
CITY OF STOUGHTON
From the Office of the City Finance Director

MEMORANDUM

January 28, 2011

To: CA/CP Committee

CC: Council, Department Heads

From: Donna Olson, Mayor and Laurie Sullivan, Finance

RE: Budgeting for Outcomes status report

Staff is currently working on the first three steps of the Budgeting for Outcomes process. A
complete list of the BFO steps is attached.

1.) Set the Price of Government-Identify available revenues.

In this step, Department Heads are evaluating the revenue sources that they budget for. This
includes a review of three-year history of revenues. Each department will provide revenue
schedules including fees, fines and other charges. The revenue will be broken down by
charge and service instead of just a line item number. The significance is in understanding
how much (the fee) and how many (number of charges) for each revenue source. This will be
used to breakdown each revenue into programs and services.

All funding sources will be reviewed and 2012 levels estimated to come up with the total
revenues available to fund programs in 2012.

Assignment: Review and analyze all funding sources. Break down revenues by source,
specific fees and quantities. Estimate 2012 funding levels
Date: Due by February 4

2.) Establish Priority Results through Community input.

Citizen participation is key to the success of BFO. Citizens are the customers of local
government and for the most part pay the bill. The Council needs to be aware of the citizen
priorities in order to arrive at the outcomes that they want and are most willing to pay for.

Staff has engaged the services of UW-Extension consultant Bill Rizzo to lead a strategy
session to gain citizen input. This session is scheduled for February 17th at 6:00 p.m. This
session will be for Council and Citizens. Results team members are invited to join as well.
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It is important to make our best attempt at coming up with a representative sample of citizens.
Please suggest participants who are community minded and good thinkers.

Assignment: Send suggested Citizen Participants to the Finance Department for
compilation.
Date: February 1

3.) Identify and train Results Teams.

Department heads are submitting suggestions for result team members. Results team
members must be able to ‘put on a Citizen hat’, be able to think outside of the department box
and willing to put in the time necessary to conclude this project.

Ideally, a results team will be formed for each priority identified in the Citizen forum. Teams
should consist of five members and be made up of City employees (not department heads),
and citizen volunteers.

Results teams are responsible for refining the priority statement, creating Cause and Effect
maps, developing indicator to measure progress in achieving priorities. This team will
develop the Request for Proposals that will be sent on to Department Heads. After the
department heads submit their program proposals, the Results team will be responsible for
determining the first rankings of proposals.

Participants in the Citizen forum will also be asked to volunteer to work on Results teams.

The GFOA training team will meet with the Results Teams on March 1st and 2nd to train and
begin the mapping process. The GFOA will also assist teams in preparing their Request for
proposals.

Assignment: Send suggestions for Results Team members to Finance.
Date: February 1 through Feb 10.
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Benefits of Budgeting For
Outcomes

(BFO)

 Focus on results/outcomes, not inputs

 Involves citizens in the budget process

 Fosters competition

Combines “Zero Based” and
“Performance-Based” Budgeting
approaches
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Budgeting For Outcomes
(BFO)

 BFO combines the best of several budgeting
methods
 Its focus is on programs rather than departments, but

more specifically, it takes no existing programs as
“givens.” In other words, no program gets a “free
pass.”

 Instead it asks all programs to compete with other
public (and sometimes private) organizations to
deliver results at the best price!

 At its heart are results most important to citizens
(who have input in the process)

 By re-examining priorities every budget cycle and
encouraging all kinds of organizations to compete to
deliver programs – it produces valuable results!



Why Budgeting for Outcomes?

• Provides structured process for linking
spending to outcomes

• Provides logical methodology for
prioritizing activities and programs

- ----=-.~-=-F=·'acilitates collaboration and flexibillfy
• Gives managers o0?ortunities to----------innovate
• Avoids gimmicks like across-the-board

cuts



Budgeting for Outcomes Process

-II

Present the
Outcome
Budget

Choose
priorities of
government

~

Create requests
for results f-------. Invite offers

from sellers
Rank the

offers
r--.

Allocate funds
to priorities

Decide what
to buy

~

Establish the
price of

government



Steps in Budgeting for Outcomes
Summary

1) Set the Price of Government - Identify available
revenues

2) Establish Priority Results through community
input, and a Results Team for each result area

3) Results Teams a) set indicators, b) identify
primary and secondary factors, create Causal
Maps, and d) form Request for Offers (RFO's) in
order to purchase what works and matters most
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Steps in Budgeting for Outcomes
Summary

4) Departments review and study the RFO's and submit to the
Results Area that most fit their program

-
5) Results Teams rank offers by contribution to outcomes

6) Mayor & Leadership Team rank offers by contribution to
outcomes

7) Finance Dept sets up the "Line" buy Programs that deliver
results citizens want at the price they are willing to pay

8) Leadership team reviews and revises.

Remember, this process focuses on programs/services that deliver most to
the desired outcome, not on those that will not be purchased.
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Step 1-The Price of Government

o identifyAvailable Revenues
o Revenue Budget Worksheets -
o Fee Schedules
o 3 years of history
o Most important: How Many-How Much
o Is this a program revenue??
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Step 2-Setting Priorities

o Community Input:
• Pas~S~~~san~Fe~f9Hp'~-------------- _
• Community Meeting by invitation

D Council Members suggest 2 participants
D Staff recommends participants
D Results team members

n Citizens identify the 'results' they expect from
government
• Identify 5 or 6 high level priorities
• Identify 3 or 4 indicators of success for each priority.
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I want to live in a community
that reduces poverty by
empowering motivated
people to become
economically self-sufficient

I want to live in a city that
encourages & supports
appropriate economic growth
that creates jobs, expands city
revenue and improves
neighborhoods and
commercial corridors

I want to be safe and feel
safe from crime, fire and
other hazards anywhere in
the City

I want to live in a city of
strong and vibrant
neighborhoods that are
clean, safe, and__
encourage a sense 0
community

I want a fiscally responsible,
accessible and responsive
government that maximizes
use of public resources for
services I need

I want to live in a community
that promotes health
through good infrastructure
(e.g., water, sewer) while
preserving the environment
for future generations

I want to live in a community that
provides recreational and cultural
opportunities that will keep my
mind and body healthy and that
recognize the diversity of its
citizens

Budget Priorities



NEIG!HBIORHOOD VITALITY STRATEG:Y MAP'
":1want to live in a city of strong and vibrant neiglhborhoods that are' clean, safe, and encourage a sense
of community."

• Obt3ilil:ab~e Housing
• Compatibl:e lI}esign
• Wet! INI,aintdned Structures
• liIome Ownershfp··•I ••.•••••.•.•.•.

II Safe, Accessible, Peaestri,(}11 fri:e.l1Idl'~r
II Parks. and ReCifeatioll1l
II lDiB~lelQ~mnet1tStandards

ImJi,C3tofS
., Inoreased hOn16<[wmership rates
• Increased neigriborhood participation levels
., ImprO<ll!?lip-livate and public pro.o€rt~'cooditions
., Perjllred vacant lets and dilapidated structures

• Clean and' Maintalned
•• Zoning and Land Use

•• Educated and' Inrormed
•• Neiighbolf to Neig Ilbor It~teracti,on



Step 3- Results Teams

o Refine the priority statements .
• Develop indicators to measure
• Create Strategy Maps
• Develop requests for offers
• Rank Offers

o This ranking will be "forced." Each results team will rank
a third of the offers as Iligh, a third as meCJium, and-a
third as low.
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Step 3 - Continued

-- ldentify primary and secondary factors-- --
that most contribute to achiviing the
priority result statement.-Create maps

o Results teams review priority
statements and fine tuned the indicators
of success

o Use the priority results statements to
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Results Teams

o Use these factors to prepare RFP's for the desired
outcomes.

o Departments prepare program budgets

o Ranking team ranks offers as High, Medium, Low

o Leadership team reviews

o Revise
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Step 3 Continued ...
Sample Causal Map

SAFETY RESULTS TEAM
CAUSE AND EFFECT MAP

Effecti ve
Criminal Justice

Svstem Indi cat ors :

Prevention

• Crime Rate
• Lives lost due to fire
• Re spons e ti me s by Law
Enforcement/Police, EM S,

Fire to em e rge ncy c ails for s ervi ce
• (Future) Citizens perceptions of safety
ba sed on C~ize ns Sur v ey res ult s

RESULT
"People feel safe from

crime, fire, and the
effects ot emerqenoie«
and naturet disasters. »

Efficient
9·1·1 System

Capable
Disaster

Res ponse and
Recovery

Effective
Com muni cati on

System

Public
Education

Preparedness

Rapi d Respons e
from

Emergency
Services
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Safety Rankings

(Example from FY07/08)

Safety Priority Area Results
~ High -

Program Name Board Rank Medium Team Rank Medium

Low Low

Ernerqencv Medical Services 1 High 1 -Hi§-h
Communicaton Center 2 High 4 Hiqh
Electronic Monitorlno 2 Hiqh 6 Medium
Radio Services 2 HiQh 4 Medium
County Probation 5 Medium 1 High
Emergency Mgmt & Operations 5 Medium 1 High
~nimal Control ---== ~ 7 Medium 8 ==--c Low- -- --

Medical Examiner 8 Low 7 Medium
Predisposition of Juveniles 9 Low 9 Low
Facilities Security 10 Low 10 Low

-



ayor with help from the Leadership Team purchase programs
contribute most to desired outcomes

D

Key Purchases

U)

~ .:~ What's Not Purchased
S~rl::

~o
..,J "Z.a::_AI
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