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Tarrant  Regional  Water  District  
Fiscal Year 2027  

General Fund Budget 





 

Introduction 

TRWD’s purpose is to enrich communities and improve quality of life through water supply, 
flood control, and recreation. We are focused on “doing the right thing, the right way, no 
matter what.”  

There are several drivers to the Fiscal Year 2027 General Fund budget, which is the source 
of funds to build and maintain a flood protection and recreation system that directly or 
indirectly benefits more than a million people in Fort Worth. 

1. Maintain the existing flood protection system 

2. Partnership with the U.S. Army Corps of Engineers (USACE) to continue 
construction of the Central City Flood Control Project 

3. Construction of the Panther Island Canals 

4. Progress on Panther Island Development 

5. Additional recreation opportunities for the public 

General Fund Budget Overview 
The District’s annual General Fund budget is comprised of multiple funds and is the 
culmination and combination of several efforts: 

• The District’s 2023-2026 Strategic Plan was adopted by the Board of Directors to 
align the Board and staff on priorities.  
 

• The Recreation Master Plan was finalized in January 2025 to define the district's 
unique role in the recreation landscape. 
 

• Central City Flood Control Project capital improvement plans are updated each 
year.  
 

• Panther Island canals and real estate plans are likewise refined each year. 
 

• Other District plans such as safety plans, facilities planning, cybersecurity plans, 
etc. are also created or updated each year.  
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• Each September the Board of Directors adopts an annual budget for the upcoming 
fiscal year beginning October 1. 

 
The General Fund is the source of funds to build and maintain a flood protection and 
recreation system that directly or indirectly benefits more than a million people in Fort 
Worth. The annual General Fund budget primarily funds operations and maintenance of the 
flood control and recreation systems. It also includes some capital projects for recreation.  

The Governmental Contingency Fund includes expenditures for special projects (Panther 
Island and Central City Flood Control Project) and for the debt service and revenues 
derived from the Tax Increment Financing used to pay the general obligation bonds issued 
for the Central City Flood Control Project.  

The General Fund is 100% tax funded. Revenues received from recreation, oil and gas 
leases, interest, and other sources (leases, permits, etc.) are directed to the Governmental 
Contingency Fund.  

Currently there is a $28M reserve in the General Fund, consisting of: 

• General Reserve of 25% of the annual operating expenses ($8M in Fiscal Year 2027) 
• Debt Service Reserve ($10M) 
• Variable Revenue Reserve ($10M) 

 

Proposed FY27 General Fund Budget           

Expenditures FY25 Actuals  
FY26 Budget 

Approved  
FY27 Budget 

Proposed 
Operating Expenditures  $        22,791,910    $        25,888,045    $        29,157,644  
System Improvements & Capital               3,045,917                 3,231,510                 3,839,580  
Subtotal Expenditures  $        25,837,827     $        29,119,555     $        32,997,224  
      
Capital Reserves  $          4,847,169    $          2,880,445    $               242,776  
Total General Fund Expenditures  $        30,684,996     $        32,000,000     $        33,240,000  
      

Revenues       
Taxes  $        30,684,996    $        32,000,000    $        33,240,000  
Total Revenues  $        30,684,996     $        32,000,000     $        33,240,000  
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The figure below shows the TRWD taxing (or voting) boundaries. The second figure shows 
the flood protection system that is funded by the General Fund.  
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Governmental Contingency Fund 
The Governmental Contingency Fund is a subset of the General Fund. Revenues derive 
from income sources such as oil and gas leases, interest income, land leases, fees, and 
recreation income. In 2024, the Board of Directors decided that recreation revenues should 
be directed to the Governmental Contingency Fund. Oil and gas royalties are directed to 
the Governmental Contingency Fund because they are derived on assets (e.g. reservoirs) 
that were originally built using general obligation debt paid for with tax revenues.  

These funds are needed for two types of expenditures: Special Projects and Capital 
Projects. Special Project expenditures are generally large projects that could not be 
accomplished in an annual operating budget and can span multiple years. Currently, these 
large projects include: 

• Non-Federal Partner (local) Cash Match. The Central City Flood Control Project is 
authorized as a 65% federal / 35% local funding split. The 35% local funding can be 
accomplished with up to 30% in local investments (e.g. utility relocations, land 
purchases) and at least 5% cash.  

• TRWD invests in a program management team to manage the local share of the 
project: utility relocations, land acquisition, environmental cleanup, and 
coordination with the USACE. Central City Flood Control Project Betterments. These 
are project elements that go beyond the scope necessary to achieve the federally 
authorized flood risk reduction and ecosystem restoration purposes, and instead 
provide additional local benefit, enhanced performance, or expanded functionality. 

• Stormwater canals on Panther Island 
• Commercial real estate costs related to sale of land surplus to construction on 

Panther Island.  
• A $350,000 annual repayment to the North Central Texas Council of Governments 

for a 10-year loan used to fill a funding gap on Texas Department of Transportation 
constructed bridges over the future bypass channel.  

The capital projects category currently includes costs for the local portion (i.e. non-federal) 
of the Central City Flood Control Project. This category currently includes: 

• Debt service for repayment of bonds used to complete local responsibilities such 
as utility relocations, land acquisitions and relocations.  

• Tax Increment Financing District #9 revenues held for future debt service payments.  
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Fiscal Year 2027 General Fund and Governmental 
Contingency Fund 
Because of significant ongoing investments in TRWD’s flood control and recreation 
infrastructure, staff has consistently forecasted increases in our expenditures. However, 
the District has been able to lower or maintain our tax rate every year since 2020 due to 
several factors: 

1. Federal regulations caused a one-year delay on the Central City Flood Control 
Project’s North Bypass Channel, which impacted the timing of our staffing increases 
and other support services.  
 

2. The District has budgeted for capital reserves each year, which are moved to the 
Governmental Contingency Fund. In 2027, we are shifting into a heavy delivery 
phase in which we invest that money in infrastructure, specifically the canals and 
park on Panther Island. 
 

3. Staff has focused on narrowing the differential between budget and year-end 
actuals in the General Fund, especially in employee-related expenditures.  

However, the District is now beginning the heavy delivery period of several initiatives. The 
strategic drivers to the Fiscal Year 2027 budget are described below.  

Driver 1: Maintain the existing flood protection system 
The District owns, maintains and operates a 27-mile levee system with 2 reservoirs that 
directly protect close to 1,000 businesses, 7,200 homes, and indirectly protect over a 
million people throughout our community.  

The annual General Fund operating budget includes: 

1. System Improvements and Capital: consisting of shorter-term projects that 
enhance and rehabilitate the current system and capital needed to support that 
system (such as heavy equipment, fleet, etc.). 

2. Operating expenditures to operate and maintain the system already in place.  
3. Planned Capital Reserves. 

System improvements and capital in Fiscal Year 2027 includes improvements to the Trinity 
Trails and other recreation assets, purchases of capital equipment like pickup trucks and 
heavy equipment, and repairs to portions of the flood protection system. 
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The federal floodway was built primarily in the 1950’s. The Fiscal Year 2027 budget funds 
maintenance of this flood protection system. 

• Facilities and grounds maintenance, which includes mowing, slope repairs, 
maintenance of TRWD facilities, and hundreds of other maintenance tasks along 
the system. 

• Equipment and fleet maintenance 
• Recreation system maintenance, including the Trinity Trails and its trailheads, Twin 

Points Park, Airfield Falls, and other recreation assets. 
• Cost sharing for stream gauging stations owned by the United States Geologic 

Survey (USGS) and some owned and operated by TRWD. 

Public outreach and environmental stewardship are also important to TRWD. As owner and 
operator of the Fort Worth floodway, protecting the Trinity River water quality is a top 
priority. Public understanding of the flood protection system, the river as an asset to the 
community, and the river’s water quality are accomplished through investments in several 
events: 

• Fort Worth’s Fourth 
• Trash Bash 
• Flyfest and Trout Stockings 
• Mayfest 
• Other community sponsorships and public outreach efforts 

The District also supports the broader community by participating in several Tax Increment 
Financing Districts.  

Support services are approximately 68% of the General Fund budget. The largest portion of 
this cost is the District’s investment in its people. Employee related expenses are explained 
in a subsequent section below. Support services also include budget for: 

• Property tax collection (roughly $1 million) 
• Professional services: legal fees, audit fees, and consulting fees for items such as 

engineering, legislative, information technology, and financial services.  
• Administrative support, which includes utilities, insurance, memberships, etc.  
• Information technology costs  

As mentioned previously, as part of the annual budgeting process, the District looks at 
future cash needs over the next 10-15 years, considering large projects that could not be 
accomplished in an annual operating budget. In Fiscal Year 2026, the District budgeted 
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approximately $2.9 million in capital reserves, which are directed to the Governmental 
Contingency Fund. These funds pay for: 

• Canals on Panther Island 
• Betterments to the Central City Flood Control Project 
• TRWD’s required cash match to USACE for the Central City Flood Control Project.  

Annually budgeted capital reserves will be insufficient for these expenses. The balance will 
be met through a combination of land sales, stormwater fees, oil and gas royalties, and 
miscellaneous revenues (leases, permits, equipment sales).  

Driver 2: Partnership with USACE to continue construction of the Central 
City Flood Control Project 
The Central City Flood Control Project is under construction. It is a US Army Corps of 
Engineers (USACE) flood risk management, aquatic ecosystem restoration and recreation 
project that is in the design and construction phases for various project elements. TRWD is 
the non-federal (local), cost-sharing sponsor. The project includes the following features: 

• Valley storage sites 
• Bypass Channel (split into North and South for design and construction purposes) 
• Flood isolation gates 
• Vehicle, pedestrian and maintenance bridges that also provide flood control 

benefits 
• Interior water feature 
• Marine Creek dam, lock and channel expansion 
• Samuels Avenue dam 
• Stormwater pump station  
• Aquatic ecosystem restoration features in Rockwood Park and Gateway Oxbow 

valley storage sites 
• Recreation (trails, boat launches, moorings, open space, pocket parks, water 

features) 
• Mitigation for aquatic resources 

The USACE requested bids from contractors in 2025 to begin construction on Bypass 
Channel North. However, due to federal regulations regarding project labor agreements, 
the bid solicitation was delayed. USACE now plans to award a construction contract in Fall 
of 2026 and they anticipate construction will begin in the first quarter of 2027. TRWD will 
work directly with USACE to manage construction, and TRWD will own, operate and 
maintain the system once built.  
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TRWD invests in a program management team to manage the local share of the project: 
utility relocations, land acquisition, environmental cleanup, and coordination with the 
USACE. Beyond the dedicated program management team, the project requires significant 
resources from staff in the executive, engineering, operations, finance, purchasing, human 
resources, facilities, information technology, and other teams.  
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Driver 3: Construction of the Panther Island Canals 
The Panther Island canal system 
is separate and distinct from the 
USACE Bypass Channel. The 
canals are locally funded, built, 
owned and operated without 
federal funding. They are multi-
benefit elements that will provide 
flood protection, stormwater 
management, recreation, and 
economic development benefits.  

TRWD is moving into the 
construction phase of a major 
portion of the canals and a new 
park. Design is complete on a 
significant length of Canal C and 
Canal D and construction on 
these elements and a park at the 
confluence of Canals C and D will 
begin in Fall of 2026. Excavation 
on these canal sections has 
already begun in partnership with 
Tarrant County. This new phase of 
canal and park development 
requires additional resources 
from the Central City Flood 
Control Project program management team, engineering, operations, finance, purchasing, 
and other District teams.  

Driver 4: Progress on Panther Island Development 
TRWD plans to sell all land on Panther Island that is surplus to construction needs. In 2026, 
TRWD hired U3 Advisors to sell a portion of that land. Through that process, we learned that 
many developers are looking for additional progress on the Central City Flood Control 
Project, Panther Island Canals, and incentive structures prior to making investments.  

Significant progress has been made on Panther Island. In late 2026 and early 2027, Panther 
Island Canals, Bypass Channel North, and a large park at the confluence of Canals C and D 
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will be under construction. The City of Fort Worth also established a Public Improvement 
District on the island, providing funds for activation, marketing, beautification, and other 
activities. TRWD has hired a public relations firm to improve communications with 
potential developers or land purchasers. SECO, an existing landowner on the island, 
recently signed a development incentive agreement with the City of Fort Worth, paving the 
way for the start of construction on their development. 

This progress will lead the District to reactivate U3 Advisors in the coming year to sell a 
portion of its land holdings.  

Driver 5: Additional recreation opportunities for the public 
TRWD’s recreation system began as levee maintenance roads and grew into a system of 
over 75 miles of Trinity Trails. In partnership with other communities, the Trinity Trails is a 
100+ mile unified system with 34 trailheads connecting 31 neighborhoods and 21 city 
parks. Demand for the Trinity Trails and other District recreation assets (e.g. Twin Points 
Park, Airfield Falls) continues to grow. In response, we are investing in trail lighting, 
additional trash collection devices, trail signage and striping, and enhanced maintenance.  

Employee Related Expenses 
The Employee Related budget includes salaries and taxes, health insurance, retirement 
contributions, and other employee-related expenditures. There are three drivers 
influencing the budget increase. First, actual employee-related expenditures were 8% less 
than budget in Fiscal Year 2025. To close that gap, the employee-related expenditures 
budget in 2026 was decreased by 2% while still planning for merit increases, vacancy fill, 
and a small number of added positions. It is now clear that was too aggressive, especially 
as hiring improved and vacancies were filled more successfully than anticipated.  

Second, employee-related costs continue to be affected by benefit cost escalation, 
particularly health insurance. Those costs compound across the existing workforce and 
new positions. 

Third, the District is continuing to invest in TRWD’s flood control and recreation 
infrastructure, resulting in an increase in operations, maintenance, and master plan 
implementation activities. This is driving the need for personnel to keep up with the 
additional workload. 

The proposed Fiscal Year 2027 General Fund  includes increases that generally fall into 
these areas: 
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• Construction inspectors to support active capital projects and who can later 
transition into an operational role as assets are placed into service. 

• Operations and maintenance personnel needed to maintain floodway and 
recreation infrastructure. 

• Finance and procurement staff needed to support the added volume and 
complexity of contracts, purchasing, and financial administration. 

• Engineering staff needed to support the capital project workload.  

• Facilities maintenance staff needed to support both aging facilities and new 
facilities being added to the system. 

Cost Saving Measures 
In light of the 2027 increase in employee related expenditures, we are delaying additions to 
staff on the information technology, physical security, and facilities teams. Though we are 
deferring some maintenance and lifecycle projects, management believes we can maintain 
operational coverage in 2027 with a manageable level of risk.  

In addition, the District continues to review where work should be contracted rather than 
staffed internally. Because of our sustained growth, the analysis shows internal staffing is 
more cost-effective and lower risk over the short and long term. For example, District staff 
monitor and operate the reservoirs and floodway system. The computer modeling and 
flood planning are largely done in-house by the same staff that respond during flood 
conditions. In-house expertise saves money and builds the expertise needed during 
emergencies. The District’s flood modeling experts also contribute to the flood planning 
and policy discussions within our region and state. This positions the District as an industry 
leader and a trustworthy partner to funding agencies.  

The District also has a robust internal asset management program on the dams, levees, 
and appurtenances that make up the flood control system. Consistent monitoring and 
evaluations by internal staff extend the life of our assets and ensure maintenance is 
completed on time and at the correct frequency.  

Enterprise Resource Planning Modernization 
An Enterprise Resource Planning (ERP) system is a business management software used to 
manage daily processes like accounting, procurement, and human resources. For many 
years, the District used Lawson and Maximo (for asset management) as its ERP systems. In 
2024, the District launched a modernization of its accounting, budgeting, procurement and 
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human resources processes. Because Lawson was outdated, not developed for the 
District’s business model, and no longer supported by the developer, the District began a 
switch to Workday as its ERP system.  

This massive modernization to our processes and ERP software requires multiple years. 
The District is currently in the middle of this change. The intent is to begin using new 
budgeting software for Fiscal Year 2029 to develop the annual operating budgets. District 
staff are modernizing how the budget will be presented to the public and Board of Directors 
to increase transparency and clarity, and to strengthen internal budget management to 
ensure funds are spent efficiently and in accordance with Board priorities.  
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JANUARY

FEBRUARY

JUNE

DECEMBER

APRIL

AUGUST

MARCH

JULY

MAY

SEPTEMBER

NOVEMBEROCTOBER

Start of fiscal year.

ApprovalWorkshopDeadline

PresentPrepare/assembleReview/discuss

KEY: Abbreviations:Actions:

GM reviews previous budget & sets  
targets for coming year. 

CEngO presents CIP Plan to AC then BOD.

AC reviews Revenue 
Fund budget.

TRWD staff inputs budgets for coming year.

Staff budget entry  
deadline, (Feb 28).

Preliminary water rate to customers, (April 1).

BOD workshop Rev Fund. BOD workshop General Fund and Special 
Projects (1st week of August).

BOD approves Revenue 
Fund, General Fund,  
Special Projects Fund 
and Tax Rate.

AC recommends Rev Fund budget to BOD.

Certified roll for tax rate  
received (July 31).

BOD sets public hearing to discuss tax rate  
and date for Sept. approval.

GM approves CIP Plan.

Project Managers prepare CIP Plan.

Budget Dept assembles  
budgets (Around March 1–21).

Budget Dept prepares Revenue Fund Book, 
(Around April 15–30).

CHRO recommends Raises % to  
Admin/Policy Comm.

Budget Dept prepares  
General Fund Book,  
(Around May 15–30).

Long Range Plan/Special  
Projects/Cont Fund update

Executives meet to discuss budget 
1st draft  (Around March 22–30).

GM=General Manager    •   CHRO=Chief of Human Resources Officer    •    CFO= Chief Financial Officer  

CEngO=Chief Engineering Officer    •     BOD=Board of Directors     •    AC=Advisory Committee                 

2nd QUARTER

3rd QUARTER

1st QUARTER

4th QUARTER
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