debt burden, 
longer-term rates, and capacity for future uncertainties

• Over last two years, internally modeling out 10, 20, and 50 years
• Results helped guide recent capital improvement development
• For FY26-FY27 budget, formally projecting 10 years
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Use of Debt in Financial Planning



Use of Debt in Financial Planning

• Many capital-intensive agencies have debt in their capital 
structure

• Financial planning is particularly 
important for agencies with debt
oSigning up for 30 years of fixed obligations

• Credit ratings must be monitored
oFuture financial metrics are important

• If debt is part of future capital, capacity 
to issue more debt must be maintained
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Capital spending that favors
some debt funding

• Consider the nature of the capital 
project
o Is it part of continual reinvestment, or a 

one-time generational project?

• Cash funding ongoing renewal work 
rather than issuing debt is a more 
sustainable approach
o The capital needs are annual
o Interest costs are avoided
o No reliance on capital markets (market 

access, interest rates, etc.)

• For once-in-a-generation project, 
debt funding may be appropriate

Cash funded (i.e. annual reinvestment)
Partially debt funded
(i.e. generational project)

Strategic Use of Debt in Capital Planning
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Debt Reduces Pressure in Early Years, but Can 
Lead to Increased Costs 

Lower annual expense 
and no remaining debt 
burden

Example for illustrative purposes only

Higher annual 
expense and debt 
remaining for another 
30 years
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• Interest payments on 
debt crowd out future 
capital spending

• More debt today may 
mean more debt 
tomorrow

• In this example 10-
year plan, every $1 of 
debt provides 77¢ of 
capital

More Debt Can Lead to More Debt

Example for illustrative purposes only



Modeling Debt in Excel

• Accurate debt sizing for a bond issue is complex 
(coupons, yields, COI, TIC)
o Specific software usually used by advisors and bankers

• However, simple Excel formulas can be used for 
long-term planning at a high level
o =pmt() for debt service payments
o =ipmt() and =ppmt() even better to track debt 

outstanding 

• Debt issue sizes are key inputs in EBMUD’s models
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Building a Financial Model



Approaches to Building Financial Models
• Many (likely most) models are 

built in Excel
• Third party software is also 

available
• There are many examples of both 

models built in-house and models 
built by consultants

• Ongoing support by consultants 
varies

• Frequency of updating the model 
varies

There is no one-size-fits-all



Build a Model for the Next You

• Common issues: 
oOnly one staff member can update model
oComplexity = Fragility
oVersion control! 
(“...vfinal_2a_final.xlsx”)

• Impractical to have many users, but 
model should outlast the creator

• Some Excel modeling best practices 
can help



Seek Out Excel Best Practices
Clear Calculations

Obvious where 
to find hardcoded

assumptions
Intuitive inputs

Intuitive Design Built in Error Checks

(with conditional formatting)



Excel Macros: Use with Caution

• Excel VBA macros can be powerful, 
but are risky
o Introduces hidden logic
o Hard to audit, test, troubleshoot
o Can break silently, particularly after 

a spreadsheet update

• Avoid macros if possible (just my opinion)
• But targeted application can be 

helpful
o Debt sizing
o PowerPoint Slide Generation

• AI tools like ChatGPT can assist with coding macros



Example: Automate Slide Generation

• At EBMUD, we were continually copying and pasting Excel charts into 
slides for different scenarios

• With help from ChatGPT, we wrote a macro to automate slide creation 
within Excel



Future Areas of Exploration at EBMUD

• Documenting our plans so they live on
• Standardizing approach to spreadsheets
• Enhancing version control
• Incorporating Python programming
• BI Tools
• Dashboards
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Questions?

Robert Hannay
Treasury Manager
robert.hannay@ebmud.com

mailto:robert.hannay@ebmud.com
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