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SUBJECT: An ORDINANCE relating to the reorganization of the executive branch; amending Ordinance 14199, Section 5, and repealing Ordinance 14199, Section 6.
SUMMARY:

Proposed Ordinance 2003-0340 would amend the executive’s reorganization ordinance (Ordinance 14199) to remove the requirement for the executive to submit to council a final report evaluating the impact of the reorganization on customer service and to remove the requirement for the county auditor to conduct an audit of the executive’s report.  
BACKGROUND:
The Council approved the executive’s reorganization in September 2001 of certain executive departments and functions for the primary purpose of achieving efficiencies and reducing administrative costs (Ordinance 14199).  The two departments impacted by this reorganization were departments of Executive Services (DES) and Natural Resources and Parks (DNRP).  The reorganization was effective on January 1, 2002.  
The reorganization was a first step in addressing the continuing shortfall in the Current Expense (CX) Fund.  The reorganization included both efficiencies gained through consolidation as well as budget and service reductions.  The reorganization resulted in the reduction of $10.4 million ($6.5 million in CX savings) and 119.05 full time equivalent (FTE) positions were eliminated in the adopted 2002 budget.   

The following requirements were included in the reorganization ordinance to ensure that estimated cost savings were achieved and their impact on customer service was analyzed.

· Post-Implementation Pre-Evaluation.  This pre-evaluation was forwarded to Council in August 2002.  The pre-evaluation included the following:
1. Criteria for performance measures.  

2. Progress report on measurement development.  Description of progress in developing, implementing and tracking of agency performance measures and customer service measures, including benchmarks and customer service surveys.
3. Results of the evaluation.  The evaluation is required to include customer service measures, quantified progress made in achieving performance measures, accounting of cost savings, and impact on overtime and use of temporary employees.  

· Post-Implementation Evaluation.  The Executive is required to submit a final evaluation of the Executive reorganization on August 1, 2003.  

· Post-Implementation Audit.  The County Auditor is required to conduct a post-implementation audit as part of its 2004 work program.

In October 2002, the Council approved the Executive’s criteria for development of performance measure for the reorganized departments of Executive Services and Natural Resources and Parks (Motion 11558).  Along with the performance measurement criteria motion, the executive also forwarded to council a post-implementation evaluation for the Department of Executive Services and the Department of Natural Resources and Parks.  The evaluation report documents the cost savings and use of overtime and temporary employees associated with the reorganization.  The Council was not required to approve the post-implementation evaluation.

ANALYSIS:

As mentioned above, the Council received the post implementation audit in 2002 which included a financial analysis of the impact of reorganization.  The post implementation audit also included an analysis of the impact of the reorganization on the use of overtime and temporary personnel.  The remaining area to be evaluated is the impact of the reorganization on customer service.  
There are methodological problems that may prohibit a meaningful analysis of the impact of the Executive’s reorganization on customer service for both DES and DNRP.

For DES, it would be difficult to complete a meaningful performance evaluation because there is not consistent baseline performance information to compare to current measurable objectives or a meaningful mission statement. 

For DNRP, it would be difficult to complete a meaningful performance evaluation because of the significant revision of the mission and scope of the County parks function as a result of the current expense fiscal crisis.  The baseline performance expectations of parks pre merger were significantly different from the revised parks mission of today.  For example, the parks division no longer provides recreation services as it did pre-merger so if that was used as a performance measure, the division would show a poor performance despite the fact there was a specific policy decision redefining the mission of the parks.  The value of this type of retrospective evaluation originally envisioned may be diminished given the changed circumstance of the division.
Considering these methodological problems, it may be more beneficial to focus performance measurement efforts prospectively to monitor how well the departments deliver services internally and to the public.  Monitoring DES’ and DNRP’s performance levels could be done through the Auditor’s Performance Measurement Workgroup that the Council created this year.  The Council approved the work plan and schedule for the Executive’s Performance Measurement Program and created a collaborative work group to provide the Council with oversight of the Executive’s Performance Measurement Program (Motion 11739).  The first department that the workgroup will analyze will be DNRP.  It is likely that DES will also be reviewed by the work group.  A summary description of the performance measurement workgroup is attached (Attachment 3).
ATTACHMENTS:

1. Proposed Ordinance 2003-0340
2. Performance measurement workgroup description

3. Council staff report dated October 8, 2002 describing cost savings from the reorganization
INVITEE:
1. Cheryle Broom, King County Auditor

2. Caroline Whalen, Deputy County Executive, Department of Executive Services
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