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A Community Connected:
The 2012-14 Budget Sory

WALNUT
CREEK
INTENT OF PROJECT

“Budget Balanced: Fiscal problemsstill looming” proclaimed the headlineinthe City’sown newd etter.

Despite trumpeting thismessagefor the past few years, most citizensremain unaware or unconvinced
that the City truly faces significant shortfalls. Many seem to assumewewill soon be back to the pre-
recession world wheretherewasplenty of money to pay for everyone sfavorite projectswhilestill tending
toinfrastructureand other needs.

The City of Walnut Creek isfortunate because we were ableto passabalanced 2012-14 Budget. Still,
therearefinancial challengesjust around the corner. Capital needsa onewill cost $95 million over the next
10years, but only $35 million has been identified. Federal and State mandates add additional burdens.

Beforethe community can work in partnership with the city to devel op ajoint economic plan, residents
and businesses need to fully comprehend what isat stake. And, they need to understand how government
funding works: wherethe money comesfrom and whereit goes, how specia fundswork, and theimpacts
of Federal and State mandates.

Recogni zing that traditional budget documentsdid not tell thestory inaway that the public could easily
understand and that mediacoverage only tapped into the* conflict of theday” without delving into potential
sol utions, we decided to do something dramatically different to catch the community’ sattention.

Case Sudy Synopsis

I NNOVATIVE CHARACTERISTICS:

1. TheSolution

2. TheTeam

3. TheMessage

4. DdiveringtheMessagein MultipleWays

TheSolution

The City Council decided to forgo thetraditional 3-inch budget binder loaded with numbersand chartsin
favor of creating abudget communication piecethat wascompelling and ble.

And, it neededtobe... darewesay it?... fun.

Yet at the sametime, it needed to have enough substanceto:

¢ Clearly definewhat the City isin businessto do;

+ Build confidencein how the City makesdecis onson behalf of the community, and;

+ Inspirethe community to get involved in setting anew coursefor thefuture.
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It needed to strike abal ance between cel ebrating the many positive projects, programs and servicesthe
City ddlivers, whilecautioning the public that the high quality of lifethey expectisat risk.

AND it needed to offer information in avariety of formatsto appeal to different audiencesand learning
styles—text, graphicsand photosfor theinitia printed publication, and embedded video and web linksfor
theonlineand tablet applications.

And so “ A Community Connected: The 2012-14 Budget Story” was born.

TheTeam

Assstant City Manager Lorie Tinfow assembled aBudget Communications Team, led by
Communications& Outreach Manager Gayle Vassar. Finance Manager Cindy M osser added financial
savvy, and Karen Mg ors, amember of the City’scommunity task force onfiscal health and aretired public
administrator, was brought on board to help with research and writing.

Two new playerswere added to the mix: visua journalist Chuck Todd and multi-mediaproducer Liz
Payne.

Chuck isthe presentation editor for the Bay AreaNewspaper Group (http://info.bayareanewsgroup.com/
), and hasmore than adecade of experiencein taking complicated storiesand turningtheminto easily
understood informational graphics. He agreed to work with the City on acontract basisto develop an
overall designaswell asinfographics. In addition to histechnical expertise, Chuck brought afresh, non-
governmental perspectivetotheteam.

Lizworksfor the City’sgovernment access channel and hasexpertisein creating video that can be
leveraged acrossavariety of traditional and new mediaplatforms. She spearheadsthe City’ssocia media
programs, and has extensive experience asaphotographer and visua storyteller.

The Message

Theteam created a 20-page publication called “ A Community Connected: The2012-14 Budget
Sory,” framed around the Priority Based Budgeting (PBB) process Walnut Creek has used since 20009.

PBB isbased onidentifying community goas, scoring city programsagainst thosegoa's, and then
allocating funding to the programs most likely to achieve the goa s so the City can demonstrate how well
resourcesare matched to community priorities.

To demystify how Priority Based Budgeting works, Chuck made acolorful, easy-to-follow infographic
that clearly illustratesthe uniquerol e of the Council, the community and the staff play.

Each of the seven goalshasitsown 1 or 2-page‘ chapter’ with amix of short * snapshot’ articles,
graphics, and photos of staff and community members. For every god, thereisat least one“Consider This’
box outlining afuturechalenge.

Budget information ispresented in a2-page spread. In addition to thetraditional “revenuesand
expenses’ piecharts, etc., illustrationsdemonstrate how just afraction of property and salestax revenues
actualy stay inWalnut Creek.

Photos of community members, coupled with their quotes on specific topics, are showcased throughout
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thepages. Using “real people” resonateswith readerswho canidentify with their fellow Walnut Creekers,
and further validates The Budget Sory’ smessage.

Delivering the M essage in Multiple Ways

The City hasthe perfect mechanism to get the Budget Story into people’ shomes: the city newdetter,
whichisread by 87-percent of the population according to the 2012 National Citizen Survey.

The City paysfor the newd etter to be mailed to every addressin Walnut Creek onceaquarter. By
keeping the Budget Story to 20 pages, it could easily beinserted into the city newd etter without incurring
additional postage costs.

The budget pagesincludeaQR code aswell asaweb addressfor those who wanted moreinformation
about the City’ sbudget. Web linksand QR codesare used in several other chaptersto allow readersquick
accesstofull reportsor other information.

Taking technology astep further, theteam isconverting the Budget Story into an I-Pad and Android
tablet app complete with short, produced video vignettes bringing various programsand goalstolife.
(Walnut Creek producesvideo for itsgovernment access TV channel and YouTube, sothisisaway to
“repurpose” that video content and leverage resources.)

In addition to appealing to ayounger demographic, and being access bleto anyone at anytimewho has
an|-Pad or Android tabl et, the multi-mediaversion can be easily demonstrated during public meetingsand
presentations, or set up for hands-on learning at specia events.

OBSTACLES:

Thekey obstacl e was settling on acohesive message. Overall, lifein Walnut Creek isgreat and the
resultsfromthe 2012 Nationa Citizen Survey confirmthat. Still, there are seriousunmet needslooming
ahead.

Lorieand Gayleworked with City Manager Ken Nordhoff to hone and refinethree key messages:

+ The City managesresourceson behalf of thecommunity in athoughtful and prudent way;

+ Walnut Creek hasan outstanding quality of lifethanksto long-standing partnerships between el ected

leaders, City staff and the community; and

+ Economic challengesrequire new community-supported solutionsif our quality of life

isto continue, or tough choiceswill haveto be maderegarding programsand servicelevels.

Throughout the creation of The Budget Sory, the team kept returning to those key messages and tested

each pageto make sureit stayed true to those messages.

OuUTCOMES:
We expect to have outcomesavailablefor TLG 2013. Aswell, wewill have both printed copiesand the
multimediaversion of the* visual budget” for attendeesif Walnut Creek’s case study presentation isselected.
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Cosrts:

The City Council appreciated the new approach to the visual budget document and allocated $20,000
dollarsto create, print, distributethe Budget Story, aswell asto convert it into amultimediaformat that
could be pushed out viathe City’ssocia mediaoutlets.

SAVINGS:

Whilesome savingswererealized by not creating and printing thetraditional 3-inch budget binder, theose
savingswere certainly lessthan the cost of producing the new Budget Story.

However, short-term savingswas not Council’ sgoal . Staff wasdirected to devel op abudget document
thet:

¢  Clearly defined what the City isin businessto do;

¢  Built confidencein how the City makesdecisionson behalf of thecommunity, and;

¢ Inspired thecommunity to get involved in setting anew coursefor thefuture.

PRESENTATION STYLE
The presentation teamwill useavariety of presentation toolsand resources, such as:
¢ Copiesof thevisua budget
¢ Demondration of theiPad multimediaverson
¢ Video showing peopleusing themultimediaversion during various* roadshow demonstrations’

WasA CoNSULTANT UsEeD:

Whilethe City devel oped thevision for the new Budget Story and managed the process of creating the
document in print and multi-mediaforms, visua Journalist Chuck Todd wasthe design consultant who
developed an overall look and feel for the pagesaswell astheinfographics. Chuck isthe presentation
editor for the Bay AreaNewspaper Group (http://info.bayareanewsgroup.com/) and also hasextensive
experienceasafredanceartist and avisua journalisminstructor. A draft version of theinfographic created
to explain the Priority Based Budgeting process, and aswell asasample page (also draft) areincluded as
attachments1& 2.

Attachments;

1-- DRAFT Graphic - Priority Based Budgeting: How it worksin Walnut Creek
2-- DRAFT Page- “A Safe Community” goal (the pageisincluded asasamplebut isnot finalized)
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“ A Community Connected: The 2012-

Attachment 1

DRAFT -- Pageisdtill infina production and may not be complete. Included for example only
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DRAFT -- Pageistill infinal production andisnot complete. Included for exampleonly
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