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SUMMARY 

With the establishment of the third cycle of Participatory Budgeting (PB) in Vallejo by the City 
Council, 2015 was the beginning of an exciting new chapter for the citizens of Vallejo. Additional 
eligibility requirements for project proposals included utilizing Community Development Block 
Grant (CDBG) guidelines for program and service proposals that would help target low- to 
moderate-income households, established a pre-approval process for non-City implementing 
partners, implemented a transparent, 3-Stage vetting process to address residents’ concerns 
from Cycle 2, and defined and clarified the Rulebook to avoid confusion and ambiguity. 
Additionally, the City – through a partnership with Stanford University’s Crowdsourced 
Democracy Team – offered online, remote voting for the first time, and 2 out of every 3 voters 
opted to cast their ballot online. 

While PB’s second cycle did not meet many residents’ expectations because of ambiguous rules, 
an obscured vetting process, and unclear definitions of what constitutes “public benefit,” 
rulebook changes prior to Cycle 3 resulted in a smoother proposal development process, better 
participant satisfaction, and a ballot with projects that could be implemented quicker and easier 
through a prequalification process for non-City implementing partners. 

Although Cycle 3 experienced a slight decline in overall participation, PB continued to garner 
interest from residents. PB in Vallejo maintained its high turnout with approximately 3,100 
residents casting a vote in Cycle 3.  The data from voter and participant surveys also continues to 
demonstrate successful engagement of youth with targeted outreach strategies at Vallejo’s local 
high schools.   

City Council approved a total allocation of Measure B (a voter approved, 10-year, 1 percent sales 
tax) funding in the amount of $1 million that resulted in the five projects that received the most 
votes moving into implementation. The voter-recommended projects focused on youth 
enrichment, improving city road infrastructure, and the building of a new park on Vallejo’s 
Waterfront.  

  

 

  

Figure 1: Project Proposal Posters at Expo 
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PART I: INTRODUCTION & BACKGROUND 

1.1 Participatory Budgeting in Vallejo 

Democracy at its finest, Participatory Budgeting (PB) is a process that fosters engagement 
between government and citizens. PB defines collaboration, partnership and community. 
Stemming back to its formation in Brazil in 1989, this process is now practiced in thousands of 
cities throughout the world. The process of PB allows average citizens to not just identify 
problems within the community, but it provides the opportunity to develop solutions, particularly 
within underserved communities. PB also allows citizens to build a stronger sense of community 
through dialogue, as well as creating real solutions for often-antiquated city infrastructure. In 
Vallejo, PB is a multi-stage process that begins with the collection of ideas through Budget 
Assemblies and online forums such as Open City Hall, continues with the development of 
proposals by resident volunteers (Budget Delegates), the presentation and voting on proposals 
at Voting Expos and satellite polling sites (including online 
voting), and then implementing projects recommended by 
voters.  
 

Participatory Budgeting was introduced in Vallejo by former 
City Councilmember Marti Brown, who saw an opportunity to 
strengthen the City’s relationship with the community while 
positioning itself to be a leader in transformative government. 
In 2012, Vallejo, along with the guidance of the non-profit 
organization The Participatory Budgeting Project (PBP), 
created the first city-PB program in the entire United States. 
Following after other U.S. jurisdictions who adopted the 
practice of PB (districts within Chicago and New York City), 
Vallejo introduced a new way of engaging its residents.  
 
In Fiscal Year 2014-15, City Council approved a third cycle of 
PB, with the intent to allocate a total of $1 million for projects 
funded by Vallejo’s Measure B,  a 10-year, voter-approved 1% 
sales tax. However, the funding in Cycle 3 set a new precedent by allocating monies for the 
process in FY 2014-15 but postponing the $1 million allocation for projects until FY 15-16, since 
the vote would not occur until after the new fiscal year began. This funding schedule allowed the 
City to avoid allocating funding that would not be used for 12+ months.  
 
After the completion of three cycles, Vallejo has allocated over $6.7 million to 25 approved 
projects and  engaged over 15,000 residents since its inception. PB Vallejo shook up “business as 
usual” budgeting practices and injected a dose of excitement into a typically bureaucratic 

“Participatory Budgeting 
is training our future 
leaders. We have a lot of 
young people coming up 
being invested in this 
process, and it’s really 
exposing them to how to 
get your local 
government to respond 
to the public.” 

 
-Shelee Loughmiller, 

Cycle 3 PBSC Chair 
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process, resulting in a renewed commitment from 
local government as well as the residents it serves.  
 

1.2 Impact and Goals of Participatory Budgeting  

The process of creating and managing budgets in 
municipal governments has traditionally been seen 
as the responsibility of elected officials and public 
administrators. The idea of the individual resident 

evaluating at a minute level of detail how tax and service revenues are spent is traditionally seen 
as burdensome or too technical for untrained residents. Although there are always those 
“professional citizens” who take an interest in the way city monies are spent, the general 
population have long had a hands-off approach to city budgets.  

1.2.1 Goals for Cycle 3 

The PB Rulebook established four goals: 
 

1. Improve our city 
 Improve the infrastructure, enhancing the public safety of citizens, and improving 

the quality of life. Increasing civic pride and raise the profile of Vallejo, while 
positioning it to be a leader of municipalities word-wide. 

2. Engage our community 
 Ensure that all members of our community have a voice and increase the 

awareness of the platform to voice concerns and solutions. Engage traditionally 
underrepresented demographics in politics to increase the understanding that 
everyone in our community came make changes regardless of preconceived 
notions. 

3. Transform our democracy 
 Empower Vallejoans with the skills and knowledge they need to shape our city’s 

future. Construct leadership from the bottom up and build deeper connections 
between residents, neighborhoods, and communities. 

4. Open up government 
 Increase transparency and accountability, and improve communication and 

collaboration between local government and the community. Create a more just  

  

PB Vallejo shook up “business as 
usual” budgeting practices and 
injected a dose of excitement 
into a typically bureaucratic 

process 
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1.3 City of Vallejo Overview and Demographics 

Vallejo has emerged from the 
depths of a major U.S. Naval base 
closure in 1996 and a municipal 
bankruptcy in 2008. Through all the 
challenges, Vallejo has shown the 
will to not only survive, but thrive. 
As the largest city in Solano County 
and part of the San Francisco Bay 
Area, Vallejo’s 117,000+ residents 
comprise one of the most diverse 
populations in the nation.  

Vallejo has a median age of 38.5 
years and median household 
income estimated just north of 
$60,000 (ACS Family Survey 
Data/U.S. Census Data).  

1.4 Awards and Recognition  

On May 5, 2015, Vallejo’s PB 
program was recognized as a Top 

10 Program in the 2015 Innovations in American Government Award Competition by Harvard 
University’s Kennedy School of Government.  

 

 

PART II: PROCESS 

2.1 Cycle Overview 

The PB process is often explained within in the context of a “cycle.” A cycle takes its participants 
from the initiation of resident ideas on how to improve Vallejo to the implementation of voter-
recommended projects that result in a better Vallejo. Each cycle begins with the collection of 
ideas that residents believe will address various issues within Vallejo. These ideas are collected 
through various platforms (includes Budget Assemblies, or public meetings for residents to come 
together and share ideas, and Open City Hall, an online platform for collecting ideas). Volunteer 
Budget Delegates then work tirelessly to turn ideas into project proposals, which are then sent 
through a vetting process to ensure they meet the minimum requirements as stated by the PB 
Rulebook. Residents are given the opportunity to vote on proposed projects, and the projects 

American Indian/Native, 
0.7%

Asian, 
24.9%

Black or 
African 

American, 
22.1%

Hispanic, 
22.6%

White, 
25.0%

Other, 4.7%

Figure 2: Vallejo Ethnic Demographic (ACS Family Survey Data/U.S. 
Census Data) 
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that receives the top votes are then submitted to the City Council for approval. After proposals 
are funded, various City departments, public agencies and/or non-profit organizations are then 
able to begin implementing plans to carry out the approved projects. 

2.2 Steering Committee 

City Council makes appointments to the Participatory Budgeting Steering Committee (PBSC) prior 
to each cycle, with members typically serving a 2-year term. The Cycle 4 PBSC had 20 members, 
including a representative from the City’s Housing & Redevelopment Commission, which 
provides oversight of the City’s CDBG funding. As an advisory committee, the PBSC serves as the 
backbone of the PB process, ensuring that the diversity of Vallejo is encompassed in the 
representation of participants and that all activities and events are communicated with 
transparency to the community. They are the primary facilitators of the process, helping to raise 
awareness about PB and mobile resident participation. All meetings of the PBSC are public, held 
in compliance with the Ralph M. Brown Act.   

 
   

2.3 2014-15 (Cycle 3) Rulebook 

Originally developed by the PBSC with the guidance of City Staff, the Rulebook serves as the 
guiding document for PB. The Cycle 3 Rulebook (2015) was submitted to City Council for 
consideration and approved on January 13, 2015. Changes that occurred in the Cycle 3 Rulebook 

Figure 3: PB Vallejo Complete Cycle 
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were a reflection of the needs that were addressed in the Writing the Rules process, including 
establishing procedures to increase transparency and clarity throughout the PB process.  

Recommendations for Cycle 3 Rulebook included the implementation of the 3-stage proposal 
vetting review by the City staff and the PBSC, the inclusion of the Community Development Pilot 
Program (CDBG) that applied federal CDBG eligibility rules to program and service proposals 
submitted through PB, and several clarifications that better defined public benefit, public 
property, and issues surrounding project sustainability and policy implications.     

2.4 Timeline 

The following timeline is a representation of the various stages of Cycle 3. The timeline displays 
a one-month extension for the proposal development process, as well as combining project 
expos and voting in the month of October.  

 

 

 
 

 

 

 

 
 
 
 

 
 
 
 

 
 
 

Idea  
Collection 

 
February – 

March 2015 

 
At community meetings 
across the city, City and 

PB staff present 
information on the 
budget, and Vallejo 

residents and 
stakeholders meet in 

small groups to 
brainstorm project ideas 
and volunteer as budget 

delegates. 

Proposal 
Development 

 
March –  

September 2015 

 
Delegates complete an 

orientation process. 
Delegates meet in 

committees to 
transform the 

community’s initial 
project ideas into full 

proposals, with support 
from experts and the PB 

Steering Committee. 
Delegates submit final 

project proposals for the 
review and vetting. 

phase. 

Project Expos & 
Voting 

 
October 2015 

 
 
Residents vote on which 

projects to fund at 
project expos around 
the City.  The projects 

with the most votes will 
be presented to the City 

Council for 
consideration. 

 
 

Evaluation & 
Monitoring 

 
November 2015 

onward 

 
Delegates and other 
participants evaluate 

the process and 
monitor the 

implementation of 
projects. 

 

Figure 4: Cycle 3 Timeline 
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2.5 Budget Assemblies 
 
Nine budget assemblies and three mini-assemblies were held, 
with 61% of attendees participating in PB for the first time.   

A total of 449 community members attended assemblies and 
562 ideas were submitted at assemblies or through the City’s 
online portal, Open City Hall. Assemblies also trained 31 
volunteers as Small Group Discussion Facilitators and engaged 
nearly 200 youth. Following assemblies, 74 Budget Delegates 
and 13 Committee Facilitators volunteered to review, prioritize, 
and develop ideas into proposals.  

As required by the Rulebook, there were two assemblies 
specifically for youth, one at the Senior Center, one conducted 
entirely in Spanish with English Interpretation, and one with 
Tagalog interpretation.  

 
2.7 Budget Delegate Process 
 
After the collection of ideas, PB entered into the Budget 
Delegate Phase. Occurring between April and 
September, Delegates worked tirelessly to transform 
ideas into project proposals for the ballot. Proposals, as 
required by the Cycle 3 Rulebook, went through a 
transparent 3-Stage Vetting process to ensure eligibility 
requirements were met, and keeping both City staff and 
the PBSC informed of proposal development. Delegates 
joined one of six committees:  
 
o Economic Development 
o Youth 
o Education, Programs & Services 
o Spanish-Speaking 
o Public Infrastructure, Safety & Assets 
o Parks, Recreation & Art 
 

Figure 5: Assembly Flyer 

“PB made me realize the 
power of collaboration. You 
have this one issue on your 
mind, and you can try very 
hard to get it done and find a 
solution for it by yourself, but 
if you have other people it 
really gets things done faster 
and more effectively. So I 
would say PB showed me the 
power in bringing people 
together to solve one big 
societal issue.” 

 
-Breanna Adams, 

Cycle 3 Youth Delegate 
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Cycle 3 trained 74 Budget Delegates to handle the task of creating project proposals from ideas 
collected as a result of the assembly phase. Delegates in Cycle 3 were required to compile a 
detailed, professional proposal that was akin to a grant application (Appendix D). Delegates were 
tasked with addressing the need, outlining the specific deliverables, creating an itemized, full-
cost budget based on contractor bids or vendor estimates, identifying implementing partners and 
gathering relevant qualifying documentation (financial reports, non-profit eligibility 
determination letters, etc.), as well as providing estimates on “soft costs” that were not eligible 
for PB funding, such as who would cover the costs for insurance, maintenance, permits, and 
utilities associated with the project. Non-City implementing partners had to be prequalified 
before the 1st Stage review (see Appendix F for prequalification guidelines) and submit a letter of 

interest specific to the project. The prequalification 
process helped assure that partners had the financial 
and organizational capacity to carry out projects if 
approved, helping avoid delays and challenges that 
arose with implementation of Cycle 1 and 2 projects. 
Organized by staff and the PBSC, Vallejo PB held its first 
Partner Fair on April 30, 2015. This event was utilized 
to connect delegates to possible implementing 
partners and facilitate communication that would 
assist in project development, as well as to assess 
organizations’ available resources and abilities to carry 
out funded projects in the event that they were 
chosen as an implementing partner.   

 
Delegates submitted their project proposals through a 3 Stage Review Process: 

 1st Stage: maximum 500 word summary of the proposal (maximum 60 proposals) 

 2nd Stage:  Full proposal based on Project Proposal Guide (Appendix D) submitted to 
City Staff and the PBSC (maximum 40 proposals) 

 3rd Stage:  Final revised proposal, ballot language (maximum 26 proposals) 
 
Thirteen Facilitators were trained to help coordinate the Delegate process. The majority of 
Delegates reported not participating in PB Vallejo in Cycle 2, but more than three-quarters had 
attended a Cycle 3 Assembly. Most delegates submitted an idea of their own, and half reported 
that they volunteered to ensure their idea was represented as a project that was being proposed.  
 

 
How active are Delegates in their communities? 

 

 
47% - Reported always voting in general elections 

70% - Reported being involved in a religious organization 
63% - Have reached out to a politician or civil servant to express views 

 

Figure 6: Budget Delegate Meeting 
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2.8 Project Expos & Voting 
 
The Cycle 3 ballot, announced October 7, preceded the Expos 
and Voting Phase which occurred simultaneously during the 
week of October 24 - November 2, 2015. Adhering to the same 
guidelines, all project proposals were presented to the public 
at expos throughout the city in order for residents to make an 
informed decision on which projects to vote for. Displayed on 
tri-fold posters, all proposals on the ballot were presented by 
either Budget Delegates or Non-Budget Delegate 
Representatives (community volunteers). With its launch at a 
voting expo on the Waterfront, voters were afforded the 
opportunity to engage in voting online or at physical locations 
throughout the City of Vallejo.  
 
A notable difference in Cycle 3 from the previous two cycles 
was the ability for resident to cast their vote online using a 
digital platform developed by Stanford University’s 
Crowdsourced Democracy Team (CDT). The convenience and 
security of an online ballot was the most common form of 

voting (2 out of 3 voters cast their vote online). Only a name, valid cell phone number and Vallejo 
address were required to vote online. Voter verification was conducted at the end of the voting 
phase by software that cross checked addresses and names, flagging ballots for further review 
by City staff if the same name was repeated.    
 
The Cycle 3 ballot contained 17 projects; most were capital improvements or durables for the 
City or a public agency; two were programs and services that adhered to CDBG guidelines and 
targeted low- to moderate-income families. .  A total of 3,098 residents voted in Cycle 3.  
 

 
How active in the PB process were voters? 

 

 
54% - Cycle 3 voters that reported voting in a previous cycle 

75% - Reported their only participation during Cycle 3 was the vote 
 

 
2.9 Project Funding & Implementation 
 
Implementation of a PB project involves the process of expending funding through the 
appropriate City department, or executing contracts and grant agreements with non-City 
partners.  City staff supervise project implementation through the establishment and review of 
contracts, ensuring proper execution of funding, and documenting updates and progress reports. 

Figure 7: Vote Flyer 
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Implementing partners for Cycle 3 projects included the City of Vallejo’s Public Works 
Department, Fire Department, and the Vallejo City Unified School District (VCUSD). 
 

PART III: DEMOGRAPHICS 

3.1 Outreach 

 In order to generate high levels of participation, Cycle 3 continued to reach residents of Vallejo 
in ways that already proved to be successful in Cycle 1 and 2, as well as experimenting with new 
techniques to increase awareness of PB. Outreach efforts targeted those who were traditionally 
less likely to participate (youth, immigrants, lower-income, and ethnic minorities) by improving 
the accessibility of PB events, whether through providing Spanish translation of all materials 
(including the provision of some assemblies with Spanish and Tagalog interpretation) and 
through the delivery of education material and presentations to increase the public’s 
understanding. From January to October 2014, City staff coordinated an outreach campaign and 
provided formal training to volunteers, with specific attention being paid to those who were 

traditionally underrepresented in previous PB cycles:    

 Low-Income Households 

 Non-English Native Speakers 

 Millennial Generation   

 Hispanic and Latino 
 
In effort to engage a culturally diverse community, PB 
provided written outreach materials with Spanish 
translations, held Budget Assemblies in Spanish and with 

Tagalog interpretation, and engaged in outreach 
activities that targeted ethnic demographic groups with a 

presence in culturally-based festivals and celebrations. PB was very active and visible at school-
based events at local elementary, middle, and high schools. Outreach were carried methods 
included phone bank calling, presentations at school assemblies and local churches, and 
canvassing neighborhoods with informational flyers. Information tables were set up throughout 
the city, including having a presence at Vallejo’s Farmers Market, local colleges, and local 
businesses that are frequently patronized. PB Vallejo also hosted a Summer Ice Cream Social at 
a local park to provide an avenue for the community to gather and interact.   
 
PB Vallejo continued to attempt to reach the underrepresented Millennial generation and youth 
with technology, and to a degree was successful utilizing  social media sites such as Instagram, 
Facebook, and Twitter (moderated by City staff) to provide updates on activities, volunteer 
opportunities, and project implementation. Textizen, a mobile texting/sms platform introduced 
in Cycle 2, continued to be used and was more effective reaching more than 1,500 residents.  

 

Figure 8: Outreach at Farmer’s Market 
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To further increase visibility, PB Vallejo branding was printed on promotional items such as water 
bottles, key chains, t-shirts, bags and banners. Lawn signs increase the visibility of PB in 
neighborhoods during the vote. Materials such as PB Newsletters, Measure B Reports, City 
Website, Press Releases and Vallejo’s local Newspaper Times Herald, were instrumental in 
providing the community with announcements of outreach events and general information.  
 
Information from voluntary surveys at Budget Assemblies, Delegates, and Voting sites expressed 
which outreach method was responsible for informing participants about PB. Outreach for 
Budget Assemblies revealed that City-initiated communication (flyers around town or distributed 
at schools, e-mail) was the most common source of participants’ knowledge of PB. Family and/or 
friends and personal contacts continue to be a major source of information about PB.    
 

 

Delegates were most informed of Participatory Budgeting by friends and/or family, emails 
correspondents, and both flyers and/or posters and the Delegate process.  
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Figure 9: Outreach Data for Budget Assemblies 
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Voter survey data1 (revealed that the top methods to raise awareness about the PB voting 
process (and location of vote) were flyers or e-mail.  
 

 

 

                                                      
1 Due to a technical error, this question was only included on paper surveys during the vote (33% of all voters), and 
does not reflect responses of voters that chose to vote online. 
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Figure 10: Outreach Data for Budget Delegate Participants 

Figure 11: Outreach Data for Voters (Paper Ballots Only) 
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In contrast to Cycles 1 and 2, where interpersonal relationships were the primary form of how 
residents learned about PB, Cycle 3 saw an increase in voter information obtained through email, 
correspondence with the City, or City-produced flyers (distributed either through schools or 
around town). Since the majority of voters (54%) reported 
they participated in the previous cycle, this could suggest 
success in reaching out to participants already in the PB 
Vallejo contact list.  

3.2 Methodology  

In an effort to capture the varying demographic 
information of those who participated in the PB process, 
the City collected information through surveys at key points during the process (Assemblies, 
Budget Delegate, Vote). Information was collected via voluntary, anonymous paper surveys. Data 
was collected with the intent to measure the trends and opinions of residents in order to better 
understand how to successfully meet the goals of PB. However, a key indicator of success in PB 
is the proportional representation of the different demographic groups within Vallejo – age, 
gender, ethnicity, income, education, etc. – which would indicate the vote results from 3,000-
4,000 residents are valid and theoretically represent the entire 117,000 population. All data was 
compared for statistical significance (p=0.01) to the 2006-2011 American Community Survey 
(ACS) Family Survey Data and/or data from the U.S. Census Bureau (the most updated data 
available at the conclusion of Cycle 2 in 2014). 

3.3 Demographic Representation  

3.3.1 Ethnicity 

Assembly participation expressed an underrepresentation and a decrease in African 
American/Black attendees over Cycle 2.  Participation in the Delegate phase was well represented 
by all ethnicities. Voter participation continues to show overrepresentation of White voters, 
representing a majority of all voters. Voter participation continues to express difficulties in 
engaging proportional representation of African American/Black and Hispanic residents  
compared to the demographic composition of Vallejo. 

Figure 12: Outreach at Pista Sa Nayon Festival 
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3.3.2 Gender  

Voter representation in Cycle 3 displayed a statistically significant overrepresentation of Female 
voters and a statistically significant underrepresentation of Male voters. 

 

 

3.3.3 Household Income  

Household Income levels during the Assembly and Delegate Phases overall displayed comparable 
representation to the population of Vallejo.    
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Figure 13: Ethnicity Representation during PB Vallejo 

Figure 14: Gender Representation during PB Vallejo 
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3.3.4 Age 

Assembly representation continues to display similar trends, presenting low participation from 
ages 25-34, and high participation from high school students. Older residents (55 years and over) 
continue to be well represented in all phases. All age groups showed proportional representation 
during the Delegate phase. Ages 35-54 were more likely to opt for online ballots (34% of all online 
voters). 
 
 

 

  

3.4 Representation Summary  

After an analysis of all three phases of PB in Vallejo, the data demonstrates that demographic 
groups generally continue to be represented, but with a the most statistically significant 
overrepresentation among White, older (65+ years), female residents. Those groups 
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Figure 15: Household Income Representation during PB Vallejo 

 

Figure 16: Age Representation during PB Vallejo 
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demonstrating the most significant underrepresentation were Asian, African American/Black, 
and Hispanic voters.  

Although many outreach efforts have been carried out to increase the representation of various 
underrepresented demographic groups, data continues to suggest that there are specific groups 
in Vallejo which required targeted outreach efforts.  

 

 

PART IV: OUTCOMES 

 
4.1 Outcome Summary  
 
On November 5, 2015, a vote results party was held to announce the top voter-recommended 
projects for Cycle 3. As a result of 3,098 voters that participated in the final phase of Cycle 3, 
there were five projects that were anticipated on receiving funding. On December 8, 2015, City 
Council approved resolutions that authorized the allocation of $1 million in Measure B funds and 
the implementation of all five winning projects. (Please see Appendix E for complete details of 
funded projects.)  
 

  

Voter & City Council Approved Projects Cost Votes 
People Projects 

After School Sports – Soccer & Basketball  
Implementing Partner: Vallejo City Unified School District 
 

$50,000 1,629 

Vallejo Firefighter Youth Academy 
Implementing Partner: City of Vallejo Fire Department 
 

$50,000 1,289 

Infrastructure Projects 

Waterfront History Arts Park 
Implementing Partner: City of Vallejo  
 

$395,000 1,216 

U Help Vallejo Kids Win – After School Technology Program 
Implementing Partner: Vallejo City Unified School District 
 

$240,000 1,030 

School Road Repair 
Implementing Partner: City of Vallejo Public Works 
 

$265,000 987 

 

Figure 17: Cycle 3 Funded Projects 
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Although each of the three cycles of PB has had a slight overall decrease in participation, the 
number of projects funded, and the amount allocated towards projects, Cycle 3 proved that PB 
in Vallejo continues to not only pique the interest of Vallejoans, but also demonstrates that 
citizens find value in the PB process. Winning projects elicited the value the community places 
on opportunities for to youth, as well as the community at large through projects are broad in 
impact and serve a wide swatch of Vallejo’s residents. Over three cycles of PB, projects that are 
geographically-specific, or that serve a narrowly-defined group of residents tend to garner fewer 
votes.   
  

 
Cycles 1, 2 & 3 Outcomes 

 
CYCLE 1 CYCLE 2 CYCLE 3 

Participated in Budget Assemblies 518 581 449 

Ideas Generated at Assemblies 829 645 562 

Volunteer Budget Delegates 115 111 74 

Projects Submitted for Vetting 60 42 25 

Residents of Vallejo Voted 3,917 3,750 3,098 

Projects Funded by City Council 12 8 5 

Amount Allocated to Fund Projects $3.28 M $2.44 M $1 M 

 

 
4.2 Implementation Challenges 

The third cycle of PB in Vallejo required not only an improved outreach campaign, but continued 
implementation of the 12 winning projects from Cycle 1, and the eight winning projects from 
Cycle 2. Implementation requires establishing a clear project management procedures, standard 
grant agreements for projects involving non-City partners, a monitoring and evaluation program, 
and realistic funding and reimbursement methods. Projects from Cycle 2 continued to pose 
challenges to staff, particularly around projects that were contingent on non-City funding, 
projects with undefined deliverables, and the capacity of non-City implementing partners. 

The top vote-garnering project in Cycle 2, “Help the Homeless,” requested $588,000 in Measure 
B funding. However, the proposal placed on the ballot did not have clearly defined deliverables, 
listed an implementing partner that did not have the capacity to fully administer the project, and 
the amount requested represented half of what was needed to fully implement the project 
(Delegates were anticipating match funding from the county that never materialized). In addition, 
the project’s goals were not only ambitious, but complex and required more in-depth analysis 
and research by City staff. As a result, the proposal required substantial development after the 
vote. More than 18 months after City Council approval, the project still has not expended any 
funds.  

 
Figure 18: Outcomes by Cycle 
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PART V: FACTORS FOR SUCCESS 

There are many issues and challenges that arose during Cycle 3 of PB that offer opportunities for 
the program to evolve and adapt, helping ensure that future cycles are more successful.  

• Target existing events to engage the public rather than holding stand-alone meetings 
The conventional model of PB in the U.S. typically utilizes “Budget Assemblies,” stand-
alone, City-organized public meetings, to engage residents, encourage participation, and 
recruit volunteers. Similarly, Project Expos are stand-alone events providing the public 
with the opportunity to view displays for each projects and cast their ballot. However, 
achieving high turn-out at these City-sponsored events is difficult, and the cost of 
resources and volunteer burnout is high. With attendance at stand-alone PB events 
dropping, and online voting increasing, City staff began to target existing festivals, 
community and cultural events, and other venues where people were already 
congregated for outreach and voting. Coordinating PB polling sites outside of places of 
worship, at weekend festivals (particularly those celebrating one of the community’s 
ethnicities or cultures), or even back to school nights, achieved better results with lower 
costs. For example, in Cycle 1, all Assembly events were stand-alone events costing the 
City approximately $27 per person. In contrast, by Cycle 3 the cost had dropped to $9 per 
person. During the vote phase, polling places with paper ballots received the highest 
turnouts at the Farmer’s Market, outside of a place of worship, a weekend Waterfront 
Festival, and the Halloween Carnival.   

 
• Online voting offers convenience and new challenges for a representative vote 

Cycle 3 was the first time PB in Vallejo offered online voting. However, while two out of 
every three voters elected to cast their ballot online, analysis of the survey data showed 
that online voting actually exacerbated already-disproportionate representation of 
demographic groups in Vallejo. The typical online voter was an older, white female – a 
group already significantly overrepresented in the previous cycles. As a result, the overall 
demographic representation in the Cycle 3 vote was actually less proportional than 
previous cycles. Stanford University’s Crowdsourced Democracy Team is working closely 
with City staff in an attempt to use targeted, online advertising to try and balance the 
disparity in Cycle 4. 
 

• Prequalify non-City implementing partners to address capacity issues early 
In order to assure non-City implementing partners had the administrative capacity to fully 
implement projects, the City required the submission of a prequalification application 
well before proposals were developed. This assisted Delegates during proposal 
development by utilizing the strengths of organizations or public agencies, and helped 
them avoided the implementation pitfalls that delayed winning projects from Cycle 1 and 
2. Additionally, it assured that partners were not only aware of proposals being developed 
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in which they may play a role, but also allowed them to be part of the development 
process from the beginning and better address community and organizational need. 

 
• Utilize existing guidelines (e.g., CDBG) instead of re-inventing the wheel 

In preparation for Cycle 3, the City was explored ways to better address community need, 
particularly around low- to moderate-income households that are typically marginalized 
in political processes and often underserved. Utilizing existing, effective and successful 
guidelines and rules from other public agencies helped simplify the prequalification 
process and expedited aligning organizations with potential projects.  

 
• It can’t all be about bureaucracy and paperwork – Everyone loves ice cream 

In the third cycle, City staff and the PBSC realized that building community and social 
capital was more than volunteers developing grant proposals and budgets. Some public 
meetings do not need an agenda or action minutes – they just need chocolate syrup. By 
rewarding volunteers with “non-functional” events (e.g., the summer ice cream social), 
the PB process encouraged comradery and thanked the people that make PB possible.  
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Cycle 3 Participatory Budgeting Steering Committee Members 

Representative(s) Organization 

Eva Coley 

Patricia Baisden 

African American Alliance 

Karen Sims 

Wendell Quigley 

Better Vallejo 

Mark Mora 

Diana Sevilla 

Fighting Back Partnership 

JR Matulac 

Gloria Bautista 

Filipino Community of Solano County 

E. Charles Kelly 

Charles Davis 

Global Center for Success 

Liat Meitzenheimer  

Karol Heppe 

Greater Vallejo Recreation District (GVRD) 

Catherine Parker 

Monica Tipton 

Housing & Redevelopment Commission (HRC) 

David Gonzales 

Andrea Garcia 

Solano Hispanic Chamber of Commerce 

Kyle Wichelmann 

Rich Curtola 

Vallejo Chamber of Commerce 

Cynthia Markson 

Peggy Cohen-Thompson 

Vallejo Community Access Television 

Michelle Whitney 

Karimah Karah 

Vallejo Heights Neighborhood Association 

Lynda Daniels 

Corinne Quinn 

Vallejo NAACP 

Pelton Stewart 

Jeremy Medina 

Vallejo Sister City Association 

Shelee Loughmiller  At-Large Steering Committee Member 

Gary Bennett  At-Large Steering Committee Member 

Kim Thomas  At-Large Steering Committee Member 

Susie Cole  At-Large Steering Committee Member 

Ravi Shankar At-Large Steering Committee Member 

Caroline Miller At-Large Steering Committee Member 
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Participatory Budgeting in Vallejo 
Cycle 3 Rulebook 

About this Rulebook 

This is the third edition of this rulebook. It was originally developed by the Steering Committee 
for Participatory Budgeting (PB) in Vallejo in September 2012 and revised in July 2013 and January 
2015, with assistance from City of Vallejo staff and the non-profit organization The Participatory 
Budgeting Project (PBP). While participatory budgeting is inspired by experiences elsewhere, we 
want the Vallejo process to reflect the special characteristics of our community. The City Council 
approved these guidelines and rules based on our understanding of local needs, issues, and 
interests.  
 
This rulebook is only a starting point, and we intend for it to remain a work in progress. We expect 
to continue developing and improving the process as it unfolds. Hopefully you will even help! 
 
What is Participatory Budgeting? 

Participatory Budgeting (PB) is a democratic process that was first developed in Brazil in 1989 
and is now practiced in over 1,500 cities around the world. Though each PB initiative looks 
different, the process generally involves several months of public meetings, discussions, and 
voting, so that the public has time to make wise decisions.  
 
Participatory Budgeting in Vallejo  
In 2012, the Vallejo City Council established the first city-wide PB process in the United States. 
Through PB, the community helps the City Council decide how to spend a portion of City Funding.  
In June 2015, as part of the Fiscal Year 2015-2016 budget process, the City Council will allocate 
funding for third cycle PB projects. Vallejo residents and stakeholders develop project proposals, 
residents vote on projects, and the list of the projects that receive the most votes are submitted 
to City Council for consideration.  
 
Fifteen percent of the allocated Measure B funding shall be designated for programs and services 
that target at-need populations in Vallejo (using the federal Community Development Block 
Grant (CDBG) social service guidelines and eligibility). This shall serve as a pilot concept for future 
Cycles of PB, where the annual CDBG program and service funding might be allocated through 
Vallejo’s PB process. 
 
Goals: What is this for? 

We hope to accomplish four main goals through PB Vallejo: 

1. Improve our city 
 Improve the infrastructure of the City, assist in enhancing the public safety of citizens, 

and to improve the quality of life for residents through the creation of and payment for 
projects without the expenditure of Measure B funds for salary expenses. 
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 Build a new spirit of civic pride and raise the profile of Vallejo on the regional, state, and 
national levels. 

2. Engage our community 
 Ensure that all members of our community have a voice. 
 Engage those who are traditionally underrepresented in politics, who face obstacles to 

participating, or who feel disillusioned with the political process.  
 Increase public involvement in civic life in Vallejo.   

3. Transform our democracy 
 Empower Vallejoans with the skills and knowledge they need to shape our city’s future.  
 Build leadership from the bottom up and forge deeper ties between residents, 

neighborhoods, and communities.  
4. Open up government 

 Increase transparency and accountability of local government to community 
stakeholders. 

 Improve communication and collaboration between local government and the 
community.  

 Support a framework within government for decision-making that promotes a more just 
and equitable city.  

 
We ask everyone involved to work with us to achieve these goals. 
Project Eligibility 

Projects are eligible for funding if they meet the following criteria: 

 Provide primary benefit for the public-at-large (or a subset group that is not delineated by 
exclusive or paid membership in a group, organization, or by participation in a specific 
activity).  Projects that only benefit private individuals are not eligible.  Projects may not result 
in a ‘gift of public funds’ to individuals (See Cal. Const. Art. XVI § 6) and must serve a public 
use or purpose. Generally this means that the project results in a direct/primary concrete or 
quantifiable service or benefit to the public.  

 Provide a tangible, permanent benefit that allows for broad public access. This includes a 
long-term plan to maximize benefit for the full utility of acquired assets (typically sustainable 
beyond the 12-16 month implementation timeline). This criterion may not always apply to 
program and service project proposals that otherwise meet existing CDBG guidelines. 

 Are designed to accomplish their goals and fulfill their purpose using funds from this year’s 
PB process. Projects may not obligate the City to ongoing funding beyond the PB allocation. If 
other funding sources are needed to accomplish the project goals, those funds must be 
secured prior to submission for City review and vetting. 

 Are capital infrastructure, capital improvement, durable acquisition, or program and service 
projects. 
o Capital Infrastructure/improvement and/or durable acquisition projects for public 

purposes, on public property within incorporated City limits, and implemented by the City 
of Vallejo and/or a public agency operating in Vallejo are eligible for Measure B funding. 
Public property is property held by a public agency. 
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o Program and service projects implemented by a public agency and/or pre-qualified 
501(c)3 non-profit organization are eligible for a designated portion (15%) of Measure B 
funding allocated through Vallejo’s PB process. All program and service project proposals 
must meet the existing City-implemented CDBG guidelines and qualifications; the City 
must be able to document that all program recipients reside within incorporated City 
limits, and that at least 51% of program recipients are low- or moderate-income.  Funding 
cannot cover administrative, overhead, or routine maintenance costs.  

o Individual proposals may request funding from either capital infrastructure/durables or 
programs and services, but not a combination. 
 
 

 
 

In addition to these criteria, the following rules apply to projects: 
 

 Projects may not result in the private benefit of individuals or confer value to a non-public 
entity. Examples of these types of ineligible projects could include purchasing assets for a non-
public entity that generate net revenue for a private entity, non-profit organization, or 
individual(s) that exceeds the costs of the program in which that revenue was generated.  

Projects
Programs & 

Services

Capital Infrastructure & 

Durables

How Much Estimated $150,000* Estimated $850,000*

Funding Source 15% of Measure B 85% of Measure B

Where

Public and/or

Private Property

within incorporated 

City limits

Public Property owned by 

City or Public Agency

within 

incorporated City limits

Implemented 

by:

Public Agency

and/or

501(c)3 nonprofit

City of Vallejo

and/or

Public Agency

Who Benefits:

Incorporated City residents, 

at least 51% low- to 

moderate-income

All Vallejoans

Min/Max

per project

$20,000 min

$50,000 max

$30,000 min

$400,000 max

When Beginning in February 2016 Beginning in February 2016

PB ALLOCATION & ELIGIBILITY

* Measure B funding amount determined by Vallejo City Council as part of the FY 2015-16 

Budget
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 Future sustainability of a project must not be contingent on market- or demand-driven 
revenue streams. Examples of these types of ineligible projects could include start-ups or 
enterprise-driven non-profits. 

 Projects must not require a change in City or public agency policy in order to be implemented 
and achieve the goals outlined in the proposal. Examples of these types of ineligible projects 
could include studies, ordinance development, or campaigns. 

 Projects implemented by non-City public agencies must also include financial or value in-kind 
contributions from the agency, in addition to “PB funding.” 

 To comply with California Government Code § 1090, Budget Delegates who develop projects 
may not receive any financial benefit from funds disbursed. 
o City or agency staff may participate but may not work on proposals that involve their 

office or department. 
o City or agency staff may not initiate, be the main representative of or participate in 

projects where they will receive a personal benefit. However, if requested by the City 
Manager, or designee, an employee-upon approval of their manager-may give 
professional input on specific projects, subject only to time and other constraints. 

 For non-City implementing partners, funding may be used for skilled and/or limited-term 
labor, but cannot be used to cover administration, overhead, or to fund an ongoing position. 

 In most cases, funds will not be distributed up front and will be distributed as payment for 
service, on a reimbursement basis, and/or progress payment to a local certified contractor. 

 Projects may not promote religious views or beliefs. 

  Projects must be fully eligible and approved by the City Manager, or designee, in consultation 
with the City Attorney, before being placed on the ballot.  A fully eligible project must contain 
the following: 
o Sufficient details to understand the purpose and intent of the project. 
o Identification of Public Benefit(s) 
o Proposed Beneficiary(ies) 
o Total Budget, including the cost to fully implement the project to completion (i.e. bidding, 

staff, in-kind contribution, etc.), documented by a contractor bid, vendor quote, or other 
full-cost estimate 

o Timeframe for project completion 

 Proposals with a non-public agency as implementing partner, or with potential non-profit 
subcontractors, must be identified and pre-qualified on or before the First Stage Review.  
o Qualification guidelines for 501(c)3 nonprofit organizations seeking funding for a program 

and/or service will be developed and released by the City prior to the first Budget 
Assembly. Existing 501(c)3 contractors receiving CDBG funding and other 501(c)3 
organizations that prequalify prior to the final Budget Assembly will be invited to present 
their experience, existing services, and qualifications to Budget Delegates during 
Department and Agency briefings at the commencement of the Budget Delegate Phase. 

o Non-City public agencies must submit a letter of interest on or before the First Stage 
Review in order to be considered during review and vetting. 

 Final project determination for ballot placement will be made by the City Manager, or 
designee, in consultation with the City Attorney. 
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Timeline: What happens when? 

PB has four main stages: 

 

 

 

 

 

 

 

 

 

 

 

 

Rules: How does it work? 

Idea Collection 

 Budget Assemblies will seek to reflect Vallejo’s diversity and include all segments of the 
community. 

 The public will learn about the city budget and propose project ideas during the assemblies, 
including, but not limed to: 
o Two afternoon assemblies for youth, 
o One daytime assembly for seniors, 
o One Spanish-language assembly with interpretation in English, 
o One assembly focused on the Filipino community with interpretation in Tagalog 
o One assembly focused on the African-American community 
o Other assemblies will attempt to target areas where a fewer number of residents voted 

in the second cycle. 

 The public will have the ability to submit project ideas online, through mail-in and email 
submission, and through community meetings. Anyone is welcome to attend the assemblies 
and propose project ideas. 
 

Proposal Development 

Idea  
Collection 

 
February – 

March 2015 

 
At community 

meetings across the 
city, City and PB staff 
present information 
on the budget, and 

Vallejo residents and 
stakeholders meet in 

small groups to 
brainstorm project 

ideas and volunteer as 
budget delegates. 

Proposal 
Development 

 
March –  

September 2015 
 

Delegates complete 
an orientation 

process. Delegates 
meet in committees 

to transform the 
community’s initial 

project ideas into full 
proposals, with 

support from experts 
and the PB Steering 

Committee. 
Delegates submit 

final project 
proposals for the 

review and vetting 
phase. 

Project Expos & 
Voting 

 
October 2015 

 
 

Residents vote on 
which projects to 

fund at project expos 
around the City.  The 

projects with the 
most votes will be 

presented to the City 
Council for 

consideration. 
 
 

Evaluation & 
Monitoring 

 
November 2015 

onward 

 
Delegates and other 
participants evaluate 

the process and 
monitor the 

implementation of 
projects. 
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 All budget delegates must attend a delegate orientation session and project proposal 
workshop. 

 At the delegate orientation sessions, each delegate will join a committee to discuss and 
develop project proposals for a certain issue area or demographic group. Delegates may not 
join more than one committee. 

o Issue committees may include but are not limited to: Transportation, Public Health, Public 
Safety, Education, Parks & Recreation, Environment, Art & Culture, Housing 

o Demographic committees may be formed to ensure maximum participation from people 
who might not otherwise participate, including: Youth, Seniors, Spanish-Speakers, and 
members of the Filipino and African American communities. At least four delegates must 
sign up before a demographic committee can be formed. 

 Any residents of Vallejo, its unincorporated areas, or stakeholders in Vallejo - people who 
physically work in Vallejo, own a business in Vallejo, attend school in Vallejo, or are parents 
of children who attend school in Vallejo - may participate. 

 The Steering Committee and Budget Delegates will strive to minimize the total number of 
projects (i.e. combining projects that address a similar public need, vetting projects that do 
not meet the eligibility criteria and rules, and prioritizing projects based on greatest need and 
benefit).  A fully eligible project must also undergo a three-stage review and vetting process, 
with exact dates to be determined by the City Manager’s designee(s) and the Steering 
Committee prior to the start of the Delegate phase. 

o First Stage Review: Budget Delegates shall submit to the City a summary (approximately 
500 words) for each project proposal, not to exceed 60 total project proposals (46 capital 
infrastructure/durable and 14 program and service). City staff and a subcommittee of the 
Steering Committee will provide general feedback on eligibility issues and concerns, but 
will make no binding determinations.  

In order to be eligible for possible funding at the conclusion of the cycle, implementing 
partners and/or any 501(c)3 non-profit organizations (including potential non-profit 
subcontractors) who may seek to implement project proposals must submit a 
prequalification application and letter of interest to the City on or before the First Stage 
Review. All public agencies who may be implementing partners must submit a letter of 
interest for each proposed project on or before the First Stage Review. 

Project proposals or non-City implementing partners that do not undergo this First Stage 
Review are ineligible for continued development or funding in the current cycle. 

o Second Stage Vetting: Budget Delegates shall submit to the Steering Committee (or a 
subcommittee) a maximum of 40 fully-eligible project proposals (30 capital 
infrastructure/durable and 10 program and service). The Steering Committee will conduct 
an initial eligibility screening and forward the proposals, along with the Steering 
Committee’s recommendations, to the City for full vetting. City staff will provide extensive 
feedback and revision requests to both the Budget Delegates and the Steering 
Committee. 

Where needed, City staff, designated Steering Committee members and the Budget 
Delegates shall meet and discuss the eligibility determination in an attempt to gain 
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mutual understanding and seek avenues to alter the project proposal for a more favorable 
outcome. Ultimately, the City Manager, in consultation with the City Attorney, shall make 
final determinations on whether project proposals are eligible for the Third Stage Review 
of the PB ballot.  

Project proposals deemed ineligible in the Second Stage Vetting may no longer be 
developed in the current cycle’s process and cannot be submitted for Third Stage Review. 

o Third Stage Review: Budget Delegates shall submit a maximum of 26 eligible and/or 
revised project proposals (20 capital infrastructure/durable and 6 program and service) 
that include final ballot language, poster photos, etc. to City staff for consideration on the 
ballot. City staff will concurrently notify the Steering Committee and the Budget Delegates 
of final ballot determinations.  

The City Manager, in consultation with the City Attorney, shall determine final project 
proposal eligibility. 

 The Steering Committee shall determine the number of available slots per committee for 
each of the three stages of review/vetting, as well as the ballot. The Steering Committee shall 
not make determinations about individual projects advancing to the ballot. 

 After the City has reviewed the final project proposals, they may not be altered or combined, 
except under extraordinary circumstances as determined by the City Manager, or designee. 

Project Expos & Voting 

 There will be at least three Project Expos, including one with Spanish interpretation available, 
to take place during the PB vote.  Budget delegates will present final project proposals to the 
community.  The Steering Committee will determine the final number of Project Expos. 

 Participants will abide by Campaign Guidelines as determined by the Steering Committee and 
the City Manager, or designee. 

 The PB ballot shall not contain more than 26 project proposals clearly separated into two 
sections: 
1. A maximum of 6 Program & Service project proposals 
2. A maximum of 20 Capital Infrastructure/Durable project proposals 

 Each voter may cast one vote per project proposal. Voters may cast votes for up to 25% of the 
total number of Program & Service project proposals, and up to 25% of the total number of 
Capital Infrastructure/Durable project proposals (rounded to the nearest whole number).  For 
example, on a ballot with 6 Program & Service proposals, and 20 Capital Infrastructure/Durable 
proposals, each voter may vote for up to two (2) Program and Service project proposals, and 
up to five (5) Capital Infrastructure/Durable project proposals. 

 People are eligible to vote for projects if they: 
1. are at least 16 years old, and 
2.   are residents of Vallejo or its unincorporated areas. 

o Budget delegates who have committed their time to the process and are under the 
minimum voting age as determined by the City Manager, or designee. 

 In recognition of the underrepresentation of the 20- to 34-year-old age group in Cycles 1 and 
2, a focus for Cycle 3 will be on increasing representation from this demographic voting bloc. 
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The Steering Committee and City staff will research the logistics of implementing alternative 
voting methods, including, but not limited to, an online voting platform that allows Vallejo 
residents to be authenticated and vote remotely. 

 Through these inclusive voter eligibility rules, the City of Vallejo aims to more deeply engage 
all Vallejo residents in the community and government.  

 At the time of voting, voters must present proof that they satisfy the eligibility requirements. 
A comprehensive list of acceptable IDs will be publicized prior to the vote. 

 Voting opportunities will take place on multiple days and in multiple locations. Each voter can 
vote on one occasion. 

 No campaigning will be allowed at polling locations. 

 The Steering Committee will determine the structure of the ballot with input from the City 
Manager, or designee. 

Consideration of Project Funding by the City Council  

 Upon completion of the public voting process, the results of the balloting will be brought 
before the City Council for consideration. The City Council will have the discretion to approve 
which projects are funded, the amount of funding, and conditions (if any) placed upon the 
use of approved funds. 

 If there is a tie, or if the available funds do not cover the cost of the next highest vote-getting 
project, subject to available resources and the discretion of the City or other agencies, the 
City Council will attempt to secure additional money to complete the project(s), partially fund 
the next highest vote-getting project, or split the remaining funding between any tied 
projects. If the project(s) cannot be completed with partial funds, the remaining funds will go 
to the project with the next most votes that can be fully funded, or into a reserve fund. If 
none of the above-mentioned methods for allocating remaining funds are possible, the 
balance of unused funding from the 15% of Measure B allocated for programs and services 
will revert over to the 85% for capital infrastructure/durables in the current cycle, or vice 
versa. 

Monitoring of Funded Projects 

 After the vote, a monitoring committee of Steering Committee members and Budget 
Delegates will be established to monitor the implementation of funded projects. 

Amendments 

 The Steering Committee may propose changes to the Rulebook with approval from a quorum 
of the Committee, and final approval by the City Council. The City Council may make changes 
to the Rulebook via a majority vote. 
 

Roles & Responsibilities: Who does what? 

 
There is a role for everyone in participatory budgeting, but different people have different roles 
and responsibilities, based partly on their stake in the community and their time commitment to 
the process. We encourage every community stakeholder to both participate and encourage 
others in the community to participate. 
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Vallejo Residents and Stakeholders  

Anyone can participate in the process, even if they only come to one meeting or only vote. 

 Identify local problems and needs 

 Propose project ideas 

 Volunteer to serve as budget delegates 

 Mobilize Vallejo residents and stakeholders to participate 

 Vote on project proposals, if a Vallejo resident 

Budget Delegates 

Budget delegates do the extra work necessary to turn community ideas into real projects.  

 Attend a Budget Delegate Orientation and a Project Proposal Workshop. 

 Discuss, categorize, and prioritize initial project ideas. 

 Make initial determination on project proposal eligibility prior to development, with 
assistance from the Steering Committee and staff. 

 Assess need and benefit when determining which eligible project proposals will not be 
resubmitted at different stages of review. 

 Consult with Vallejo residents and stakeholders on project proposals. 

 Develop full project proposals. 

 Prepare project posters and presentations. 

 Mobilize Vallejo residents and stakeholders to participate. 

 Monitor project implementation. 

 Evaluate the PB process. 

Facilitators 

Facilitators help residents participate effectively in budget assemblies and delegate meetings. 
They are neutral parties that do not advocate for particular projects. 

 Facilitate group discussions and meetings, and ensure that all participants are able to 
contribute 

 Serve as the main point of contact between the City Manager, or designee, and delegates, 
helping to coordinate communication and resolve conflicts 

 Connect delegates with information and resources 

 Ensure that notes are taken at meetings and distributed afterward 

 Support delegates in researching, assessing and developing proposals, based on criteria that 
include feasibility, need and benefit 

Workgroups  

Steering Committee members, representatives of other organizations, and community 
stakeholders are welcome to help implement PB Vallejo by volunteering in a workgroups. These 
workgroups may include, but are not limited to: 

 Event Planning: Help organize budget assemblies, delegate meetings, project expos and the 
vote, by securing venues, food, childcare, equipment, and other amenities. 

 Facilitation: Help develop facilitation plans for assemblies and meetings, recruit and train 
facilitators, facilitate meetings, and develop meeting materials. 
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 Outreach: Help design and implement outreach plans, generate media attention, recruit and 
train outreach workers, and develop outreach materials. 

 Online Participation: Help plan, oversee, and promote the PB Vallejo website and 
opportunities for online engagement, including researching a possible online voting method 
for Cycle 3. 

 Research & Evaluation: Help identify research priorities and evaluate data gathered during 
the PB process. 

 Additional workgroups may be formed on an as-needed basis as deemed necessary by the 
Steering Committee and the City Manager Designee(s). 

City Manager Designee 

The City Manager Designee will be the main person(s) responsible for coordinating the PB process 
with input and assistance from the Steering Committee. 

 Serve as a point of contact between the City and the PB Process 

 Coordinate PB outreach efforts   

 Serve as staff liaison to the PB Steering Committee.  Will enforce rules of order. 

 Recruit and coordinate volunteers 

 Create qualifications check-list based on this Rule Book 

 Create implementing partner eligibility check-list 

 Create a pre-qualification application for non-public implementing entities that reflects 
Vallejo-specific CDBG eligibility and requirements. 

 Categorize project ideas 

 Reserve space for assemblies and meetings 

 Arrange food, childcare, and interpretation for assemblies and meetings 

 Present information on the City’s budget and past spending, including monthly updates on 
the operating budget and PB expenses. 

 Distribute promotional materials 

 Serve as liaison between PB participants and City  

 Present implementation analysis and plan for voter-recommended project proposals to the 
City Council for consideration 

 Present updates to the City Council 

City and Agency Staff 

 Assess feasibility and legality of project proposals 

 Provide cost estimates for project proposals 

 Offer feedback on project proposals 

The Participatory Budgeting Project (PBP) 

The City of Vallejo has contracted PBP, a non-profit organization, to support the City in designing 
and implementing Vallejo’s PB process. 

 Facilitate a Writing the Rules Workshop at the conclusion of the PB Cycle 

 Support the City Manager Designee(s) responsible for coordinating the PB process. 

 Provide ongoing technical assistance to the City 
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 Assist City staff with facilitation of process milestones Assist with evaluation of the PB process 

Vallejo City Council 

 Establish the PB process 

 Appoint the Steering Committee 

 Appoint two alternates to the Steering Committee (one organization and one at-large) who 
will automatically fill vacant positions should they become available during the current PB 
cycle. 

 Take action on the Rulebook 

 Consider funding for the projects prioritized by voters 

City Council Liaisons 

City Council will select two liaisons to the Steering Committee.  

 Provide support to the Steering Committee 

 Facilitate communication between the Steering Committee and City Council 
Housing and Redevelopment Commission (HRC) 

 Be represented by one member on the Steering Committee 

 Assist with determining project eligibility during Second Stage Vetting, including for Program 
and Service projects that are required to meet CDBG guidelines. 

 
Steering Committee 
A Steering Committee coordinates PB Vallejo. The committee is composed of up to 21 members, 
including: a minimum of 12 civic organizations, one member of the Housing and Redevelopment 
Commission (HRC), and a maximum of 7 at-large.  The City Council shall appoint two alternate 
members to the PBSC who will not have member privileges unless they fill a vacancy that has 
become available. Steering Committee meetings will be held in compliance with the open 
meeting requirements of the Ralph M. Brown Act. 

 Design and oversee the PB process 

 Distribute promotional materials 

 Promote PB in their organizations and at community events 

 Volunteer for at least 1/3 of assemblies, 1/3 of expos and 1/3 of voting sites, or recruit 
volunteers to meet these requirements 

 Steering Committee members will be assigned as liaisons to Budget Delegate committees, 
but may not participate as budget delegates. Liaisons provide technical support to Budget 
Delegates during proposal development, provide informational updates on Delegate 
Committees’ progress to the Steering Committee, and connect Budget Delegates with 
resources. 

 Recruit organizations and community stakeholders to workgroups 

 Mobilize Vallejo residents and stakeholders to participate 

 Facilitate budget assemblies and delegate meetings  

 Assist City Manager Designee in arranging food, childcare, and interpretation for assemblies 
and meetings 

 Categorize project ideas and conduct preliminary review of ideas for eligibility 
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 Make initial eligibility recommendations of 40 project proposals during Second Stage Vetting 
and submit proposals and recommendations to City staff 

 Meet with City Manager, staff, and Budget Delegates if concerns arise over project proposal 
vetting determinations 

 Assist City Manager Designee in presenting voter-recommended project priorities to the City 
Council for consideration 

 Evaluate the PB process Recommend rulebook revisions to the City Council 

 Monitor project implementation 

 Set meeting agendas through individual or group requests via the Steering Committee 
leadership at least seven days prior to meetings. 

 
The Steering Committee includes representatives of civic, business, cultural, educational, and 
community organizations, all nominated by City Council. The Steering Committee designed this 
Rulebook and oversees Vallejo’s PB process.  
 
Steering Committee meetings are held in compliance with the open meeting requirements of the 
Ralph M. Brown Act. Whenever possible, the Steering Committee will make decisions by 
consensus. If consensus is not reached, decisions will be made by a formal vote and approved 
only by a quorum. 
 
SC civic organization members must nominate a primary representative and a secondary 
representative, and provide names and contact information to the City Manager, or designee, via 
a letter pledging their interests.  If the civic organization’s primary representative cannot attend, 
the named secondary representative must.   
 
PBSC members (civic organization and at-large) who do not attend three regular PBSC meetings 
in a 12-month period shall be disqualified from the PBSC and replaced by an alternate However, 
if a PBSC civic organization secondary representative has met the attendance requirement, the 
PBSC civic organization remains a qualified member of the PBSC. If the primary representative 
has not met the attendance requirement they will be disqualified and the civic organization must 
submit a new letter nominating primary and secondary representatives to the PBSC.  A City 
Manager designee shall contact member civic organizations if two regular meetings are missed 
by either an organizational representative or the organization as a whole. Enforcing attendance 
rules shall be a responsibility of the Steering Committee leadership. 
 
SC members will serve two (2) PB cycles.  A cycle is defined as beginning before budget assemblies 
and ending after the vote.  
 
An updated list of individuals and organizations who serve on the Steering Committee for 2015 
can be reviewed on the City’s website.

http://www.pbvallejo.org/
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