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SUBJECT
Proposed Ordinance 2010-0274 is an ordinance proposing adoption of the King County's first ever Countywide Strategic Plan (CWSP).

BACKGROUND
On June 2, 2010, Council had its first briefing on Proposed Ordinance 2010-0274.  The briefing focused on the background and history of performance management in King County, including:

· establishment of the King County Performance Management and Accountability System (PMAS);
· the service delivery environment in which the CWSP is being proposed;
· the cost drivers, which make up the inputs and outputs of the service delivery environment;
· the structural gap that limits the scope of the service delivery environment; and
· the CWSP as a roadmap to address the structural gap

Additionally, the briefing provided a high level overview of the contents of the CWSP.

This staff report is focused on identification of issues and the next steps in the review of the CWSP.  

The analysis of issues in the staff report is presented in the following manner:

Role and function of the CWSP
Financial and Services Environment
Key Elements of the CWSP Transmittal
The Vision, Mission and Guiding Principles
The CWSP Goals
One King County
The Implementation Plan
Implementation of the CWSP
Next Steps




ANALYSIS
Analysis of the CWSP is being conducted through a team approach, engaging Council policy and strategic initiatives staff in a broad review of the plan and its relationship to adopted policy.  Due to the size of the plan, review has been conducted on an exception basis, meaning that the staff report will only highlight issues of note rather than reflect all of the significant alignments between the plan and existing policy.


Role and Function of the CWSP
King County Code (KCC) 2.10 provides the role, function and relationship of the CWSP, relative to other strategic planning documents and the budget cycle.

Countywide Strategic Plan (5 year cycle)
The CWSP is the county's highest level plan containing the priorities, goals, objectives, and performance measurement at the countywide level.  (It is not budget dependent)
Answers: What is important to King County? 

Agency Strategic Plans (5 year cycle)
Agency strategic plans detail the goals, objectives and strategies that an Office/Department/Agency will undertake and how they will advance the priorities and goals contained in the CWSP.  (They are not budget dependent) 
Answers:  What is the focus of an Office/Department/Agency in accomplishing what is important to King County?

Business Plans (1-2 year budget cycle)
Action oriented plans including performance measures and targets that detail specific funded (or proposed to be funded) actions that an organization will undertake during a budget period to advance their Agency Strategic Plan and thereby the CWSP.  (Business Plans are budget dependent) 
Answers: What will an Office/Department/Agency deliver in the next/current budget cycle and at what cost?

This system, also referred to as King County's Performance Management and Accountability System (PMAS), fits with the budget process as shown in Figure 1.

Figure 1: Interconnectivity of the PMAS and King County Budget


Proposed Ordinance 2010-0274 represents King County's first-ever CWSP, and as such is largely based on existing, adopted policy. It is anticipated that through the annual budget and implementation of the plan, policies and the CWSP will evolve, especially in the first years of implementation.

In the goal areas where uniform policies or approaches do not yet exist, (Service Excellence, Financial Stewardship, Public Engagement and Quality Workforce), the CWSP is intended to guide the development of standards, practices and programs. 


Financial and Services Environment
The financial outlook for 2011 shows significant gaps between the costs to implement existing adopted/authorized services.  The general fund alone is projected to have approximately a $70 million gap.  As such, adoption of the CWSP will provide some prioritization and context to the goals and results that will be funded through the upcoming Executive Proposed 2011 Budget.

As discussed in previous staff reports, the long term challenges facing the County have been described as a Structural Gap.  Structural, in that 1) the composition of available taxes, fees and other revenues is limited in its growth to approximately two percent per year, while 2) the labor, materials and facilities to deliver the County services in a the PSQ (proposed status quo budget) environment are growing in cost at approximately five percent per year.  This differential means that services, service levels and their cost drivers (e.g. labor, materials and facilities) must be reduced annually to maintain parity with the growth of taxes, fees and other revenues.  

 (
Figure 
2
: Illustration of Service Delivery Challenges Relative to the Structural Gap
)This gap creates a challenge to delivering services in that the base differential between revenue and cost is negative three percent (-3%). Figure 2 illustrates the magnitude of problem facing the County and the growth of the problem over time. 
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In the past, King County addressed particular aspects of these cost drivers through service reductions, operational efficiencies and minimal revenue increases.  These actions reset the structural gap and service delivery conditions to Year One service levels and/or revenue conditions, but could not address the full balance of the structural gap.  

Unless a holistic approach to this dilemma is undertaken, it is unlikely that the structural gap will be bridged over more than a temporary basis.

To address this challenge holistically: 
· costs could be constrained; 
· service levels could be reduced or prioritized to meet the needs of King County citizens; and/or
· new revenue could be applied to meet the county priorities.
· Additionally, revenue limitations need to be addressed with State legislation.

The combined effect of this multi-pronged approach would be to enable funding mechanisms to meet the efficiently delivered, priorities of the county.  The CWSP is intended to complement this approach as a roadmap for efficiencies and service delivery priorities.




Key Elements of the CWSP Transmittal
From an analysis perspective, there are four key elements of the transmittal package, including:

· The Vision, Mission and Guiding Principles
· The CWSP Goals (including their objectives, strategies and proposed measures)
· One King County, and 
· The Implementation Plan


The Vision, Mission and Guiding Principles
In July 2009, as part of the development of the of the draft CWSP, a group of King County separately elected officials (including the Executive, Sheriff, Prosecuting Attorney, Council Chair, and Presiding Judges for District and Superior Courts) met to craft and endorse a Vision, Mission and Guiding Principles for King County government.

These statements are included in the CWSP and are up for formal Council consideration for the first time through Proposed Ordinance 2010-0274.  They are unchanged from the language originally endorsed by the above mentioned group of separately elected officials with one exception.  To further capture the values of social justice and equity of the County, "Fair and Just" was added as a seventh Guiding Prinicple.

A vision statement is intended to clearly portray the future that an organization is striving to achieve. The vision for King County is proposed to be:

"King County:  a diverse and dynamic community with a healthy economy and environment where people and businesses have the opportunity to thrive."

A mission statement is intended to portray how an organization is going to achieve its vision.  The mission for King County is proposed to be:

"The mission of King County government is to provide regional leadership and fiscally responsible, high-quality core services for a healthy, safe, and vibrant community."

While the proposed mission and vision appear to work well together, concern has been identified related to the county's regional and local roles and how they are represented in the proposed mission.

The Guiding Principles are proposed as values representative of the roles and responsibilities of county government.  These tenets are introduced without specific actions or use designated.  They have the strongest relationship to the "how" goals that will shape the delivery of services throughout the county. In the coming year(s), the county will need to explore these relationships and role of the Guiding Principles.


The CWSP Goals
As discussed in the June 2nd staff report, the CWSP contains two types of goals:

Four goals about "what" King County delivers, including:
· Justice and Safety,
· Health and Human Potential,
· Economic Growth and Built Environment, and
· Environmental Sustainability

Four goals about "how" King County delivers its services, including:
· Service Excellence, 
· Financial Stewardship, 
· Public Engagement, and 
· Quality Workforce

The "What" Goals
Traditionally, the county defines our organizational structure with Departments, Agencies and Offices, and then defines what services those organizations deliver through the allocation of staff and funds.  

Through these goals, however, the county is proposing to define the results (outcomes) that are important to the people of King County and a measurement structure for how the county will show its progress.

These goals are cross-functional, in that they will involve multiple organizations with different reporting structures to achieve progress. For example, Justice and Safety priorities will require programs and services from almost every corner of the county including such strategies as:
· Providing traditional law enforcement services through the King County Sheriff's Office;
· Access to justice through District and Superior Courts;
· Department of Transportation working to keep roads, bridges and transit safe;
· Public Health, Community and Human Services, and Natural Resources and Parks  working with others to improve the health of communities and individuals; and
· Development and Environmental Services partnering to shape a safe and sustainable built environment.

Staff analysis found that these four goals (Justice and Safety, Health and Human Potential, Economic Growth and Built Environment, and Environmental Sustainability) and their associated objectives and strategies are largely consistent with adopted policy.  There are a few minor technical changes that should be addressed in the collaboration with Executive staff.

The staff analysis team also universally identified concern about the current financial crisis, relative to adopted policy and advancing these CWSP stated goals.  While this concern is appropriate, this document represents the county's first-ever strategic plan.  As such, the first years of implementing the CWSP will also be spent reconciling past adopted policy with the direction of the county as represented in the plan.  To account for this reconciliation, there are a few key actions identified:

1. KCC 2.10.070 calls for agency-level strategic plans, beginning in 2010, to begin reflecting the CWSP.  This process of updating and in some cases proposing for the first time, agency-level plans will require agencies, departments and offices to realistically review their adopted policies and where needed, propose changes.

2. The annual budget processes will require a new form of Business Plan that clearly links priorities of the county with the programs and services that the county can afford to deliver.  As discussed previously, these Business Plans will provide the deeper measurement and targets (goals) against which the county will measure its progress.  During this initial reconciliation period, the county will need to address the pragmatic nature of advancing the CWSP goals based on fiscal realities, which may result in a need for adjusting the priorities in the CWSP.

3. For the purposes of reconciliation and oversight, the language of Proposed Ordinance 2010-0274, in addition to adopting the CWSP, calls for a meeting of King County separately elected officials twice annually to:

a. identify annual countywide strategic plan priorities, 
b. review the county’s performance on meeting the objectives and goals set forth in the strategic plan, and 
c. recommend revisions to the countywide strategic plan for consideration by the council

These meetings should provide a structure through which the elected officials of the county can hold itself accountable to the plan, while guiding the process of implementing the CWSP.

The "How" Goals
As identified in many forms throughout the county, these goals represent common sense employee and management approaches that apply to how the county delivers it services.  The CWSP, however, represents the first time that the county has uniformly identified these as priorities of county government.

Staff analysis of these goals and their strategies found them to be consistent with feedback from the community and with many agency level approaches already in use in the county.  Staff analysis identified a few areas of note:

1. These goals are new to the county, and standards and operational policies do not yet exist.  As such, the first few years need to be focused on establishing the consistent approach.

2. Achievement of these priorities will be dependent upon employees throughout the county using similar methods, procedures and tools, which typically requires training.  Fiscal constraints of previous years have required reducing the training capacity of the county.  As such innovative approaches and modest investment may prove necessary.

3. Analysis of existing labor policy suggests that much of the established labor policy is consistent with the CWSP.  That being said, the CWSP appears to provide a richer policy framework for re-evaluating labor policy and strengthening the collaborative relationship between labor and achieving the priorities of the people of Kling County.

4. To measure the county's progress relative to these goals, consistent public input, including statistically valid data collection methods, will be necessary.  The county regularly surveys and gathers input from the public.  These efforts, however, are largely dependent upon individual program goals and objectives.  As such, a unified approach to data collection and measurement needs to be incorporated into the practices of King County.  This may also have the added benefit of richer, fuller data sets, and may save the county money through reducing the number of data collection processes.


One King County
During the development of the CWSP, a new concept came to light and was threaded throughout the plan as a primary theme - One King County.  This concept is meant to represent a new customer-focused approach to King County Government.  

Public Perspective
During the drafting of the CWSP, the people and communities of the county shared a similar theme/concern:  King County is one government, but the county seems to work in silos, talk only from the perspective of a single issue or department, and generally appears disconnected from itself.  One King County is intended to guide a unified approach to working with and delivering services to the people of King County.

External Perspective
King County contains many cities and jurisdictions in addition to King County government.  The county, however, has heard clearly from these jurisdictions that the county needs to do a better job, working and partnering with them.  While One King County does not imply that the county can or should affect the authority of any jurisdiction, the concept represents a commitment to those jurisdictions and their citizens that the county will engage with them to address the challenges and opportunities facing the entire county.

Internal Perspective
As the county looks internally at how it delivers services and works together, One King County is the reminder that regardless of branch, independent office or separately elected responsibility, there is one county government serving the people of King County together.  It is important to note that One King County is not intended to supplant any separation of power, or role of any of the almost 90 elected officials in county government.

Staff found that this concept of One King County is a laudable approach to the concerns identified by the citizens, customers and partners of county government, but it may need additional clarification in the plan, as well as consideration during the regular review of the CWSP.


The Implementation Plan
In association with Proposed Ordinance 2010-0274 and the CWSP for adoption, the Executive transmitted an Implementation Plan.  This is a supporting document that is not intended for adoption.  The Implementation Plan includes two key sections:  Reporting and Oversight, and Performance Measures.

The Reporting and Oversight section identifies the Executive's approach to accountability and oversight of the CWSP as shown in Table 1.

Table 1:  Executive Proposed CWSP Reporting and Working Structures
	Plan Element
	Organizational Structure

	Mission, Vision, Values, and Goals
	Elected Leadership:
Accountable for Mission/Vision/Values, Goals
· Meet twice a year to review performance on the plan and make revisions
· Recommend plan updates to Council

	Objectives
· Guiding policies
· Derived from community values/expectations
	Objective Teams: Lead Agency and Partner Agencies
Accountable for efforts and measuring progress
· Review/revise/develop performance measures
· Assess completeness of strategic approach to achieving the objective
· Assess progress
· Report to elected leadership

	Strategies
· Policy interventions
· Derived from internal process
	Strategy Teams: Made up of 1-2 Agencies
Accountable for delivering products to advance strategy
· Identify what services we are delivering to achieve the strategies in the plan and where they are gaps in our strategic approach
· Track front-line implementation of and performance on strategies
· Report to the Objective Team 



This section goes on to identify the Lead and Partnering Agencies for each of the CWSP Goals and Objectives, in an effort to clarify the accountability for all levels of the CWSP.

Analysis found that this structure is proposed as a generally inclusive accountability framework.  This format is similar to other interbranch efforts of the past, however, this concept moves beyond single issues to form ongoing working relationships and teams that will need management support and integration into business decision making for success.

The Performance Measures section identifies the Goals, Objectives and Strategies along with key performance measures.  

The strategies and their measures are, like the whole of the CWSP, based on existing policy and existing data collection. These measures are contained within a document that is not for adoption, in part, due to Executive's anticipation that the strategy teams will need to evaluate whether the best data/performance measure has been identified to measure progress. 

Staff analysis identified a number of questions related to specific measures (labeled in error as Strategic Targets).  The Executive has welcomed this feedback and will also be looking to Council staff as participants in the strategy teams, providing input into the evolution of the CWSP.

[bookmark: hit486]The Implementation Plan or the CWSP do not address the process of measuring results beyond the assumption that departments, agencies and offices will collect their own data.  It is anticipated that these individual data collection and measurement efforts will be shared with the Office of Strategic Planning and Performance Management (OSPPM) in accordance with OSPPM's identified functions including using outcome-based performance indicators to monitor and evaluate the effectiveness and efficiency of county agencies (per KCC 2.16.025).


Implementation of the CWSP
As noted throughout the staff report, adoption of the CWSP is the beginning of a process that will require effort from all staff, management and elected officials.  Initially, the process will be about evolving and adapting (both the plan and the county) to a new management framework.  As such defining the process of implementing the plan is an important component.

To address the next steps in implementation, the proposed CWSP contains a section titled "Immediate Priorities", that indicates the following implementation priorities:

1. Set standards and expectations for the immediate improvement of customer service  
2. Build lasting regional partnerships 
3. Stabilize the long-term structural budget problem by clearly defining King County services levels and giving voters choices  
4. Build a culture of performance  
5. Empower our workforce and work together as One King County    

Together, these priorities indicate some of the key actions necessary to realize the CWSP.  They are, however, not the complete picture of what implementation of the CWSP will require.

· New interagency and interbranch working teams will need to be formed to understand how best to achieve the goals
· Performance measures and their measurement process will need to be more closely reviewed for their nexus with their goals and objectives
· Baseline data will need to be collected and reported by June 30, 2011, as called for in KCC 2.10.055
· Individual agencies, departments and offices will need to begin reviewing, re-aligning and either changing their strategic plans or proposing modifications to the CWSP
· The separately elected officials, in their CWSP oversight capacity, will need to be presented with some mechanism for recommending targets associated with the goals and objectives
· As they are implemented, cost efficiencies and the new financial realities of the 2011 adopted budget will need to be assessed for potential changes to the CWSP

These are all issues that when combined suggest that an action agenda, including general timelines, be developed to guide the implementation of the CWSP.


Next Steps
Working in collaboration with the Executive:
· Identify the technical changes needed for to the CWSP
· Integrate input from the Council offices
· Clarify the concept of One King County in the plan
· Specify how the County will support the Oversight function identified in the proposed ordinance
· Develop an Action Agenda (framework) for the coming year(s)
· Draft a striking amendment for the July 7th Committee of the Whole meeting as a vehicle for addressing issues.


AMENDMENTS
None at this time




ATTACHMENTS
1. Transmittal letter dated April 30, 2010
2. Proposed Ordinance 2010-0274 and Attachments
3. Initial Implementation Plan


INVITED
1. Elissa Benson, Deputy Director, Office of Strategic Planning and Performance Management
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