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SUBJECT

AN ORDINANCE related to performance management and accountability; amending Ordinance 11980, Section 2, as amended, and K.C.C. 2.10.020, adding new sections to K.C.C. chapter 2.10 and repealing Ordinance 11980, Section 3, as amended, and K.C.C. 2.10.010, Ordinance 16202, Section 5, and K.C.C. 2.10.035, Ordinance 16202, Section 6, as amended, and K.C.C. 2.10.045, Ordinance 16202, Section 7, and K.C.C. 2.10.055, Ordinance 16202, Section 8, as amended, and K.C.C. 2.10.060, Ordinance 16202, Section 9, and K.C.C. 2.10.070, Ordinance 16202, Section 10, as amended, and K.C.C. 2.10.080 and Ordinance 16202, Section 11, as amended, and K.C.C. 2.10.090.

SUMMARY

Proposed Ordinance 2014-0225 would establish a new Performance Management System through the updating of King County Code Chapter two, section ten.

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. 

· 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:

King County Strategic Plan

5 years
Agency Plans

Business Plan
Biennial Budget
Implementation
Performance Reporting

5 years
Current King County Performance Management System (K.C.C. 2.10)






Performance Management Action Team (PMAT)
Ordinance 17410 established an interbranch Performance Management Action Team (PMAT) to review and make recommendations on potential models to translate the goals and objectives of the PMAS and KCSP to agency operations.

The PMAT consisted 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. 

To support the PMAT’s work, an interbranch (staff) working group was appointed, including six staff designated by the Executive, six staff designated by the Chair of the Council (both analytic and personal staff), and the King County Auditor.  The Council's Chief of Staff and the Deputy County Executive served as advisors to the interbranch (staff) working group.

Ordinance 17410 called for the PMAT to submit a report to the Council by April 30, 2013, including:

· 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.


Since the completion of the PMAT work, staff has been working collaboratively between the executive and legislative branches to operationalize the PMAT concepts and develop code language.  Proposed Ordinance 2014-0225 represents the results of these interbranch efforts.


ANALYSIS

Proposed Ordinance 2014-0225 represents a re-write of major portions of Section 2.10 of King County Code and divided in thirteen sections as follows:

Section 1	Repeals old language
Section 2	Provides the policy intent of the performance management system and its goals, and the primary elements of the system.
Section 3	Updated definitions for the Performance Management System 
Section 4	Describes how the system is to be used by all organizations of the County
Section 5	Describes the Vision and Policy Priorities
Section 6	Describes Strategic Innovation Priorities 
Section 7	Describes Business Plans 
Section 8	Council review of progress and input for the next budget cycle including discussion with Separately Elected Officials
Section 9	Establishes Performance Management Advisory Committee (PMAC) 
Section 10	Establishes Interbranch Team – supports PMAC
Section 11	Establishes Cross-Functional Strategic Teams 
Section 12	Requires biennial reporting by PSB to the Council, Separately Electeds and Public
Section 13	Annual Audit requirement for KC Auditor review of goals 

The updated code would establish an updated system that would function very similar to the current system with the largest changes in the planning environment.
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Issue Areas for Consideration

Section 2 – Policy Intent and System Goals 
While section 2 subsection C defines a system of strategic planning rather than a single strategic plan document, eliminates agency plans and establishes new element of strategic innovation priorities (discussed in greater detail in below sections), the goals of performance management system established in subsection B appear to be the most significant statements of this section.

	A.  It is the intent of the King County council to establish within the county government a performance management and accountability system that ensures an ongoing, systematic approach to improving county governmental operations and ensures government program results through a system of strategic planning, evidence-based decision making, continuous performance improvement and a focus on accountability in the achievement of prioritized goals.

	B.  The performance management and accountability system shall:
	  1.  Engage the public and county leadership in the development of countywide priorities;
	  2.  Demonstrate achievement in meeting the county's goals;
	  3.  Increase the ability of county managers and staff to continuously improve performance and customer service and to assess program effectiveness; and
	  4.  Assist county elected leaders in making policy and budget decisions in support of county goals and objectives.

	C.  The performance management and accountability systems shall consist of:
	  1.  A system of strategic planning including:
	    a.  vision and policy priorities;
	    b.  strategic innovation priorities; and
	    c.  business plans;
	  2.  The King County budget as authorized under K.C.C. chapter 4.04;
	  3.  A system of implementation, performance measurement and continuous improvement consistent with authorities and responsibilities of the King County Charter; and
	  4.  Regular reporting and evaluation of results.

Policy Question:  Does the proposed intent and statement of how the system shall guide the County align policy maker's goals?

Section 3 – Definitions
Definitions provided in this section are almost entirely new language.  Additionally, the definitions provide clarity around a single set of language for performance measurement and management throughout county government, including how the elements work together:
Goals

Objectives

Strategies

Activities
Performance Measurement includes:

Results (Why)  Targets (How much)  Measures (What)



			
		     




Section 5 – Vision and Policy Priorities
This section describes a document, adopted by ordinance, which contains the ten to twenty-year policy direction for county government (goals and objectives) that are to be used countywide to prioritize decision making, business planning and resource allocation.  This section is most akin to the strategic plan section previously in code, only without the strategies and activities (which now would belong in Business Plans).  It is important to note that the new definition of objectives requires them to be specific, measureable results stated to achieve a goal.

Section 6 – Strategic Innovation Priorities
These are a new concept to the County's performance management system.  The Strategic Innovation Priorities (SIPs) are intended to be the immediate countywide planning priorities, which through a collaborative process between the Council and Executive identify the prioritized "gaps" in the County's objectives where broad, cross-functional planning has the potential to identify new, updated and/or clarified direction.

Based on current discussions, SIPs would include such concepts as:

· Develop a regional economic development and jobs strategy
· Develop a plan for the Criminal Justice System to improving outcomes and decrease costs
· Develop the “Employer of the Future” plan to meet the needs of a 21st Century workplace and workforce

Section 7 – Business Plans
While business plans are not a new concept, the description of business plans contained in Proposed Ordinance 2014-0225 is vastly changed.  These documents will still be transmitted along with the budget process, however, instead of being one to two year descriptions of what is in the budget proposal these documents will be six to ten year strategic plans of how an agency plans to advance the goals and objectives of the County.

These documents will take the place of the agency plans, old business plans, operational master plans and facility master plans.  Title four of King County Code is being rewritten to include reference to this one definition and description, thereby reducing and consolidating the planning that individual agencies need to perform.

Section 8 – Council Review and Action on the Performance Management System
This section calls for biennial action by the council regarding the Performance Management System through a motion that reflects:
1. The council's review of the Vision and Policy Priorities Report; and
2. A review with the separately elected officials of results, trends and emerging issues related to achieving the Vision and Policy Priorities.

While this section calls for action on a motion, it does not specify the mechanism for review of the report or review with the separately elected officials.

Section 9 – Performance Management Advisory Committee
Using the framework of the PMAT process, this section would establish a collaborative process for Council and the Executive to review progress in advancing the performance management system as well as making recommendations to its members' respective branch of government.

Section 10 – Interbranch staff team
This section establishes an interbranch staff team to support the Performance Management Advisory Committee.  The staff team would consist of:
· Three staff designated by the executive;
· Three staff designated by the chair of the council;
· One member of each cross-functional team, as designated by each team; and
· The county auditor as an ex officio member.

Section 11 – Cross-Functional Strategic Teams
This section establishes a cross-functional team for each of the goals of the Vision and Policy Priorities.  These would have Director-level membership and the critical roles of:

· Reviewing the internal and external performance and financial data, trends and capabilities associated with achieving its goal and objectives;
· Identifying opportunities or conditions that have a likelihood of affecting the county's achievement of its goal and objectives;
· Identifying solutions and coordinate the achievement of its goal and objectives;
· Making recommendations to the Performance Management Advisory Committee for the results, measures and targets of its goal and objectives; and
· Facilitating cross-agency collaboration and alignment of strategies and activities to improve efficiency and effectiveness;

These teams are intended to increase the visibility and accountability of goal and objective achievement both between the agencies, and to the Council and Executive.

Section 12 – Biennial Reporting
This section establishes a biennial public reporting responsibility with the Office of Performance, Strategy and Budget.

Section 13 – Audit Requirement
This section establishes a requirement for the County Auditor to conduct an audit of at least one goal of the vision and policy priorities.  The process and content of these audits will be subject to work by the independent County Auditor.

How Would the System Work?
Vision and Policy Priorities
Business Plans
Strategic Innovation Priorities
Budget
Implementation
Evaluation
Cross-Functional Strategic Teams
Performance Management Advisory Committee
Interbranch Staff Team

ATTACHMENTS
1. Proposed Ordinance 2014-0225
2. K.C.C. Title 2 Section 10
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