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The County Manager’s Message

I am pleased to share with you the FY2005 agenda in Managing for Results (M4R), our innovative and bold strategy for improving the management and performance of Mecklenburg County government.  This strategy has led to several initiatives that have increased our organizational and employee capacity to innovate, enhanced financial management, streamlined internal business processes, and increase customer and stakeholder satisfaction with our services and use of public funds.  From the Community & Corporate Scorecard to Program Review to Focus Area Leadership Teams, each initiative contributes to the service value delivered by this government.  However, if we are to realize the goals set forth in the 2015 vision for this community, it is fundamental that we integrate, coordinate, and institutionalize these efforts within government.

This M4R Agenda identifies the key initiatives we will continue to implement and/or undertake as a government to improve service value.  Most importantly, it articulates the next steps forward in each area.  This Agenda includes opportunities to address deficiencies as well as build on successes.  These are S.M.A.R.T. solutions  -- strategic, measurable, attainable, results-oriented and time-bound.

All these initiatives are tied to the County’s overall Managing for Results philosophy.  While some are new and will require new efforts, we also must maintain our focus on serving our customers.  Indeed, this Agenda is serving our customers.
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Harry L. Jones, Sr.

County Manager

Improving Government Performance
To improve government performance, we must constantly innovate.  And the need for this innovation is urgent.  Over the past several years, we have dealt with several challenges to the vitality of our community – steady growth in population despite a recent national recession, increased demand for public schools and other public infrastructure, greater demand for public services, and revenue limitations – to mention a few.  

For the foreseeable future, the challenges before Mecklenburg County will only continue to increase.  Greater demands for services – social, educational, public safety, and environmental – will put pressure on our limited resources.  If we are to meet these needs, we must challenge ourselves to bring innovation to how we deliver services to our residents in the most efficient and effective manner possible.  

As we look to reform government operations to improve performance and results, we must be principled in how we lead this effort.  Government must be:
· Customer-focused
· Results-oriented
· Continuously innovating in the delivery of services
· Strategic in how it views programs and services rather than being limited to the tunnel-vision of bureaucratic boundaries.

To this end, the County Manager’s Managing for Results Agenda (the Agenda) focuses the government reform priorities on those most likely to improve our results.  The Agenda:
· Consists of five County-wide initiatives designed with specific goals to improve government results in those areas that matter to Mecklenburg County residents.
· Reflects the County Manager’s commitment to achieve defined and measurable goals tied to results that matter.

· Coordinates the various initiatives so that we do not duplicate effort or even worse, work against each other.

· Identifies major projects the Board directed the County Manager to implement in FY2005.
As we succeed in implementing this agenda, additional goals will be undertaken to extend the innovation to every aspect of government and government services.

The Management Agenda Initiatives
The five management agenda initiatives are:

· Strategic Human Capital Management

· eGovernment
· Performance Budgeting
· Strategic Collaborative Leadership 
· Competing for Results

County Manager’s Work Plan

In addition to the strategic initiatives, the Board has identified and placed several projects on the County Manager’s work plan.  These projects are organized according to the four perspectives of the Community & Corporate Scorecard and provided to ensure transparency regarding the County Manager’s goals for FY2005.  
Implementing the Agenda
Several aspects of the Agenda are in the process of being implemented, as follows:
· In 2004, the County Manager authorized the creation of an Information Technology Executive Council (ITEC) to govern IT management, a key step in implementing a reorganization of IT structure and services. 


· The County Manager also authorized a transformation of Mecklenburg County’s human capital management, building from the ground up a more strategic approach to providing human resource services, including moving to a market-based compensation system. 


· The Office of Strategic Organizational Improvement (SOI) was created in 2003 to consolidate budget and management, planning and evaluation, and eGovernment and customer service strategies and enterprise decision-making.

· Reformation of the Focus Area Leadership Teams, shifting accountability for achieving focus area results and establishing collaborative leadership as a key principle for decision-making in the organization.

The Expected Long-Term Results 

The challenge before government is to deliver results in a broad array of service areas in a time of limited resources.  This is the same challenge that the Agenda addresses.  With success in each area, the County will be well positioned to manage ever-increasing demands being placed on a constrained revenue base.  

In addition, during and after this transformation, Mecklenburg County government continues to be a high-performing organization that can:
· Prioritize competing service needs and allocate resources to deliver the greatest value in the highest priority areas
· Explain the choices and consequences to residents of each policy decision and offer residents meaningful opportunities to participate in policy decision-making
· Emphasize results 

· Work collaboratively to eliminate redundancy, inefficiencies, and turf battles to thinking strategically about how government delivers services and achieves results 

· Ensure our employees have and use the knowledge, skills and abilities necessary to meet the needs of our customers
· Unburden customers from physical and organizational boundaries by providing information and services at a time, place, and method they choose
COUNTY-WIDE INITIATIVES
Strategic Human Capital Management
THE CHALLENGE
· Consistent with the aging baby boom, many key members of the County’s leadership are eligible for retirement or will be eligible within the next few years.  Indeed, many other employees also are approaching retirement eligibility, risking the loss of experience, talent and institutional knowledge which will affect the ability of County government to deliver high quality services to its customers.


· The knowledge, skills, and abilities needed to succeed in the 21st Century work environment continue to change at an even more rapid rate than just a few years ago.


· The demands of management have become more complex testing even our most accomplished managers.

· How we evaluate and compensate performance has not kept up with the times.  Opportunities to recognize and reward excellence are limited and mediocrity carries few consequences.


· Training our workforce today to do tomorrow’s job is a significant effort that has not started.
THE INITIATIVE
· The first priority is to develop modern and futuristic classification and compensation structure that reflects the knowledge, skills, and abilities that Mecklenburg County will require to successfully meet the needs of our residents in the 21st Century.  Mecklenburg County has contracted with a private firm to recommend a compensation and classification system that is market-based and flexible to accommodate new approaches to work and the management of human capital in non-traditional organizational structures, such as team-based operations.
· Pay-for-Performance is the basis for structuring employee pay increases.  This approach has been in place for the past few years, with a few exceptions when sufficient funding for pay-for-performance was not provided.  A sustainable approach to funding pay-for-performance must be maintained as a priority.


· Mecklenburg County has invested in a new human resources/payroll management system that shift human resource services from a transaction-based operation to a largely self-service operation.  This investment strategy will allow the organization to transform its human capital management function from processing transactions to providing strategic human resource services across the organization that enable County department to meet their business needs. 

· Mecklenburg County Government will examine developing information technologies to capture some of the knowledge and skills of retiring employees.  Knowledge management systems are just one part of an effective strategy that will help generate, capture, and disseminate knowledge and information that is relevant to the organization’s mission.


· Systems cannot entirely replace retiring employees.  With a significant percentage of the County’s leaders and employees eligible for retirement, it becomes imperative that we develop and hire new employees to fill our labor requirements.  Underway is a leadership succession plan that will serve as Phase I of our comprehensive approach to building and maintaining employee capacity throughout the organization. 
THE EXPECTED NEAR TEARM RESULTS

· Human capital strategies will be linked to organizational mission, vision, values, goals and objectives.


· Departments will use succession planning to identify, recruit, and train employees for leadership positions within the organization.

· More existing human resources will be available for reassignment, redeployment, retaining to meet most critical human capital management needs.
THE EXPECTED LONG-TERM RESULTS
· Residents will recognize improved service and performance.  Customer satisfaction with government services will increase.


· More strategic consultation services in human capital management will be available from the County Human Resources Department.  


· The workforce will be more flexible adapting quickly in size, composition, and competencies to accommodate changes in mission, technology, labor markets, and needs.


· Employee satisfaction will increase.


· High-performing teams will define Mecklenburg County.

eGovernment
THE CHALLENGE
· County information and services are too often organized and delivered without utilization of the latest technologies that offer convenience and efficiency.
· Information technology resources have been distributed across the organization without a comprehensive or strategic allocation plan.  As a result, some departments and services have been underserved resulting in less than optimal efficiency and effectiveness.
· Funding of information technology resources has not been a Board priority in recent years, forcing some County departments to obtain resources through reallocation of funds and other means.  In cases where funds were not available to invest, the IT infrastructure started to deteriorate failing to meet the needs of the program.
· Distributed resources and management have resulted in lack of compliance with standards and varying levels of information technology support throughout the organization.  As a result, the County is dealing with multiple equipment configurations and cannot efficiently support all the departmental needs.
· Information technology investments have been evaluated independent of each other, with little thought given to priorities and best return on investment.  This often has created a competitive approach to obtaining funding, rather than a collaborative approach.  One of the results of this is the development of independent systems, which create a greater burden on support and maintenance of systems over time.

THE INITIATIVE

· Further implementation of the eGovernment Strategic Plan emphasizing technology’s role in transforming government processes to allow greater access to information and services while enhancing cost-effectiveness.

· Continued use of an Information Technology Executive Council to govern decision-making, including developing priorities for funding and the establishment of standards.

· Consolidation of information technology services to gain efficiencies of scale and ensure compliance with standards, without sacrificing service quality.

· Institute a sound cost/benefit methodology to evaluate and prioritize proposed information technology investments.
· Establishment of a dedicated source of revenue – 1% of County revenue annually – for potential information technology investments.

· First phase implementation of a customer contact center strategy with the City of Charlotte, otherwise known as 3-1-1 call center.
THE EXPECTED NEAR-TERM RESULTS

· A more citizen-centric web presence where there are greater opportunities for customers to obtain information and secure services via the internet, phone, television, and remote-site locations.  Developing an enterprise approach for electronic customer payment processes is a critical step in this process.
· Better data integration and interoperability across the organization.
· A dedicated source of ongoing funding for information technology investments managed through a more informed and coordinated decision-making process.
· More cost-effective information technology operations and support services.
· Information technology investments are linked with desired results at the customer/stakeholder perspective, particularly increasing service value to the customer. 
· Introduction of a collaborative intranet and "desktop" environment where employees can share knowledge and expertise to deliver better customer service to those that use government services.
THE EXPECTED LONG-TERM RESULTS

· Movement toward digital democracy by facilitating interaction between Board members and their constituents, and between County staff and customers.

· Improved effectiveness and efficiency of service delivery of all County services through the use of technology.
· Enhanced Business-to-Government-to-Business transactions, resulting in efficiencies on each end.
· Government-to-Government collaboration to provide comprehensive customer access to services regardless of it being local, state, or federal in origin.
Performance Budgeting
THE CHALLENGE
· As the County continues to innovate its management practices – from priority setting to program review – the budget processes and tools also must be modernized to accurately represent the work of County government.  As we move to Focus Areas and services being the core focus of our management decision-making, our practices – from budgeting to performance management – also must shift from being focused on who performs the work, to what work is being provided.

· In addition, the processes by which we manage results also must be linked to every core management and budget process.  We must be able to explain to Mecklenburg County residents not just what service is being provided, but also how well.  If we do not understand what results we are delivering, we cannot determine the value of a service and whether the continued investment is warranted.

· The department-focused budget and performance structures make it difficult to identify the full cost associated with individual services and what results they are achieving.  

THE INITIATIVE

· While we recognize that, overall, Mecklenburg County has very strong processes and practices, the initial set of recommendations for improvement covered 10 areas.  
· Establish Multi-Year Strategic Business Plan




· Emphasize Priority Setting by Board






· Continue Performance Measurement Development




· Link Goal-Funding-Performance Framework




· Written Comprehensive Financial Policies




· Enhanced Target-based Budgeting


· Program+Results Driven Budgeting




· Improved Communication and Trust

· Preliminary Budget Recommendations



· Ongoing Program Review
These recommendations are in various stages of implementation with five of the 10 already completed.  We must complete implementation of these strategic budgeting recommendations and address any follow-up items that have been identified.


· To provide a greater focus on performance results, the County is integrating the Program Review process as a regular ongoing activity integrated with the budget process.  This process started with the FY 2005 budget cycle, and continues in FY 2006 with one-third of the County’s programs and services being reviewed.  

· The County is shifting to a Budgeting for Results methodology where the focus is on the services that the County provides, the results achieved, and the cost to achieve them.

· To support this new integrated approach, the County is implementing new budgeting and performance software.  Performance management software has already been selected and will be implemented shortly.  The process for identifying and procuring budget software is underway and should be completed by the time the FY 2007 budget process is to begin.

· To further institutionalize the Managing for Results philosophy into County government, we will continue to cascade the Community and Corporate Balanced Scorecard down to the County and department level to divisions, units, and even individuals.  In addition, the performance measures used to evaluate achievement of results will be refined as we begin to understand better how to measure our success.
THE EXPECTED NEAR-TERM RESULTS

· Funding what works.  Greater transparency in the relationship between results and funding will allow decision-makers to make more informed decisions about the program priorities of County government.

· As the County moves to a service-centric budget, the County will set performance targets for programs along with the funding levels.

· Greater control for program managers over the funds that their service consumes to achieve results.
THE EXPECTED LONG-TERM RESULTS
· Better performance from County government based on the Community and Corporate Balanced Scorecard objectives for 2015.


· Greater accountability for results by program managers.  Those that provide the service will control the resources used in performing their jobs.


· Standard, integrated budget and performance information that holds government accountability to the tax-payers.  


· More informed decision-making from the County’s leaders about its resources and how best to use them.
Strategic Collaborative Leadership 
THE CHALLENGE
· Focus Area Leadership Teams were created in March 2002 to assess the results achieved in each Focus Area and to recommend any strategic changes to improve performance. As part of continuous improvement, the Leadership Teams will undergo a reformation, including changes in accountability, authority and membership.  

· Structured as recommending committees, the Leadership Teams were limited in their ability to improve County government and help achieve the desired results in the Community and Corporate Balanced Scorecard.  

· If the County is to manage results strategically, it must elevate its review of service performance and resource decision-making to a level high enough to encompass broad areas of government.  For the County, the Focus Area Leadership Teams are the appropriate level for this type of review to take place.

· If decision-making responsibility is to be devolved to the Leadership Teams from the Senior Executive Team, the organization and membership of the Leadership Teams and the Senior Executive Team must also change to reflect these new responsibilities and accountabilities.

· In several of the Focus Areas, County government alone cannot achieve the results outlined.  It requires the partnership and involvement of other governments and public organizations.  Achieving results will necessitate the involvement of these groups.

· It is important to acknowledge that these changes represent a very different and significant approach in our decision-making system. Focus Area Leadership Teams will be expected to develop and ensure implementation of strategy across department lines, based on the array of services funded to achieve the Focus Area desired results. Therefore, FALTs will need to operate as bona fide teams, collaborating in planning, budgeting, resources sharing and other practices to achieve Focus Area goals. 

THE INITIATIVE

· The Leadership Teams will be reconstituted with more decision-making authority and more direct accountability for achieving desired results for each Focus Area as identified on the County’s Community & Corporate Scorecard.  These and other changes are needed to take the next important steps in Managing for Results and are consistent with input provided recently by FALT members.  


· Specific responsibilities for the FALTs will include:

Strategic Planning

· Developing strategies to achieve the Focus Area desired results

· Recommending new and/or revised Focus Area goals and strategies

· Developing Focus Area funding requests


Service Prioritization and Resource Allocation

· Prioritizing desired results (goals) and services to achieve results

· Developing annual Focus Area work plans based on approved funding

Performance Management

· Determining performance targets and evaluating performance and results against targets 

· Developing three-year strategic service plan, based on Board’s Strategic Business Plan


Other

· Collaborating with other FALTs to share information, best practices and resources, and to develop cross-Focus Area partnerships to achieve overall goals.

· Leading Competing for Results, a competition based effort, within the Focus Area

· Revise the membership of the Leadership Teams and create a new Executive Team to lead the strategic results management effort.  Where appropriate invite, non-County representatives to participate in this new strategic results-focused management style.


· This type of transformation requires considerable training and support from the County Manager’s Office.  As a result, each FALT will be assigned a management analyst from the Office of Strategic Organizational Improvement (SOI).  A member of the SOI leadership team also will be assigned to serve as an internal consultant and facilitator for each FALT.  In addition, the Executive Planning Conference will be structured as an orientation and training day for the new Leadership Teams.  Lastly, regular ongoing training will be scheduled for the Leadership Teams so that they have the knowledge, tools, and abilities to meet their charge.

THE EXPECTED RESULTS

· Better integration of the Focus Areas and the Leadership Teams with the Community and Corporate Scorecard goals and the services that deliver these results.

· Enhanced ability to strategically set priorities and allocate resources across departments to achieve desired results.

· Clearer lines of responsibility and accountability for the Executive Team and Focus Area Leadership Teams.
Competing for Results
THE CHALLENGE
· Many of the County’s services are also provided by the commercial marketplace.  However, we do not know if the current government provision of services is the most effective and efficient method to achieve the desired results in the Community and Corporate Scorecard.  In addition, we do not know if Mecklenburg County’s current private/non-profit partners the best possible partners to help us achieve our desired results.  
 

· While the process of public-private competition has great merit in reducing the overall cost of service provision, it assumes that the current services are appropriate and the best means of achieving the desired results.  This is a limitation of current competitive sourcing initiatives.

· Current competition efforts have an efficiency focus where a vendor provides a defined service-level for the lowest possible cost.  Emphasis is on inputs and process improvement for efficiencies.  Current definitions of competition support this focus:

· Federal Acquisition Council – “involves conducting public-private competitions to compare… performance…  The competition determines which service provider can… meet agency business requirements at the best price without compromise to quality or performance.”

· Charlotte - “Contracting services” policy stating “The city will seek the best service at the lowest cost either through City forces or the private sector.  A competitive procurement process will determine who the provider will be.”

· The question that we are striving to answer is “How do we know what we’re getting for our investment?”  We know what we’re investing.  We think we know what the service being provided is.  However, we don’t know:

· How every service funded supports the County’s strategic vision and the goals within the Corporate Scorecard.

· What results these services are generating.

· The value of these services in achieving the desired results.

· Government should focus on what is to be achieved and let public-private competition determine how best to achieve it. 

THE INITIATIVE

In Mecklenburg County, competitive efforts must not only reduce the cost of doing business, but it must also be structured to nurture innovation.  The Government does not have a monopoly on innovation to delivery services and achieve the desired results.  Focusing the competition on the desired results rather than the cost of service, frees government and the commercial sector to innovate in finding methods of service delivery that produce the greatest benefit with the least cost.  
· County is developing a process for identifying the desired results by Focus Area to be achieved – the end result to be achieved. 

· Public, private, and non-profit organizations are free to innovate to develop the best means of generating the desired results and bid for County dollars.

· Through the Focus Area Leadership Teams, the County will review, assess and prioritize the bids.  Bids toward a specific desired result will be funded, from the top-down, until funding allocated toward that result runs out.

· Results will be reported regularly so that we can track and monitor progress toward the County’s desired results and the value of our investment.
THE EXPECTED NEAR-TERM RESULTS

Competing for Results (C4R) has the potential to move the County significantly towards its 2015 desired results as well as fostering innovation in service delivery and reducing costs.

· This initiative focuses on outcomes, not processes explicitly linking the dollars invested to the results achieved.

· Once freed from the constraints of rules dictating how services will be provided, the government and the private sector are free to innovate to identify new methods of service delivery.  In addition, competition among public, private, and non-profit groups will further stimulate innovation in service delivery.

· C4R has the potential to reduce the cost of service delivery.  In the limited examples of competition that exist within the County, the cost of service provision has decreased while service quality has either remained the same or increased.
THE EXPECTED LONG-TERM RESULTS

· C4R will help the County to achieve its 2015 vision in an innovative and cost effective manner.
MANAGER WORK PLAN PROJECTS
In addition to the M4R Agenda, the following is provided as information regarding the expectations the Board of County Commissioners has established for the County Manager’s FY2005 work plan.  

Customer/Stakeholder

· Continue discussions with the regional county managers and propose legislative options by January 2005 for consideration by the General Assembly for alternative funding resources for capital spending

· Resolve financial participation on Midtown project by December 2004

· Resolve the Third Ward park funding proposal by March 2005

· Begin the renovation of Freedom Mall

· Resolve zoning code enforcement with the City of Charlotte before the Manager’s recommended budget is presented

Internal Business Processes

· Conduct new courthouse staffing analysis and proposed funding as part of FY 06 budget

· Complete Strategic Business Plan program reviews and special studies by April 2005

· Pilot a “competing for results” budgeting framework for selected services and include results in recommended budget

· Ensure that all division level managers have work plans tied to the Corporate Scorecard by June 2005

· Monitor the effectiveness of internal communications with employees

· Reorganize the Public Health Department

· Achieve at least 90% success on corporate scorecard goals/measures

Financial

· Identify and recommend cost saving opportunities through the program reviews and special studies

· Maintain financial reserves at 8% of the undesignated fund balance

· Maintain County’s Triple A bond rating

Employee & Organization Capacity

· Retain/recruit a diversified and representative workforce

· Hire a General Manager with County Manager experience by February 2005

· Hire a Public Health Director by February 2005

· Hire an “heir apparent “ for the Finance Director by August 2005 
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