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SUBJECT

Briefing on Proposed Ordinance 2012-0367, which would establish a Performance Management Action Team to connect agency performance and budgeting to the Performance Management and Accountability System (PMAS) and the King County Strategic Plan’s (KCSP) goals and priorities.

BACKGROUND

Article 4 of the King County Charter establishes the county budget process. It gives the Executive the responsibility to propose the budget, including any tax or revenue ordinances that are necessary; and it gives the Council the responsibility to review, amend, and approve the budget, along with any tax or revenue ordinances that are needed.

The budget is crucial to the way county government operates. As it is shaped by both the Executive and the Council in their respective roles, the budget articulates policy makers’ goals and priorities for how county government should operate over the coming year and then provides the funding to carry out those goals.

The priorities in the budget are shaped by the county’s long-term goals and priorities, which have been established by the Executive and Council in the King County Strategic Plan, which is a part of the county’s Performance Management and Accountability System.

Performance Management and Accountability System 
In July 2008, the Council adopted Ordinance 16202, the Performance and Accountability Act, which established the Performance Management and Accountability System (PMAS) to continuously improve county government management and accountability and to help county government respond effectively to community expectations in a time of limited resources.[footnoteRef:1]  [1:  KCC 2.10.010] 


The PMAS is intended to effectively align “collaborative efforts towards common county goals while respecting the needs of individual agencies to pursue organizational goals, and separately elected officials’ obligation to deliver on their commitments to the public.”[footnoteRef:2] [2:  KCC 2.10.010] 


The goals and components of the PMAS are outlined in Section 2.10 of the King County Code. As defined in the Code, the PMAS includes:

· King County Strategic Plan[footnoteRef:3]  [3:  KCC 2.10.060] 

Implementation of the PMAS is guided by the 2010-2014 King County Strategic Plan (KCSP), which the Council adopted in July 2010 through Ordinance 16897. The KCSP sets a long-term vision for county government and outlines a set of strategies to achieve the county’s goals. The KCSP also includes a monitoring plan that describes, tracks and evaluates key outcomes to be achieved. 

The KCSP is organized around a framework of eight goal areas, four on “what we deliver” and four on “how we deliver” services:

· What. Four “what we deliver” goals outline expectations for King County’s major service areas:
· Justice and Safety. Support safe communities and accessible justice systems for all;
· Health and Human Potential. Provide equitable opportunities for all individuals to realize their full potential;
· Economic Growth and Built Environment. Encourage vibrant, economically thriving and sustainable communities; and
· Environmental Sustainability. Safeguard and enhance King County’s natural resources and environment.

· How. Four “how we deliver” goals articulate how King County intends to conduct its work:
· Service Excellence. Establish a culture of customer service and deliver services that are responsive to community needs;
· Financial Stewardship. Exercise sound financial management and build King County’s long-term fiscal strength;
· Public Engagement. Promote robust public engagement that informs, involves, and empowers people and communities; and
· Quality Workforce. Develop and empower King County government’s most valuable asset, our employees.

· Equity and social justice[footnoteRef:4]  [4:  KCC 2.10.200, 2.10.210, 2.10.220 and 2.10.230] 

As part of its work developing the KCSP, the county developed a “fair and just” principle that the Council adopted through Ordinance 16948. The fair and just principle is to be applied to everything the county does to ensure equitable opportunities for all people and communities. The fair and just principle is a guiding principle of the KCSP and includes a number of equity and social justice foundational practices to be incorporated into each agency’s work.

· Agency strategic plans[footnoteRef:5]  [5:  KCC 2.10.070] 

To connect the broad goals and principles of the KCSP to the work of individual county agencies, each agency, department, or office is required to develop a strategic plan to set its priorities and guide its actions. Agency strategic plans, like the KCSP, are based on a five-year timeframe. Agency plans include a vision and mission statement; prioritized medium- to long-range goals; and outcomes for each goal with a primary manager who is accountable for those outcomes. 

Agency strategic plans may also include operational master plans, which analyze agency strategies, alternatives, and lifecycle costs; include information on projected workload, needed resources, implementation schedules, and cost estimates; and address how the agency will respond to changing conditions.[footnoteRef:6]  [6:  KCC 2.10.020.J] 


· Business plans[footnoteRef:7]  [7:  KCC 2.10.080] 

Agency strategic plans outline an agency’s goals and priorities over a five-year timeframe. Agency business plans focus on activities to be accomplished during a one- to two-year period. Business plans are developed and transmitted along with each agency’s budget. They include a vision, mission, and goals for the agency; objectives and strategies to accomplish agency goals; an evaluation of internal and external change dynamics and strategies; a prioritized list of recommended budget changes to achieve the identified goals; and performance measures for each goal or program with a primary manager who will be accountable for achieving them.

· PMAS review, updates, and public involvement
The PMAS set out a broad framework in which county government is expected to operate. To ensure that the PMAS and its component plans are monitored and updated as needed and that the KCSP truly reflects King County priorities and needs over time, the King County Code establishes two PMAS-related internal groups, defines a public involvement process for PMAS issues, and requires an annual report on countywide performance: 

· Performance and Accountability Group (PAG).[footnoteRef:8] The PAG is a working group that is comprised of the Executive, two Councilmembers, the Sheriff, the Prosecuting Attorney, an elected judge from the Superior Court, an elected judge from the District Court, the Assessor, and the Director of Elections. The PAG is to meet at least twice a year to identify annual KCSP priorities, review the county’s performance, consider emerging trends and issues, and recommend revisions to the KCSP. [8:  KCC 2.10.310] 


· Performance Management Workgroup (PMG).[footnoteRef:9] The PMG is a forum for managers to help them coordinate implementation of the PMAS, ensure that their agencies’ strategic and business plans are aligned with the KCSP, organize training for County employees, and advise on new developments in the performance management field. The PMG is chaired by the King County Auditor and includes staff from the following agencies and offices: Council, Sheriff, Prosecuting Attorney, Assessor, Superior Court, District Court, Auditor, each Executive branch department, and Performance Strategy and Budget (PSB). [9:  KCC 2.10.045] 


· Public involvement.[footnoteRef:10] The county has committed to an open and transparent process. As part of this commitment to transparency, the King County Code outlines a variety of means by which the public will be involved in reviewing the KCSP, as well as individual agency priorities and plans.  [10:  KCC 2.10.035] 


· Annual report.[footnoteRef:11] As part of the commitment to transparency and accountability, the County Executive is to prepare a report each year documenting countywide performance and present the report to the Council. [11:  KCC 2.10.055 and KCC 2.10.090] 


The PMAS is implemented as a cycle over the course of each budget year. As the diagram below shows, each step in the PMAS corresponds to a step in the county’s planning, implementation, or evaluation process:

Executive implementation - New initiatives related to PMAS. The diagram on the next page how strategic planning is intended to translate into action. However, the actual work of developing a meaningful strategic plan and then translating its goals and objectives into budget requests, work plans, and evaluated outcomes can be quite challenging, particularly for an organization as large and diverse as King County. To accomplish the translation from planning into action, the Executive has spent the last year testing and evaluating a number of new initiatives related to the PMAS. 
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These initiatives, though related to the PMAS, are not included in the King County Code, and have not yet been reviewed and approved by the Council.

· Goal planning
If the KCSP is to truly set the framework for county operations, all agency strategic plans, business plans, and budgets must flow from and be aligned with the KCSP. To accomplish this alignment, the Executive has begun testing the concept of goal planning.

Goal planning is an iterative process that aims to link priorities as defined by the KCSP to agency operations and resources. Linking operations and budgets to KCSP goals would ensure that the county is doing the right things by focusing resources and activities on achieving agreed-upon priority outcomes. 

Executive staff have identified five objectives to be achieved through goal planning:

1. All county operations are guided by and aligned to the KCSP.
2. Agencies and operational units collaborate to achieve results.
3. Resources are planned and allocated to optimize outcomes.
4. Agencies and operational units use performance management tools to facilitate continuous improvement, accountability, and transparency.
5. Decision makers receive timely, meaningful, and evidence-based information, including input from stakeholders and customers.

· Goal teams
Goal planning, as currently proposed, would be undertaken by multi-agency goal teams that would be responsible for reviewing and coordinating the KCSP goals and objectives in relation to operational planning and budgeting. The goal teams would review and adopt updated KCSP objectives and strategies, recommend KCSP outcome targets, and then identify possible short- and long-term actions to achieve these outcome targets. This work would then directly inform agency business plans and budget development.

Goal planning and the goal teams are still in a pilot phase. Executive staff have begun developing process maps[footnoteRef:12] to define how goal planning could be carried out. However, goal planning has not yet been implemented, and the Council has not yet been formally involved. [12:  Process maps are flow charts that show both the steps in the process and the people or organizations that would be involved.] 


· Line of business planning
Line of business planning is another PMAS-related tool the Executive has been testing. Line of business planning is based on cross-agency collaboration around a defined “line of business,” such as adult detention or building and land use. Through line of business planning, each multi-agency line of business would plan for the most effective and efficient delivery of products, first identifying strategic and operational problems and then selecting alternatives to improve service delivery and/or capacity. Line of business plans have a 10-year planning horizon to provide context for the analysis.  

Executive staff organized four pilot line of business planning processes this summer: Assessor, King County Information Technology (KCIT), Risk Management and King County International Airport. Council staff and a Council leadership team were involved in reviewing the progress of the Risk Management and King County International Airport line of business pilots.

Developing line of business plans is time- and resource-intensive. To be effective, line of business plans must be able to translate upward to the goal plans and also downward to the budgets and work plans of each of the agencies involved in the line of business. The level of detail that should be involved in line of business planning has not yet been resolved, nor has the connection to the budget process. 

· Product-based planning and budgeting
The Executive’s proposed 2012 budget that was submitted to the Council last fall began a shift to a "product" focus, with a product defined as a specific service provided by a county agency. The Executive proposes to transition to product-based planning and budgeting by 2014. Product-based budgeting would be based on agency business plans, and potentially on multi-agency line of business plans. The Council has not yet formally approved product-based planning or budgeting.

· ABT performance management proof of concept project
The county’s Accountable Business Transformation (ABT) program was established to consolidate the functions of human resources and finance into a common platform. This has been accomplished through a combination of software products that has also integrated the county’s budget system into the new software environment. 

Executive staff have been testing the possibility of using the ABT program for performance management. In this concept, agency or line of business product and budget metrics would be input into the ABT and used to produce planning outputs. A “proof of concept” for ABT performance management began this summer using the Human Resources Division and Noxious Weeds Program as pilots. That process is not yet complete. Councilmembers and staff have not been involved.

· Lean management
Meeting strategic planning goals with limited resources requires agencies to accomplish their work efficiently. One way to do this is by eliminating all activities that do not add value or contribute to the agency’s goals. The Executive has begun using a management tool called Lean management to accomplish this.

Lean seeks to create value for customers by eliminating all non-valued added activities or waste. Lean focuses on the following principles:

· Value is always defined by customers;
· Employees are respected; 
· Work is standardized and balanced;
· Visual controls are used to create transparency and help teams plan or reorganize their work; and
· Continuous improvement is expected.

As a first step in using Lean management principles, a number of county agencies have begun a process called value stream mapping. Value stream mapping is a process by which staff work together to develop a high-level visual representation – from start to finish – of all the steps, people, and decision points that are involved in delivering a desired outcome, service, or product to customers. 

The completed value stream map can help agencies become more efficient because it clearly shows where processes are contributing to waste, delays, or duplication. After completing a value stream map, staff then diagram a desired “future state” map and focus their planning efforts around achieving this desired future state.

Lean is an operational level tool that does not require formal Council adoption. However, its integration into the strategic planning process may affect the PMAS and/or the county budget process, two areas that do require Council adoption.

The processes described above – goal planning, line of business planning, product-based planning, ABT performance management, and Lean management – are all attempts to accomplish the difficult work of translating the overall strategic framework of the PMAS and KCSP into agency operations. Each of these processes has been tested to some level by the Executive over the last year, but none has been formally reviewed or approved by the Council as a part of PMAS. 

The review groups identified as part of the PMAS in the King County Code – the Performance and Accountability Group (PAG) and Performance Management Workgroup (PMG) – have limited roles that do not cover the ongoing development of the PMAS or the translation of the PMAS into guidelines for implementation. The PAG focuses on the ongoing development and updating of the goals and priorities in the KCSP; the PMG focuses on day-to-day implementation of performance management techniques. But neither of them is set up to review the translation of proposed initiatives into the PMAS.

ANALYSIS

King County’s strategic planning approach has the potential to fundamentally change how county services are planned, budgeted, and delivered. Organizing services and allocating resources based on identified goals and priorities will help county government operate more efficiently and effectively, while providing more transparency and accountability to the public.

However, for these efforts to succeed over the long-term, agency operational and budgeting processes must be connected to the long-term goals and priorities in the PMAS and KCSP, and a system must be put into place to continuously evaluate and improve on these efforts.

The initiatives and pilot projects the Executive has organized over the past year have provided a first step in this direction. However, those efforts are not currently integrated with each other or incorporated into the King County Code’s description of PMAS, and they have had little or no review from the Council. 

If the PMAS is to succeed, the processes needed to translate strategic planning into agency operations and budgets must be fully realized and made formal parts of the overall system.

Performance Management Action Team (PMAT)
To do that, the proposed ordinance would establish an interbranch Performance Management Action Team (PMAT). The PMAT would work during the first quarter of 2013 to review and make recommendations on potential models to translate the goals and objectives of the PMAS and KCSP to agency operations.

The PMAT is proposed to consist of the Executive and three Councilmembers, including the chair of the Council, the chair of the Budget and Fiscal Management Committee, and the chair of the Committee of the Whole. The proposed legislation designates the chair of the Council as the chair of the PMAT.

To support the PMAT’s work, an interbranch working group will be appointed. The working group will include up to six staff designated by the Executive, up to six staff designated by the Chair of the Council, and the King County Auditor.  It is contemplated that the Council staff team could consist of both analytic and personal staff.  The proposed legislation does not identify formal roles for the Council Chief of Staff or the Deputy County Executive.

By the terms of the proposed ordinance, the PMAT will submit a report to the Council by April 30, 2013. The report will include:

· A review of planning models that can be used to connect the goals and priorities of the PMAS and KCSP to agency operational and budgeting processes, to evaluate outcomes, and to define how accountability will be achieved. This review will be informed by a best practices memorandum to be prepared by the Auditor.

· A recommendation of one to two models for further review and implementation, including a description of the schedule, structure and staffing during 2013 and 2014.

· Code revisions and legislation needed to implement the new model.

NEXT STEPS

If the proposed ordinance is approved, the Council and Executive will immediately designate the members of the interbranch working group. 

During the fourth quarter of 2012, the King County Auditor will review and analyze performance management systems used by other jurisdictions and prepare a best practices memorandum on the translation of performance management initiatives into operations and budgeting that will be used to inform the working group’s approach. 

The working group will begin weekly meetings upon the completion of the Auditor’s best practice memorandum, anticipated to be in December 2012. The chair of the working group, in consultation with the chair of the PMAT, will prepare a work plan and timeline for the group, along with a schedule and topics for briefings of the PMAT. 

The PMAT will hold monthly meetings during the first quarter of 2013 to review the working group’s progress. Meetings will cover the topics to be summarized in the PMAT’s report to Council by April 30: 

· A review of planning models that can be used to connect PMAS and KCSP goals and priorities to agency operations, budgeting, evaluation, and accountability.

· A recommendation of one to two models for further review and implementation, including a description of the schedule, structure and staffing during 2013 and 2014.

· Code revisions and legislation needed to implement the new model.

The process will conclude with the PMAT forwarding it's recommendations Council.  At that time, the Committee of the Whole may want to have a briefing regarding recommendations and implementation approaches as appropriate.



ATTACHMENTS
1. Proposed Ordinance 2012-0367
2. K.C.C. Title 2 Section 10
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