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SUBJECT
Briefing on King County Performance Management and Accountability System:
Line of Business Testing

BACKGROUND
As part of the King County Performance Management and Accountability System, several county departments are participating in a multi-agency Line of Business Planning pilot project, through which they will complete a detailed planning process to determine how they can operate more efficiently and effectively. 

If this Line of Business Planning test is successful, it could have far-reaching implications for the way county government budgets and delivers services to the community. Council has been invited to participate in exploring how this concept might work through the lens of the legislative budget process.  

Performance Management and Accountability System
In July 2008, the Council adopted Ordinance 16202, the Performance and Accountability Act, which established a performance management system that would continuously improve county government management and accountability and help county government respond effectively to community expectations in a time of limited resources. 

[bookmark: _GoBack]To implement the Performance Management and Accountability System, the county developed a planning and evaluation model that was based on the well-established Plan-Do-Check-Act (PDCA) cycle:

· PLAN: Resources are allocated through the adopted budget and operating plans
· DO: Operating plans are executed as county agencies carry out their missions
· CHECK: Performance is carefully evaluated through dashboards, AIMS High, or other means of measurement
· ACT: Agencies engage in detailed program planning focused around Line of Business plans

The PMAS is guided by the 2010-2014 King County Strategic Plan, which the Council adopted in July 2010. The strategic plan sets a long-term vision for county government and outlines a set of strategies to achieve the county’s goals. It drives individual agency strategic and comprehensive plans, which in turn inform cross-agency Line of Business plans.

Accountability for results and continuous improvement to reach established goals are key to the success of the performance management system. It is essential that there are processes in place to ensure that county government is delivering services successfully in the community and improving its performance as needed. A number of organizations throughout county government play a role in ensuring ongoing accountability. These include the Council, Executive, and King County Auditor, and, at the staff level, directors, managers, and goal teams. In addition, two countywide working groups have been established specifically to track performance management issues:

· The Performance Management Workgroup, a staff group that was established to advise the Council; and 
· The Performance and Accountability Group, which is made up of separately elected officials, including two Councilmembers. 

Lean Management
To help county agencies successfully follow the Plan-Do-Check-Act cycle, the Executive has introduced a management philosophy known as Lean. 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.

Overall, Lean is being implemented because of county government’s desire to do a better job responding to the community’s increasingly complex needs in a difficult economic environment. Success will require participation and commitment from all levels of county government, as well as collaboration with our partner governments. 

At the department and division level, successful implementation of Lean requires that staff and managers spend time identifying their goals and then compare their goals with their current processes to locate and resolve problems. In many cases, staff may need to redesign their work processes to make them more efficient. 

Value Stream Mapping 
As a first step to using Lean management principles, a number of county agencies have begun 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 (a “value stream”) to customers. 

The completed value stream map can be instrumental in helping 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.

Line of Business Planning Process 
After staff members have developed value stream maps for both their current operations and their desired future state, they next embark on a detailed planning process to help them achieve their goals for the future. Because both the value stream map and the desired future state map are organized around a specific “line of business,” which may cross multiple agencies, the planning process is also organized around the line of business.

Line of Business plans are organized around a ten-year planning horizon with a two-year budget focus. Each plan is based on customers’ needs, by quantifying attributes that customers value, such as quality and cost, and each plan also includes a forecast of product delivery and capacity. A completed Line of Business plan is a living document that is used for decision making. It can help identify problems and alternative solutions, and is amended and improved as needed. 

Line of Business Test
Several agencies have begun a three-month Line of Business planning exercise. This test will enable the Executive and Council to:

· Determine whether or not line of business planning (as currently envisioned) is possible;
· Determine whether or not a line of business plan is the best tool for decision making;
· Improve and clarify the line of business planning process (assuming it is determined to be a valuable exercise); and
· Identify the resources needed to prepare line of business plans countywide.

The line of business test process will run through June. During that time, four participating teams – Assessments, Risk, Airport, and KCIT – will each complete a value stream map, define their problem areas, define and analyze alternative solutions, plan for required capacity, and prepare a line of business plan that will include a proposed budget for the line of business. The planning process is proposed as a collaborative one, through which the line of business teams will work with Executive and Council staff to identify issues, problems, and solutions:

· As the line of business teams begin their work, Councilmembers will review each line of business in the context of the King County Strategic Plan and will provide input on the line of business’ environmental context and goals (this could be accomplished in a retreat-type setting in which Councilmembers could discuss goals and objectives within the policy context for the budget period);

· Line of business teams, with input from Council staff, will:
· review and define the policy environment they face; 
· forecast their capacity to deliver products based on revenues, costs, and demand drivers; 
· identify the key problems to be addressed; and
· develop several alternatives to address each of the problem areas, including cost/benefit analysis.

· Councilmembers will then review the preliminary alternatives approach and results, and will provide input to help the line of business teams refine their alternatives and prepare a Line of Business Plan;

· The Executive will prepare a proposed budget, which is informed by the Line of Business Plans;

· The Council will review and amend or adopt the proposed budget. (Executive staff have stated that the line of business planning process will minimize the need for the budget process. However, Council staff expect that the budget process would continue to entail a complete review, with Councilmembers reviewing budget proposals in the context of the Line of Business Plan.)

ANALYSIS APPROACH

Line of Business planning could be a powerful way to streamline and improve the services county government provides. However, it could have significant impacts on the budget process and the Council’s review and resource allocation roles. Thus, as this initial Line of Business testing process proceeds, staff will be working with Councilmembers to address the following issues:

· Are there potential Charter issues through this integrated process?

· What types of K.C.C. changes will be necessary to facilitate this process?

· Does this process add value (and of what type) to the accountability and transparency of county government?

· What types of changes may be necessary to the King County Council's Organizational Motion?

· Can the Council's budget process align with this different approach?

· Does the Council's staffing model align with the interactions and analytics necessary to achieve Council's oversight role?

ATTACHMENTS
1. Line of Business Testing presentation slides

INVITED
1. Fred Jarrett, Deputy County Executive
2. Jonathan Swift, Deputy Director, Office of Performance, Strategy and Budget
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