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Filling in the canvas

The canvas describes a participatory budgeting system, the standing apparatus that runs across cycles, not a single cycle. Each box
lists the dimensions to consider, a menu of common options to choose from, and a few questions to ask while you fill it in. The menus
are starting points, not limits. Pick what fits, add what is missing, and leave blank what does not apply.

J A chili marks a tension question: one that surfaces the gap between what a PB system says it does and what it actually does.

FOUR WAYS TO USE IT

01
Diagnosing an existing system

Fill in each box as thoroughly as you can, using every dimension. Your
answers usually will not be the ones in the menus. Pay special
attention to cells you don't have answers for, and to the questions
designed to surface tensions (the ones with a chili).

02

Process planning and design

Start with Goal, then let that tell you which boxes to prioritize. If your
goal involves building trust, move to Priority Audiences and think
about with whom trust has been broken. If it is about new pathways
for civic engagement, maybe Engagement Channels comes next.

03

Advocacy

If you have not secured a process yet, use the canvas to map what
pieces you have and what is missing, then fill the gaps aspirationally
to paint a picture of what the system could be. Answering the core
question for each box is enough; no need to dive into the workbook
or each box's dimensions.

04

Research

The canvas can act as an open data structure for cataloging and
comparing PB systems. The questions add context to each box,
promote learning exchange, and surface trends across the field.



Participatory Budgeting
System Canvas

A one-page frame for describing a participatory budgeting system: the standing apparatus that runs across cycles, not a single cycle.

Engine Inputs Output Accounting

How it runs What the system runs on Where it lands and who it reaches What it costs and produces

Goal Partners and Roles Geographies Costs
What is this trying to do, for whom, and over Who has to show up for this to keep running, and in what At what scale, with what boundaries, unified What does this actually cost to run,
what time horizon? role? or federated? and who pays, in what currency?
Values Pot of Money Engagement Channels Effects
What does this stand for, and what will it not How much, from where, with what strings? How do people engage, and through what What changed because this ran, and at
trade away? kind of contact? what level?

Authority and Mandate
Activities Who said this can exist? Do they have to honor what it Priority Audiences
What happens before, during, between, and/ produces? Who is this designed to center, and how do
or after cycles? you know you reach them?

Iteration Mechanism

What'’s evaluated, and how are learnings
implemented?
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Goal

Partners and Roles Pot of Money Geographies Priority Audiences

Authority and Mandate Engagement Channels

SYSTEM
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ENGINE

Goal

CORE ASK

What is this trying to do, for whom,
and over what time horizon?

WHAT THIS CAPTURES

What this PB system is trying to produce: the
change it is after, for whom, and over what
time horizon. Goals point the system
somewhere.

Wildest Future - PB System Canvas
Workbook

YOUR GOALS

The goal of

so that

GOAL TYPE

Another goal of

so that

GOAL TYPE

COMMON OPTIONS

NAME OF PB SYSTEM

FUTURE STATE

BENEFICIA

NAME OF PB SYSTEM

FUTURE STATE

BENEFICIA

A CHANGE THAT STARTS WITH A VERB

RY

A CHANGE THAT STARTS WITH A VERB

RY

Jumping-off points, not limits. Write your own where these do not fit.

Goal type

Beneficiary

Time horizon

Project-level

Direct participants

This cycle

Capacity-level

Multi-cycle

Trust-level

A defined community

Generational

TIME HORIZON

TIME HORIZON

Cultural-level

Specific marginalized groups

The institution itself



Goal DIAGNOSTIC QUESTIONS (1/2)

Core ask: what is this trying to do, for whom, and over what time horizon?

o Ifit funded zero projects but built lasting civic infrastructure, what would still be some successes?

J Does this move real decision-making power over money, or keep it where it already sits?

Jd What evidence exists that your goal is being achieved, and what evidence exists that it isn't? (If you’re more than a couple of cycles in, point to specifics.)
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Goal DIAGNOSTIC QUESTIONS (2/2)

J If this system has more than one goal, can it really serve them all? Does a hierarchy exist among the stated goals?
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Draw 19 of something.
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ENGINE

Values

CORE ASK

What does this stand for, and what
will it not trade away?

WHAT THIS CAPTURES

What this PB system stands for: the
behaviors it wants to see more of, and the
lines it will not cross getting to its goals.
Where goals point the system somewhere,
values set the constraints on how it gets
there. A value that shapes no design choice
is decoration.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

NAMED VALUES SOURCE OF VALUES STATUS

Add as many rows as you have. Example uses one row per named values.

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Named values

Equity Inclusion Transparency Accountability Dignity Stewardship Trust
Self-determination Solidarity Justice Belonging Voice Shared power
Deliberative quality Sustainability Care Safety

Source of values Convener-stated Partner-stated Community-surfaced Inherited Externally imposed

Status Lived Aspirational Performative



Values DIAGNOSTIC QUESTIONS (1/2)

Core ask: what does this stand for, and what will it not trade away?

o Which design choices on this canvas exist because of these values? If a value disappeared, what elsewhere would change?

o When two of these values pull against each other, which one gives?

J What activities are most in tension with these values?

02712



Values DIAGNOSTIC QUESTIONS (2/2)

J How do people with less power in this system experience these values, compared to people with more power?

02712
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Draw your face after the last PB cycle you were a part
of.
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ENGINE

Activities

CORE ASK

What happens before, during,
between, and/or after cycles?

WHAT THIS CAPTURES

Everything that happens in and around the
PB system. Not just the steps of a cycle
(outreach, idea collection, deliberation,
voting, oversight) but the work that keeps the
apparatus alive between and around cycles:
advocating for next year's money, teaching
people what PB is, cultivating partners,
defending the mandate, and building the
durable infrastructure the whole thing runs
on. A rulebook lists the steps of a cycle. This
box holds every event the standing system
involves, including the work that never shows
up on a cycle flowchart. What the system
does with all this, its consequences, lives in
Effects.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

ACTIVITY TYPE CADENCE

Add as many rows as you have. Example uses one row per activity.

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Activity

Outreach Idea collection Proposal development Deliberation
Sortition Deliberative Townhall Implementation oversight
Advocacy and resource development Civic education about PB
Mandate defense Participant onboarding Platform deployment
Data and evaluation infrastructure Rulebook authoring
Type Process System Infrastructure
Cadence Per cycle Continuous Episodic One-time
Owner Convener Partner org Facilitator Volunteers Specialist

OWNER

Cycle debrief

Partner cultivation

Fiscal and legal setup

Shared

Voting or deciding

Unassigned



Activities DIAGNOSTIC QUESTIONS (1/2)

Core ask: what happens before, during, between, and/or after cycles?

o Who does the system work, advocacy, education, partner care, and is it actually anyone’s job?

o What got built once and is now quietly decaying because nobody owns keeping it up?

Jd Which activities does the system actually resource, and which does it just hope happen?
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Activities DIAGNOSTIC QUESTIONS (2/2)

J In which activities is real decision-making power shared with the community, and in which does the system keep it?
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What's the shape of democracy? Sketch it here.



YOUR ENTRIES

ENGINE
One row per entry. Use as many rows as you need.

AUTHORITY TO
WHAT'S EVALUATED EVALUATOR CADENCE

Iteration
Mechanism

CORE ASK

CHANGE RULES

What's evaluated, and how are
learnings implemented?

WHAT THIS CAPTURES

How this PB system improves itself. The
feedback loop that lets each cycle differ from
the previous one in informed ways. Who
evaluates it, how often, what their findings
are allowed to change, and whether those Add as many rows as you have. Example uses one row per what's evaluated.
changes actually come back as new rules. A

system with no iteration mechanism tends to COMMON OPTIONS

get stale or fail to adapt to changing

) N Jumping-off points, not limits. Write your own where these do not fit.
sociopolitical contexts.

Evaluator

Internal team Partner-led Arms-length partner Fully external academic body
Wildest Future - PB System Canvas
Workbook Participants themselves None
Cadence Every cycle Multi-cycle Ad hoc One-time Never
Authority to change Binding Advisory with required response Advisory Informational only

rules
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Iteration Mechanism DIAGNOSTIC QUESTIONS

Core ask: what's evaluated, and how are learnings implemented?

o What happens if evaluation surfaces a finding the convener doesn’t want to act on?

o Who is empowered to change the rules between cycles, and on what basis?

Jd Can you point to a rule or design choice that exists because of a prior evaluation?

04 /12
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INPUTS 05 / 12

Partners and
Roles

CORE ASK

Who has to show up for this PB
system to keep running, and in what
role?

WHAT THIS CAPTURES

The standing roster of who facilitates this PB
system, and in what role. Not the cast of one
cycle, the relationships that make it run
across cycles. That means the in-cycle roles
(convener, fiscal sponsor, outreach,
facilitators, decision-makers, evaluators,
specialists) and the cross-cycle ones that are
easy to forget: the advocates who hold
facilitators and conveners to account, and
the champions who keep the system iterating

toward its goals when no cycle is running.

Each one sits somewhere on commitment,
from contractual down to a handshake, and
comes from some sector.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

‘ PARTNER ROLE SECTOR

COMMITMENT LEVEL

Add as many rows as you have. Example uses one row per partner.

.

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Role

Specialist Press Influencer Advocate or accountability holder

Sector | ppiic

Convener Fiscal sponsor Outreach Facilitator Decision-maker Evaluator

Champion or steward

Private sector Nonprofit School or educational institution
Community-based organization Consultant Philanthropic Academic
Commitment level Contractual MOU Handshake Aspirational




Partners and Roles DIAGNOSTIC QUESTIONS

Core ask: who has to show up for this PB system to keep running, and in what role?

o Isone partner doing multiple roles that should probably be split?

o Are any required roles missing?

o What happens if any single partner withdraws?

J Which roles are most fragile, and can they afford to be fragile, given the goals?

05/ 12
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INPUTS 06 /7 12

Pot of Money

CORE ASK

How much, from where, with what
strings?

WHAT THIS CAPTURES

The money this PB system has to allocate. Its
size, where it comes from, what it is allowed
to fund, and whether it is one pot or several.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

‘ POT NAME SIZE SOURCE RESTRICTIONS

CONFIGURATION

Add as many rows as you have. Example uses one row per pot name.
N\

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Size a figure or range
Source Public (tax-funded) Philanthropic Private (corporate, business)
Pooled (multiple sources combined) Member dues or assessments
Restrictions Can be used for capital Can be used for programmatic Must be nonpartisan
Configuration Single pot Multiple pots




Pot of Money DIAGNOSTIC QUESTIONS

Core ask: how much, from where, with what strings?

o Dothe restrictions match what people actually want to fund?

o Is this money committed for one cycle, or is there a plan to sustain it?

J Is the pot proportional to what the system claims to do?

06 / 12
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INPUTS

Authority
and Mandate

CORE ASK

Who said this can exist? Do they
have to honor what it produces?

WHAT THIS CAPTURES

The institutional permission for this PB
system to exist, and how much the institution
has to honor what the system produces. It
comes from some source, at some level of
formality, with some degree of bindingness,
over some scope, and is either released or
still pending.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

SOURCE OF AUTHORITY FORMALITY BINDINGNESS SCOPE STATUS

Add as many rows as you have. Example uses one row per source of authority.
N\

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.
Source of authority Legislative Executive Council or board Institutional Voluntary partnership / MOU

Formality Codified

Formal Informal
Bindingness Binding Advisory with required response Advisory Non-binding
Scope Full discretion within the pot Themed Pre-approved menu Mixed
Status Committed and released Committed but not released Aspirational Contingent



AuthOI‘ity and Mandate DIAGNOSTIC QUESTIONS (1/2)

Core ask: who said this can exist? Do they have to honor what it produces?

o Who can revoke or override the mandate, and under what conditions?

o What is the authority’s expiration or sunset?

o What approval steps stand between the system’s output and the resources flowing?

o If the institution disagrees with what the system produces, what happens?
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Authority and Mandate DIAGNOSTIC QUESTIONS (2/2)

) Is the system already operating ahead of the authority being formally released?

07 /12
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Try to draw a bike accurately.
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OUTPUT 08 /7 12

Geographies

CORE ASK

At what scale, with what boundaries,
unified or federated?

WHAT THIS CAPTURES

The scale and structure where this PB system
operates, and where decisions land.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

BOUNDARY
LOGIC

GEOGRAPHY

CONFIGURATION

Add as many rows as you have. Example uses one row per geography.
\_

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Scale Block or hyperlocal Neighborhood District Municipal or citywide
State or provincial Multi-jurisdictional
Boundary logic Administrative Community-defined Organic Need-based
Configuration Single Parallel Nested Federated Stratified
Equity weighting Equal Weighted by need Floor-plus-need



Geographies DIAGNOSTIC QUESTIONS

Core ask: at what scale, with what boundaries, unified or federated?

o Can projects cross boundaries, or must they stay within their geography?

o Whose perception of the geography matters: administrators, residents, or both?

J Do the boundaries make sense for the goal, and are they intentional or just inherited?
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OUTPUT 09 /7 12

Engagement
Channels

CORE ASK

How do people engage with the
system, and through what kind of
contact?

WHAT THIS CAPTURES

The media people use to engage with the PB

system, and the kind of contact those
channels create. Borrowing from the
Business Model Canvas, channels range from
mass and broadcast down to one-on-one.
This box is only about how people reach and
are reached by the system. What gets
decided, and how, lives in Activities.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

CHANNEL PARTICIPATION MODES RELATIONSHIP TYPE SYNCHRONICITY

Add as many rows as you have. Example uses one row per channel.
\

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Participation modes

In-person events Digital platform Paper Phone or text Door-to-door
Embedded in existing spaces
Relationship type Mass or broadcast In-person group One-on-one Self-service Automated

Embedded in a trusted intermediary

Synchronicity Synchronous Asynchronous Mixed

Social media




Engagement Channels DIAGNOSTIC QUESTIONS

Core ask: how do people engage with the system, and through what kind of contact?

o Who's likely to participate easily through these channels, and who has to work harder?

o What does it take to participate: time, language, technology, transportation, childcare, trust?

J Do the channels actually reach the audiences the system says it centers?

09712
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OUTPUT

Priority
Audiences

CORE ASK

Who is this designed to center, and
how do you know you are reaching
them?

WHAT THIS CAPTURES

The participants this PB system centers in its

design, why it centers them, how it reaches

them, and how it knows it is reaching them.
Different from beneficiaries. Priority
audiences are who the design is built for
first.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

REASON FOR
CENTERING

NAMED AUDIENCES

REACH MODE

VERIFICATION

Add as many rows as you have. Example uses one row per named audiences.

G

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Named audiences " v,1n | Elders | | Undocumented residents
Language-minority communities People with disabilities
Low-income residents Specific ethnic or racial communities
Specific neighborhoods or geographies of need

Reason for centering Representation gap Equity Mandate

Strategic capacity

Reach mode

Targeted outreach within a universal process Dedicated channels

Centered design

Verification

Demographic data on participants Demographic data on outreach

Partner attestation Comparison to baseline None

Organizational mission

Unhoused or housing-insecure people

Formerly incarcerated people Renters

People excluded from electoral politics

Population proportion

Exclusive eligibility

Self-report or surveys




Priority Audiences DIAGNOSTIC QUESTIONS (1/2)

Core ask: who is this designed to center, and how do you know you are reaching them?

o What happens when the priority audience’s wishes conflict with the broader majority’s?

o What's the verification mechanism, and how good is the evidence it produces?

J Is the priority audience actually being reached, or just named?
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Priority Audiences DIAGNOSTIC QUESTIONS (2/2)

J Is the audience reached in shallow ways (showed up, voted once) or deep ways (shaped the rules, named successors)?
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Sketch a space that needs PB but doesn't have it.
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ACCOUNTING

Costs

CORE ASK

What does this actually cost to run,
and who pays, in what currency?

WHAT THIS CAPTURES

What running this PB system actually
consumes, beyond the budget line. Money,
staff time, volunteer and community time,
political capital, what else that money and
time could have gone to, and what people
have to let go of for participation to work.
Read across six levels, from the individual up
to the societal, tagging the ones that apply.

Wildest Future - PB System Canvas
Workbook

YOUR ENTRIES

One row per entry. Use as many rows as you need.

COST COST TYPE LEVEL OF ANALYSIS

Add as many rows as you have. Example uses one row per cost.

COMMON OPTIONS

Jumping-off points, not limits. Write your own where these do not fit.

Cost type Direct money Staff time Volunteer and community time

Mental model surrendered

Level of analysis Individual Interpersonal Organizational Community

Recurrence One-time Recurring

RECURRENCE
Political capital Opportunity cost
Cultural Societal



Costs DIAGNOSTIC QUESTIONS

Core ask: what does this actually cost to run, and who pays, in what currency?

o Who bears the heaviest cost, and is it the people who can least afford it?

o What is the convener spending in political capital, and what happens when that runs out?

J What's the true cost including unpaid and volunteer labor, not just the budget line?

1712



YOUR ENTRIES
ACCOUNTING

Effects

CORE ASK

One row per entry. Use as many rows as you need.

EFFECT LEVEL OF MEASUREMENT
EFFECT EFFECT TYPE

DIRECTION ANALYSIS QUALITY

What changed because this ran,
and at what level?

WHAT THIS CAPTURES

What this PB system produces, read across
six levels from the individual up to the
societal. Most PB measurement stops at the

individual level, counting how many people

showed up. The levels above it are where the
Add as many rows as you have. Example uses one row per effect.

harder questions live. Effects include the
negative and the unintended, and the new COMMON OPTIONS
ways of thinking that emerge, not only the

Jumping-off points, not limits. Write your own where these do not fit.

wins.
Effect type Material or project outcome Capacity built Relationships and trust Behavior or practice change
Wildest Future - PB System Canvas
Workbook Mental model emerged Institutional or policy change Narrative or cultural shift
Effect direction Positive Negative Mixed or unintended
Level of analysis Individual Interpersonal Organizational Community Cultural Societal
Measurement quality Verified Claimed Testified Unmeasured

127 12



Effects DIAGNOSTIC QUESTIONS

Core ask: what changed because this ran, and at what level?

o What changed because this ran, at each of the six levels?

o What negative or unintended effects is the system producing, and is anyone tracking them?

o If you only had individual-level numbers, what would you miss?

J Is the system measuring what matters, or just what's easy to count?

12712
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