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Consistent with Best Practices
 GFOA develops best practices for the 

industry

 They cover:
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Anatomy of a Priority-Driven Budget Process



GFOA “Best Practices”
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Two Reasons to Consider 
Priority based Budgets
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Budget becomes understandable 
by stakeholders and constituents

1

2 Informs a different way of 
thinking (culture) for the 
organization



An Understandable Budget

 Organized around priorities the 
community identified
 Not organizational structure 

(departments or programs)
 Not financial structure

(funds)
 Allocates resources to 

priorities and strategies
 Not line items
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Organizational Thinking 
(Culture)

 Changes staff thinking / informs 
performance measurement efforts

 “How does what I do everyday connect 
to why we are here?”

 Changes conversation with Council
(and with community)

 It is about priorities, strategies, 
actions and results
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How we got here 
(a tale of divergent paths)

 Renton wanted a way to describe 
what we do – why is the city here

 Redmond wanted to improve 
transparency and change the 
culture
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In Renton –
sought to focus on making the 
right “cut” decisions 
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Renton’s “elevator” 
description of services
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Alignment of our programs and resources with what we are 
trying to accomplish as a City
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What do we do?
All lines of business fall into on of the following 

City Service Areas
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City of Renton – Core 12
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In Redmond, the phrase was 
“read the book”
 The foundation for City of Redmond’s 

experience is based on the premises in 

“The Price of Government” 
by Hutchinson & Osborne
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Review of Redmond’s BP History
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Getting to this point…

2005 Council developed the Long-Range Financial Strategy (LRFS): 
“Navigating the Rapids”

2006 Property tax levy lid lift effort failed (May)

Budgeting for Outcomes Primer Session with Bev Stein, PSG (Sept)

2007 Property tax levy lid lift success (August)

2008 City’s first “Budgeting by Priorities” budget developed for FY 09-10

2008 S&P granted the City its first AAA bond rating

2011 Council updated LRFS, adopting BP approach and POG model

2012 Added Capital Investment Strategy (context for CIP)

2018 City begins 6th BP budget effort for FY 19-20 with updated POG



Our Approach

15

From the 2105-2016 budget, page 1



Creating a Priority Based 
Budget
(Price of Government, page 13)

1. Get a grip on the problem
 Short term/long term; revenues / expenditures

2. Set the price of (your) government
 How much are citizens willing to pay?

3. Set the priorities of government
 Decide what citizens value most

4. Setting the price of each priority
 How much to spend to produce each outcome

5. Develop a purchasing plan for each 
result
 How to best produce the desired results
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Our Current Situation and 
Fiscal Outlook

“Getting a Grip on the Problem”
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Financial Policy Guidance

 Existing conservative financial policies have 
served the city (and the community) very well
 Commitment to capital budget allocations

 Full funding of personnel costs

 Use of on-going revenues for on-going costs

 Use of BP to make budget decisions

 Unofficial policy – do not use “gimmicks”
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Long Range Financial Forecast – General Fund
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The “Five by Five” (Redmond style)

Does include operating impacts from capital improvements 
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Review of the
price of government

concept

“Setting the Price of Government”
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“Finding the right Price”

1. Determine the historic Price

2. Chart the upticks and downturns

3. Evaluate this historical information
1. Compare to local economic trends

4. POG in other layers of government
1. POG in neighboring jurisdictions

5. “Set” next year’s Price
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The Price of Government, page 60

“Price”=
்௢௧௔௟ ோ௘௩௘௡௨௘௦

஼௢௠௠௨௡௜௧௬ ூ௡௖௢௠௘
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What do citizens value most

“Setting the Priorities”
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Surveys validate the priorities
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Renton’s 5-Star Rating
 Renton maintains its 4-Star 

community rating for the 
second year in a row.
 Ratings for Renton are comparable 

to 4-Star levels for four out of five 
measures: 

 Overall Quality of Live

 Quality of Services

 Value of Services, and 

 Direction the Community is 
Headed.

 Rates slightly lower than other 4-
Star cities regarding comparability 
to other communities, but this as 
seen an improvement from 2015.

Overall
Quality of

Life

Overall
Quality of
Services

Comparab
ility to
Other

Communit
ies

Direction
Communit

y is
Headed

Value of
Services

Renton
Other 4-Star Communities
4.5-Star Communities
5-Star Communities

5-Star Rating is a computed variable
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Minding the Gap and Planning for the Future

“Setting the Price for each 
Priority”
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30

2015-2016 Budget 
=

$618 million



Renton’s Price – per capita
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HOW BEST TO PRODUCE THE DESIRED RESULTS

“Develop a purchasing plan for each result”

I’d use the word “strategy”
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Results Teams and 
Strategy Maps
 Each priority is supported by “Results Team”

 The teams are made up of four city staff

 Staff is drawn from across the organization

 There is an experienced team lead on each

 There is a “Civic Results Team” made up of community volunteers 
also

 The teams create “strategy maps”
 The maps illustrate key ways to advance the priority goals

 Along with the strategy maps, the teams create 
“Requests for Offers”
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Example of a Strategy Map
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Results Map for “Safety” priority (2009/2010)



Example of a Strategy Map
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Results Map for “Sense of Community” priority



Staff creates budget “Offers”

 An offer is a budget request offering 
to provide a service
 Should be consistent with the strategy 

map / RFO
 Includes information about what is 

offered, why this is the right approach and 
who is intended to benefit

 Includes performance results logic model
 Includes “scalability” 

 increases or decreases that could be 
implemented as well as the consequences
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Each offer includes 
performance metrics

 Offers will describe Results to be 
accomplished by the offer

 Performance measures in the form of a 
“logic model”

We do 
this

To create 
this

So that 
this will 
happen

Effecting 
this 
result

20162015201420132012

Z%Y%Y%X%X%Result
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Safety Priority
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Results Teams Review Offers

 Initial review is to provide feedback and advice
 Staff can then revise their offers

 Second review is to “rank” the offers 
 Teams are given a budget  (an amount for the priority)
 The ranking includes recommended scalability

We can’t do everything requested – so how much of what

 Based on impact on performance metrics and outcomes

 Results Teams provide the recommendations 
from their second review to mayor
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Mayor prepares budget

 The mayor uses the input from the 
results teams to prepare his 
recommended budget

 In Redmond – mayor tasks “Director’s 
Team” with balancing the budget

 Creating the “best budget for the city”

 Not a win / lose context
(“tragedy of the commons”)
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Definition of Terms
BP – Budgeting by Priorities (also known as budgeting for 

outcomes and Priority Based Budgets PBB)

Logic Models – Illustrations of performance measurement logic 
building from outputs to outcomes and results (along with 
supportive data)

“Price” – the price of government. Total revenue divided by 
community income.

Offers – budget requests

Ranking – the stratification of offers based on degree to which 
they address the priorities and RFOs

Results – the intended community benefit of a city program or 
project

Results Teams – staff teams that create strategy maps and 
Requests for Offers

Requests for Offers – the criteria for budget offers

Strategy maps – an illustration depicting the primary and 
secondary factors anticipated to create positive results for a 
priority

Scalability – increases or decreases to an offer 41



42

A very 
strong 
track 

record of 
effective 
strategic 
planning

A joint
Council 
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Staff 
Effort

Shared 
widely
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Safety and Health 
“I want Renton to be a safe and healthy community.” 

 Perception of a crime free community 
and sense of security and protection.

 Well prepared for emergency/disaster.

 Timely, effective responses to requests 
for services. 

 Services that support physical, mental, 
environmental, and financial health.
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Human
Services

Community
Risk

Reduction

Law &
Regulation

Enforcement

Incident
Response

Safety 
and 

Health

Desired 
result

Strategies

City Service 
Area

Proposed 
Revenue

Proposed 
Expenditure

Proposed 
FTE

Baseline 
Revenue

Baseline
Expenditure

Baseline
FTE

$12,501,758 $47,821,283 348.90 $12,762,669 $48,892,986 357.90 
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How did Renton get here?



Two Reasons to Consider 
Priority based Budgets
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Budget becomes understandable 
by stakeholders and constituents

Informs a different way of 
thinking (culture) for the 
organization

1.

2.
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Other Examples
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Village of Hobart, WI (6,182 
pop.)
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Broad Goals
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Olympia budget
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41,187



Make Choices Necessary to Adopt a 
Budget
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