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Travis County Commissioners Court Agenda Request

Meeting Date: December 3, 2013

Prepared By/Phone Number: Martin Zamzow/854-9386, Sara %ﬂw/
Krause/854-9230

Elected/Appointed OfflClaIlDept Head: Commissioner Gerald Daugherty,
Commissioner Bruce Todd T x

Commissioners Court Sponsors: Commissioner Gerald Daugherty &
Commissioner Bruce Todd

AGENDA LANGUAGE: Consider and take appropriate action on a Travis
County Organizational Review and Assessment for the Commissioners
Court. f

BACKGROUND/SUMMARY OF REQUEST: Travis County last reviewed
its organizational structure in 1994. At that time, five Executive Managers
were created, with existing departments assigned to them. Since then,
multiple changes have been made to the organizational structure. This
proposal would provide for an independent review and assessment of
Travis County’s organizational structure and processes, to be completed in
phases. Phase 1 would provide us with findings and recommendations for
Travis County to move forward with specific steps to improve our structure
and processes.

STAFF RECOMMENDATIONS: Direct Purchasing and appropriate staff to
prepare, for Commissioners Court consideration, a draft RFP for a third-
party Travis County Organization Review & Assessment, Phase 1.

ISSUES AND OPPORTUNITIES: See attachments
FISCAL IMPACT AND SOURCE OF FUNDING: Allocated Reserves

ATTACHMENTS/EXHIBITS:
1) Outline for Court discussion
2) Introduction to June 1995 Proposal to Restructure Travis County
Administration
3) County Organizational Charts, 1995 to 2013
4) November 9, 2010 Work Session Agenda and Notes



5) November 16, 2010 Agenda ltem 22 request with backup and Voting
Session Minutes

6) 1993 Commissioners Court Goals from “Travis Tomorrow” Report

7) Christian Smith’s FY07 list of Major Issues and Challenges for Travis
County

REQUIRED AUTHORIZATIONS: n/a



OUTLINE for Court Discussion of County Organizational Review & Study, Phase 1

History of Management Organization for Travis County

a.

b.

Organizational changes
i. History of county organizational structure
e The last formal organizational study was in 1994 and 1995
e Multiple reorganizations in ensuing years
e 2010 management team update
e November 2010, the Commissioners Court directs staff to implement
portions of the management team recommendations
History of Travis County Goals and Mission
i. August 1993 Commissioners Court Goals are still applicable today.
ii. Major issues and Challenges for FY 07 and beyond: many of these are still
applicable today.

Current Challenges

a.
b.

Rapid growth and increasing costs to the County.

Need to define the impact of growth on various County departments—and how best to
cope and deliver service efficiently.

Need to evaluate business process in order to improve efficiency of service delivery.
Transparency in County Government: we are accountable to our citizens with regard to
our expenditures and our processes. In order to maintain that transparency, it is
incumbent upon us to have in place measurable objectives and outcomes within our
administrative structure. This includes business planning and appropriate performance
measures at the departmental and employee level.

FY 2007 challenges list from Christian Smith- we face some of the same challenges
today.

Why do we need to utilize a 3" party?

a.

Travis County is at a crossroads: we have an increasing population and a need to serve
our residents. Cost of living is an issue of increasing concern to our constituents.

An organization cannot objectively evaluate itself.

Travis County has made numerous attempts and defining and addressing issues, but not
to the full extent possible.

Opportunities for evaluating best practices as well as opportunity for innovation.

How to proceed

a.
b.

Define common goals of the Court
Discussion of RFP for County Org Review & Study, Phase 1
i. pros and cons of doing phase | now
Commissioners Court OPT Sub-Committee (Judge Biscoe and Commissioner Daugherty)
to oversee the process
Appoint a Project Manager.



Introduction to June 1995 Proposal to Restructure Travis County
Administration



A ProposAL To RESTRUCTURE
TRrAvis CoUNTY ADMINISTRATION

Submitted to the Travis County Commissioners’ Court

by the Executive Management Team

June 1995
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A ProprosaL To RESTRUCTURE TRAvIS COUNTY ADMINISTRATION
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A ProprosaL To ResTRUCTURE TRaviS COUNTY ADMINISTRATION:
IMPROVING ACCOUNTABILITY AND EFFICIENCY THROUGH
CONSOLIDATION AND REORGANIZATION

Presented by the Travis County Executive Managers
to the Commissioners’ Court

l. INTRODUCTION

The Travis County Commissioners’ Court is striving to improve the level of service it delivers
to the citizens of Travis County by seeking opportunities throughout the organization to improve
efficiency and realize cost savings where possible. The cumbersome and time-consuming
system that placed Commissioners in direct management roles with daily operational responsi-
bilities confused and slowed communication and work processes and often resuited in lower
levels of service to both intemal and extemal customers. With increasing budget pressures and
the public's opposition to tax increases, the Court is attempting to streamline operations and
reduce administrative overhead in a reorganization of the departments under its purview.

A portion of this effort entails the immediate elimination and consolidation of functions and
programs so as to take advantage of economies of scale, reduce duplicative administrative
overtiead and improve interdepartmental coordination. This would improve service to the
taxpayer by creating an organizational environment that emphasizes quality, value and respon-
siveness in-supporting county employess as they work to meet the needs of Travis County
citizens. In addition, this reorganization establishes the foundation for ongoing operational
change and the systematic review of work processes through the delegation of responsibility
and authority for day-to-day operations to the Executive Management team.

Phase |; Organizational Change

In early 1994, the Travis County Commissioners’ Court established a strategic planning
process that grouped county departments according to basic “Program Areas” which encom-
passed all the various components of county govemment. In May 1994, the Court then decided
to organize its departments around these strategic planning Program Areas by creating the

following five divisions:
» Justice and Public Safety
* Health and Human Services
+ Transportation and Natural Resources
¢ Administrative Operations
+ Pianning and Budget

M
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The Court also created five Executive Manager/Coordinator positions to be responsible for
the daily operations of each of these divisions. Prior to this arrangement, 17 department heads
reported directly to the Court in an inefficient and time-consuming format. The Court’s intent in
reorganizing its departments was to reduce the amount of time spent dealing with daily opera-
tional details and move towards a structure that would allow them to focus on iong-range plan-
ning and policy direction for Travis County.

Once the new basic structure was adopted, it became apparent other opportunities existed
throughout the organization and the Court decided to invite the State Comptroller’s office to offer
recommendations for further improvement.

In April 1995, the Comptroller's Texas Performance Review delivered a management advi-
sory to the Court. This report contained 16 basic recommendations for improving communica-
tion between the Court and the new divisions and better coordinating the delivery of services
within the organization as well as to the citizens of Travis County. This review was the first time
the Comptroller has provided such assistance to a Texas county in its efforts to improve the
level of service a local government can provide.

While the Comptrolier’s office had neither the mandate nor the authority to make recommen-
dations with regard to specific operational changes, the Executive Management team as-
sembled by the Commissioners’ Court has been given the necessary authority and charge.

On May 1, 1995, the Court gave the Executive Management team the mandate to analyze and

respond to changes recommended by the Comptroller's office and come forward with a reorga-

nization plan that would serve as the foundation for significant improvements in the way Travis
~ County does business.

While all of the Comptreiler's recommendations are endorsed in principle by the Executive
Managers, they recommend modifications to the organization described in the Comptroller's
report. The Executive Management team’s proposal represents a departmental restructuring
that will result in an organization that is more accountabie to the Court and the public. Ongoing
operational changes and continuous improvements are made possible by the authority and
responsibility vested in the Executive Management team by the Commissioners’ Court.

The new structure will result in an organization more capable of adapting to rapid and
fundamental changes in technology, the economy and customers needs. The proposed reorga-
nization will result in greater cooperation with independent departmental entities as well as
improved coordination across the Commissioners’ Court departments. This report contains
specific recommendations for reshaping the organization and also presents a blueprint for
ongoing operational improvements—Phase Il of the reorganization—that will produce even
greater efficiencies, savings and enhance customer service.

Where transfers and consolidations have eliminated the need for certain functions and
positions, the Executive Managers recommend eliminating those positions through a “reduction
in force.” In many instances, there has existed an unnecessary division of responsibility and a
corresponding duplication of administrative and management functions. Where this has oc-
curred, the Executive Managers have attempted to reduce the size of the administrative ele-
ments to fit the new organizational structure and free the operational units of excess administra-
tive overhead.
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The reduction in force eliminates 27 positions and over $1 million in salaries and benefits.
The effect of this is to reduce managemept layers ip‘keeping with the Court’s interest in fiatten-
ing the organization. Four department director posmgns which formerly reported directly to the
Commissioners’ Court and 9 high-level manager ppsntions are eliminated through consolida-
tions. Fourteen of the twenty-seven positions eliminated are at salary grade 17 and above.

Travis County employees whose positions are eliminated through a reduction-in-force will be
given a 90-day notice allowing time for these empioyees to work closely with Human Resources
Management to explore other job opportunities within the County for which they will be given
hiring priority; to prepare resumes and leam other job seeking technigues; and to interview
(during work hours) with other County departments and private companies. The employees
and their families will also have access to the County’s Employee Assistance Program.

Similarly, where reorganization has established additional responsibilities and new and
distinct needs, positions have been created which will have more defined scopes of responsibil-
ity and clear lines of authority. These newly created positions are situated to complement the
new structure and function within the requirements of the Executive Management team and the
organization. Eighteen new positions and nine salary upgrades will be funded out of savings
resulting from the eliminated positions, where needs have been identified. The reorganization
also provides the opportunity to create intemal and extemal equity in compensation for depart-
ment directors and program managers.

The Executive Managers will work with the Commissioners’ Court throughout the upcoming
budget process to more precisely identify operational budget modifications, especially in cases
where entire activities and functions are transferred intact to other areas of the organization. it
is fully anticipated that there will be additional savings identified during this time resulting from
reductions where, prior to reorganization, duplicative administration and overhead costs were
funded in more than one department.

Phase li: Qperational Changes

The Travis County Commissioners’ Court is initiating a process that will improve the organi-
zational structure to meet contemporary conditions and future needs. As a first step, the Court
will be asked to approve this reorganization in order to effect the necessary changes. Following
the initial phase of transfers, consolidations and the associated reductions in force, a second
phase of ongoing fundamental improvements will begin. The Commissioners’ Court depart-
ments will be asked to rethink their missions, goals and needs. Employees at every layer of the
organization should be prepared to participate in developing recommendations for operational

changes and service improvements that benefit the entire County organization as well as Travis
County citizens.

This second phase will address a variety of other administrative and operational issues that
face Travis County, as outlined in Section 1V of this report. Certain Phase-ll recommendations
vyill be provided by January 1, 1995, and may include recommendations for further consolida-
tions or operational changes. During the first quarter of FY 96, commercially available services
currently performed in-house will be identified to be evaluated for competitiveness and cost
effgctiveness; opportunities for enhancing core business functions and shedding non-core
activities will be investigated; and as the Executive Management team directs the necessary
analysis, additional cost-saving measures resulting from operational changes will be brought to
the Court for approval.

W
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The Executive Managers iook to FY 97 as the period when the organization will solidify and
the structure, processes and procedures will be in place to deal effectively with unanticipated
issues and look toward the development of a long-range planning process. As the effort proves
fruitful and successes are realized, it is hoped that other county offices will look to the Court as
a partner in implementing similar efforts across the entire spectrum of county govemment.

Following the individual division recommendations, there are a serles of recommendations
that will affect all Commissioners’ Court departments and the processes and procedures to
which they are subject. The Executive Management team is confident these changes will be

valuable in ensuring consistent and regular communication between the Court and the functions
within their purview.

1. The Commissioners’ Court should approve the bagic structure and reporting rela-
tionships shown below to be fully implemented by October 1, 1995. This structure
will improve communication between the Court and its departments, as well as coordina-
tion between departments. By grouping like functions together, the Court will reduce
administrative overhead and eliminate duplication, while increasing levels of service.

Commissioners Court f w = w | Indepondent Elected
Officials

Executive Coordi Exscutive Manages Executive Mansges |- Executive Manages
i i Planning & Budget Health & Homm Secvices Administrative
Justice & Public Safety ng P N . vl
Traviz Counry AverovTaavs Husonn
| Coreame P Couwers L | Rasoumcs
Caam Haam oo MAYAORMET
z Homan Saxvicss
PraToant, bevaenamer Demuanane Dwosstaton &
=1 AZFEENENT, Masmon
Ao Couners e [T ———e SRS 3
] Sencs
hveas F Raconrs
L Pauc & Bagomcy ! Muwomear &
Dermoan Sewrces || ACBOZTURAL Pustac Acosse
Swenc
_..{ Macscar E g POWMCIAL Led Pacirnee
Examomn Sewices Maraomumer
Cuparns, L Travis Counrry
— Soncs - ADMMSTRATIVE Bxroerient &
PLutmis Smces HarTaos Covvra

2. The Commissioners’ Court shouid approve the list of Issues for Further Study,
affirming the Court’'s commitment to move forward with Phase Il of the reorganiza-
tion. The Executive Management team will bring a series of recommendations for opera-
tional improvements to the Court by January 1, 1996, and expect to do so on a quarterly
basis as additional opportunities are identified. .

R R



County Organizational Charts, 1995-2013



WY mowshresy( FURSAL DARrempe] A BaL2, 764t O

s pho

maf FEINOLNOWT
Leunq ()] e (1)

IO N[NsF
TR K RN

[ppLatiq Yeul]

E

E

B o

Jnuedmy) sutag Py

Mowr Il g

20]RR] -uP|AOR

srin L
i 2Ing Ruely

N

uenng sgep thiug ueneLyg

uznqjer) [Kmwg

I T T T A T T

BI0pURY-

rondLpoy
sTway

RN ¥
Rag noog *Mgrep ¢
sauagequog Ul z

VY[ ety ¢
OUBIPIK opauary ‘§
Ie3njy UAey °g
uosdwig ext T
KqsoN uoq 1

Lpeuuey wpuwg -
Feking pue(q -
LAY payiim
e puzg
olunreN FpUIIQ
Ay PLavg -

BEEA Eh b Prireiy
. i

eiri g

(Y GUNR ‘P
AR 91025 °F
puvjeag uep
ney Pt 1

Joxeeyy opur g —
e |

sunueg Gog  1916E
deetyp Uor WE6T
guly s LSl
siomoly A WILPT

stiwg eituay

wjienel OH

b::oo SiABI] JO

9661} Atenuer aAgoay
9 Jeuoneziuebip

OM. H3ld g-.u

(ovs 7 )



suoyvide) $SI014I2S HDMREL B yRvIy

MpRnsppy
_ SYALOA ALN(O)) SIAVAJ, — .

| AR
bm:omm;mﬁd

Gt 2@



2002 AON

S[EO pa1ds|3

19)ua)
sooInIeS uopnjosay ™9
191U sbejusH swdojsrag andsia “
R :o_:woe@. ’® JOJEMULIOIS ,m.mo,_zmw !
N e ‘uonepodsuel ¥ uBWNH 9 UEaH 1 | 1| Buuueqd
] Hg FEsIEN =il 3 QAwI E |2onsnp _m:_En\o.
[ Wawebeueyy n $92.N0S3Y et
 sompoed [T SWAISAS . diog Aunon | 1
;L vt T.\ "Wwods|s L nwbpy [EMEN/ wv__mnv i SOIMES Jsujwexg suoneauNwwo) S9OIMIBS
IR re T - algnd - uolsuaIxgy - : iy
gt (< 2 3 SHERESH SaAu| yse : |esIpe ABojouyos uoneonp3
ez 1 I useg, annesadoon) PON ¢ Abojouyoday -
's80IN0SaY PR i A A S90IM8S : *® Bullesuno) 4
SUONEDIUNWIWOD juswabeuepy 18814 % S90IAISG
. 6png b S90IAIBS
g Juswabeuely L |, soinossy 1o S0UBUBJUIEY 1= yoddng : S90IMSS Japusgeq
 sp1ooay Lt Lewny » Buuue|d peoy o T S9IIAIDG SUBISIaN || Kouabrawg ~ {eaipapy Aousbiaws 2N SIUBANp =
: 7 ad / 7 nensiuwpy P y;
3 9§ sz 07 0 L
 Badh zolod BNV - dﬂ% HM ﬁ?ww uBWasaIn) B0 Buial 1118YS £qqoH Auueq 7
: Jabeuepy aannoaxy JoBEUBIN BANNSEX Jabeuepy aANOaXg Jabeuep aAnoaxg Jabeuepy aAnnoaxy \ 1abeuepy aanoaxy
suoneladgo ﬂﬁdﬂw_am. $521n0say [eINjEN SO0IAI9S SUEBIAJOA S90IAIRS Wv Yo > | —Buiurer
sAnessuwupy 3ebpng g buluueld 2 :o_amtonmcﬁx ) SIDIAISS UBWNH ‘YjjesH Kouabiawig ¥ (R ..r asnsne jeuiwit)
4
| 1 | 1 1
sawg pko IPAITNG 5 ey
By BUENd, S99IAIag [BH1-91d
I |
sabpnp JousIq €
SJOUOISSILIWOYD b::oo z ABeN auipjelas “1g
olejeds uesng suondao)
Joupny »® uoisiazadng
) Aunwwog T
_doijiiuey] Baig
BUpaiy
suonejey ela)sg
21SBWOQ }uf UONEGOId
a|iusAnp

1

sabpnp
PusIa ity

ok ‘uc mwﬁ ‘M r:wm

INUSF 11005

sdifiid pieq 't
| SoBpNL METIV-HN0D

1 Lax‘%tc(x) ;

5 u:._ot( «u_.aw_n

ALNNOD
SIAVY L




juswabeuey S
: $20IN0S9Y |
ZI0Z 1T lequisides cmE:Im 1ajua sbejeH SIFIWO pereld h‘@
% uopisodxy
I FE I )
juswdojareq N uonnossy I
- ollouoo3 juswabeuey me_wa andsig '
= sepyoey juswdojerag P I "
suopelodio) e M o;:m ﬂmsasmﬂm‘_w._. uewnH - { Busuue)d M
4 - ‘uolepo! - s ! L
funo)  yllesH leysiep 21t SR LopsSNf [BUILILD
) s S00IN0SaYy
. gmwnwc_ c_w_mo ] [EIMEN/SYIBd 1= MHMWR, oINS Jsulwexy suogeUNWLOD SadINIRg
= | uolsusIxg  je : et <Bol uolesn
enneiedoon {eolpay g ABojouyoe ), . mp_«_mmcﬂwo L
. $82IN0SaY Buuue|d Sa0AI8g !
SOOIAIRS suofieslunwitiod abuey BuoT o014 % S80INeS
KBojouyss » juawoebeuepy SIUBLSIUIBI e oddn S80S SeoMeg = S8R 1spuajed
jouyss L Hoadns AousBrew3 eopay Aousblewa
UORRWIOU] sp1ooay jobong  F peoy = sapensiunupy SUBIOJO e lealpa AN SUBANY e
| —
uado d uadQ h e UaAslg Bupuei] 11oYg Aqqop Auueq sollayer Jpboy .
aAlNoaxg Alunon amnoaxXIAunoy i w,wﬂﬁ“m M_WMM_ aApnoax3 fjunod aAnoexg Ajunod aAlInoax3 Ajunod aAnoaxy Aunod A\&.\:ﬁw
KBojouyoa suoneiado mm i 34 :% $82IN053Y [eImeN S20IAJDS SUBIDISA S9DIAIRS Ryages 21lgnd ‘
uogjewIolu} aAResIuIWpY \\ jebpng g bullEld 9 uonellodsuelr ] Q S9DIAIRG uBwIN ‘YleaH Aousbiswg R adsSnNP
i S D I ] I I ]
ian
oD pAY e sueA3 qioH 'S JUoITBORIEG Sedoy <op
juaby Bulseyoind "PI00D SUOHEDY e S90IAIRG [BLI|-31d 28jpZuU09) Ney ¥ gjoyoue euep y
- _mu:wEEmem._w“:_ Boojg uesng ' LHBOON-PIRLSRY ' W.u\.v{c:\&.
SoBpIT OMISIA £ sseg uuslo) g S019)s9||Beg UEpY 'Z Lyt
sIBUOISSILIWOY AUNOD 7 ABeN Suipleien g SR AL mmwowhm\wc% B
Aol 1OIN SUO[}291100) d 1qe3 o]
pleog Buiseyoind Jonpny 9 uoisiazedng ayJ JO sadysne
Aunwwon uopiwie Baso L
ueunsH Ano Huaysg
u ‘._o>3mwm>wm euec abpnp ajeqoid ]
31910 Ajunod . olueleN epuliO WISy
eupay nsw ‘1°d Nm:._oo 1elebiep NEINS WL PICGE Bllllueosy pine |
suolejey e[2)s3 - <3 € '1d ‘Teani-uerey fysousja s usydels UISHE OpeunIo) Wif W/ch eielleg ‘1 SOHED g Asuwiopy Kunod
2158w o] fud UOHEQOIS Z '1od "1pieypiog yereg UOISBUIAT B107 15197 Apouuay| epusig PIEOY speT ypeqes3 L
= 1open-ebap salojogd 1 10d ‘sineQ uoy Z191g UYOP Yl0SZ Nalnooy alnet YIose 1ayfeny Apuesg "9 ezopusiy-zonbupoy
Jainseal} aBpnp Aunon ‘eoosig wes winyoRap WetD AWy 1107 ulelo piAeg 3SLES usyeBUsYoH AouepN 'S e~ L
BuBL| BlOSIO UI00Z ofeg uaie) YI66Z oS SNIN P | == 910 omsIa
ebpnp sebpnp 14N0Y)) SIBUOISSIWWOD ouiAg aualeq] YIGZL Youk] SN U291 aquoasdr uyos ¢
Aunos | pumaiv P e KelinH epuouy  Uig6 UMOIg PIOHID WYL pieddays ou3 'z Bioquis]
pieog apusAnp u gouuw__ou.uowww.mm< Xe| supjusp goog  pIEs sabpnp sditiid piaed "L Aewasoy -
) sabpnp 10113s1Q |IA1D 321381 feuiiiig Sabpnp Me-1y-1noH QUIONY I01SIQ

ALNNOD
SIAVYl




h SIEIWO Peosld

£10Z ‘L dvy
uowdojons: SOONIBS fEI T
} 1oned ey ABOJOUYID | uonnjosay [
l» OlLOUODY . SOOINBS d
uoneuLop| Yy ~  emndsig .
uswidojonsq ’
suopeiodicn || | | omieut el g | ¢
1 Auno sjuay ebejiaH ! eystepy a1 - o : -
° B uoIsodx3 - A A B UlesH A feusIep it A& I | SONSN [RUIMLIOD
e I ke $92IN0saY
& el - syio
iseAu] Useo juswebeue &E:Ez\@:mm - ow__n:\,b cwmwwmm n suopeounwwod | § | FETI=e seolleg
- sogoeg * r 2 onnoio Q«oo p ABojouyoa) P {eoIpow uopeonpg ||
L« Buueld | | & se0IMIBS { on 2 £ |~ % Bulesunod
afuey Buo ©eld R SOOI
juawsheuepy S0UBUBIUIEYY e voddn M seoIBg >MMMMUM.mm Lol wmo\A_me 1epussed
el SDOINOSOY = y - eatpaly Aousblow -
Jo jebpng M uewny p PEH | eAenISIUILIPY suessleA a Pataddy 3 aland sfusAnp
ejueyy USARIS Buweld 1eysg AqqgoH Auueqg solayer 1ofoy
1opmolg aijse sagnoex3 AUnog annoexg Alune) oAlnoex3g AJunod aAIINoaXg AlLnoD
angnoaxg Aunod $55.1n0s9Y [eINEN SaDIAISS SUBIBIDA SIVIAIRS Aisjes oland
19hpng g bulUEld g uopepodsuel | 8 590IAISG UBWNH ‘YI[ESH Aousbiswiz KASUELE
i L 1 1 ]
s pAD ard seaInosey sueAd QoM G zodo solteD g
yusby buiseyoind suoneay SUOITRIUNIWOD SO0IAI0G jel | -0id Z9[pZU0D IneY v gloyouey eliey 'y
1 |ejuawissnobiaiy| p juswebeuep Booig uesng Am zapueuioH Ajles .m
SeBpnr NI © spicosy * ssBg UUBID T solelsajjeg UBPY 2
sisuosILWOD AUNOD 2 bid ABep suipje1ds i SWIEIJ[IA SBUUOAA “| sewoyy Auueq ‘) _
Asiid DIOIN SUOI3LI0D adead $3|qEISU0D
pieog Buiseydind iui:m\ g voisiaedng ay] Jo saofsny
Alunwwo) uopwey Bauny |
uewoy Ano Jusus
noaneage(] eueg SBphr s18qoig
1910 Ajuno olueren epuijt
eulpay 10 Auned ¥ "10d ‘Zowoo) 101ebien : v_ﬂ_:m h:w MMWM g|iwess3 paeg |||
suoljeiey episy € .S.n_ .3._3@:8 plere Aysousie A usydels LIGre OpEUIOD WIP YI/ZY elolleq ‘H SOHRD g suiony Aiunoo
OPSBUOC(] [t HONEGOI ¢ 1od PIeLAag Yeles uoisBuIA B107 15192 Apauusy| epusig pIEop sl yeqeslia 'L
afiusAnp Jopen-ebayQ sai00Qg b 1od 'sineq uoy Z)0IC] UYOr WOSZ 3eInd0y BUNf WO6E 1epenyy Apueig ‘9 ©ZOpUBN-ZONBLPOY
| fainseal ] abpnr Qunog '200SId WeGH |\ seapy yieid AWy 1SL0Z uiesD piaeq Isieefl | ueneBusyor AoueN °g ey -
5 5 HNOY SIBUOISSIUWOD eueil] ejesin Yooz offeg uaiey WIGBT uojueqg MW v W21 1013SIg
ebpnp | sebenl auiAg sualied YIOTL Broquuem pined U9t aqu0osdT uyor ¢
Aunod | oMmsia i - AsjinH epuoyy  uigs umoIg pIoYlio Uiyl pisddeys ou3 T Bloquiya-
pleog apusAng 10198[{0D-10SS9SSY XBL supjuor Jo9s  PIcS sabpnp sdiiiyd pined ") Areutosoy
- sabpnp 101SIC 1IALD 1214517 jeuiwitln sabpnp MeT-1y-11non aulony 1011s1q

Emas

ALNNOD
SIAVAl




November 9, 2010 Work Session Agenda and Notes
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Work Session with the Travis County Commissioners Court, the
~———""" QOrganizational Planning Team,
and Managers from Administrative Operations

Agenda

9
~TNovember¥, 2010

— Introductions

— Overview:

Creation of OPT

Tasks Assigned by the Commissioners Court
Tasks Accomplished by the Commissioners Court
Research Done

Wi

— Goals for Work Session:

1. Complete the Work Session with a consensus on one of the
organizational options.

2. Utilize the Work Session as a launch pad for more robust
communication between the Commissioners Court and County
management.

3. Receive direction from the Commissioners Court on next steps.

— OPT Recommended Options

— Commissioners Court Questions and Answers

— Further Action Items
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Nov. 9, 2010 Work Session notes

On Nov. 9,2010, the Organizational Planning Team, (OPT) comprised of the five Executive
Managers, and inclusive of the Administrative Operations Department heads, met in work
session with the Commissioners Court.

Court members received an update on the work of the Team. Staff reported that the team had
arrived at the following conclusions based on its” work to date:

1. Our talented workforce is considered among the best in the state.
The current structure works as it relates to external functional areas of
responsibility.

3. Areas that need improvement include communication, coordination, collaboration
and strategic planning.

The OPT discussed the process by which the Team and Administrative Operation department
heads developed and vetted multiple recommendations regarding Organizational Structure.
The recommendations were reviewed with the following criteria in mind:

a) Does the option improve service delivery

b) Isit sustainable and flexible

o O

Does the option improve Communication and Collaboration

)
) Does the option produce overall cost efficiencies
)
e)

Does the option consider span of control

Four main structures were presented and discussed with Court members. As a result of the
work session discussion, Court members directed the OPT to draft an agenda item for formal
discussion and approval. Items to be discussed during a Court voting session include key
components of the options presented. In summary, the Court will consider the following:

1. Completion of a Business Plan for the departments reporting to the Commissioners
Court. The plan would build upon work started by the Executive Managers Team. The
Business Plan is to be completed by the OPT and staff is approved to engage a paid
facilitator as needed and appropriate to the completion of this product.

HHS Executive Manager’s Office



2. Implement the following tasks associated with Option 2 :

Review current vacancies

Develop an IT transition plan

Activate Court subcommittee for each Executive Manager

Produce an annual report

Establish an retreat for the Executive Managers and the Court
Establish annual training for the Executive Managers and the Court

SO0 o0 T oo

3. Provide for Court consideration and action, the process, costs and other necessary items
associated with implementing the team recommendation to establish and hire an
Executive Manager for Information Systems as presented in Option 4.

4. Submit an interim recommendation for oversight of the Administrative Operations
Departments.

5. Develop for Court review a robust annual review process for the Executive Managers.

It was also discussed that the Court may want to consider a future recommendation regarding
the department name of Health and Human Services. The OPT team received a presentation
from the Strategic Planning Team of Health and Human Services recently. As a result, the OPT
discussed and concurred that as a part of that process, the Court may wish to consider changing
the name of Health and Human Services to reflect the changing arena of social services. This
recommendation, and others, is expected at the culmination of the Health and Human Services
strategic planning process.

HHS Executive Manager’s Office Page 2



November 16, 2010 Agenda Item 22 request with backup and Voting
Session Minutes
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22. CONSIDER AND TAKE APPROPRIATE ACTION ON RECOMMENDATIONS

FROM THE MANAGEMENT TEAM REGARDING COUNTY REORGANIZATION
AND RELATED ISSUES. (11:29 AM)

Clerk’s Note: The Court discussed recommendations contained in a memo from the
Management Team following the Work Session on Tuesday, November 9, 2010.

Members of the Court heard from: Danny Hobby, Executive Manager, Travis

County Emergency Services; Susan Spataro, Travis County Auditor; and Rodney
Rhoades, Executive Manager, PBO.

Motion by Judge Biscoe and seconded by Commissioner Gémez that we indicate
our intention to have an Executive Manager of Information and Telecommunications
Systems (ITS); we would fund this position with the money from the Executive

Manager of Administrative Operations and supplement that amount, if necessary,
from Reserve funds.

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gomez yes

Motion by Judge Biscoe and seconded by Commissioner Gomez that we appoint
Joe Harlow, Chief Technology Officer, (ITS) to serve as the Interim Director at his
current compensation until that position has been filled.

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gdmez yes

Motion by Judge Biscoe and seconded by Commissioner Huber that Human
Resources Management Department (HRMD) report to the Executive Manager of
the Planning and Budget Office (PBO).

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gémez no
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ITEM 22 CONTINUED

Motion by Judge Biscoe and seconded by Commissioner Gémez that for the next
three to six months Facilities Management report to Danny Hobby, Executive
Manager, Travis County Emergency Services; the intention of this Motion is we
would revisit it in three to six months after we have made a decision on the TNR
Executive Manager, but we would be free to make whatever additional decision we
deemed appropriate.

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gébmez yes

Motion by Commissioner Huber and seconded by Commissioner Gomez that the
Executive Management Team move forward with the creation of an Information
Technology Advisory Board as outlined in the backup. | would include Purchasing
as a part of that as well because of the high dollar volume that's involved with ITS,
and | would also include in the Motion that we look for three external members who
are experts in the field but do not have a conflict of interest with the County; and |
would also add that once this board is fully formed that it work with HRMD in coming
up with a more well defined job description for the Executive Management of ITS.

A Friendly Amendment to the previous Motion was offered by Commissioner
Eckhardt to add Items 3 and 4 to that Motion with regard to a readiness assessment,
mission critical projects currently underway, and then also the creation of an Internal
Advisory Committee once the Executive Manager is on board.

Acceptance of the Friendly Amendment was made by Commissioner Huber and
Commissioner Goémez.

An addition to the Previous Motion was made by Commissioner Huber that, if
we're going to include that that under the readiness assessment that they also take a
look at what it would be entailed with a full ITS audit of the County because if we're
looking at pieces, we need to be looking at the whole and we know there's some
serious concerns out there that need to be addressed, so 'm not saying do it, but I'm
saying take a look at what it would cost and what the process would be.
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ITEM 22 CONTINUED

A restatement of the Previous Motion was made by Judge Biscoe to appoint an
ITS Advisory Board made up of the core team including Executive Manager for
Justice and Public Safety, Executive Manager, Information Service Technology,
ltems 1, 3, and 4 in the memo plus Purchasing, and three external members.

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gomez yes

Clerk’s Note: It was noted that Danny Hobby, Executive Manager, Travis County
Emergency Services will be added to the ITS Advisory Board as there will be Facilities
Management items to be discussed.

Clerk’s Note: The County Judge read out ltems 6 and 7 from the previously mentioned
memo:

e [tem 6 — Authorize a permanent creation of the Management Team with an
assigned chair or designated liaison as determined by the team members or
Commissioners Court

e ltem 7 - Direct the Management Team to work on the following items:

a) Completion of the business plan using a facilitator

b) Present recommendations on the outcomes of the business plan

c) Commit to an annual retreat with the Commissioners Court to
discuss outcomes of the goals and objectives established in the
business plan, and

d) Set annual training for all the Management Team and
Commissioners Court.

Motion by Judge Biscoe and seconded by Commissioner Eckhardt that approve
ltems 6 and 7.

A Friendly Amendment to the previous Motion was offered by Commissioner
Huber to include a facilitator on as needed basis.

Acceptance of the Friendly Amendment was made by Judge Biscoe.

Motion carried: County Judge Samuel T. Biscoe yes
Precinct 1, Commissioner Ron Davis no
Precinct 2, Commissioner Sarah Eckhardt yes
Precinct 3, Commissioner Karen Huber yes

Precinct 4, Commissioner Margaret J. Gomez yes



Updated 11/12/10, 2:37 p.m.

/1/16/70 ltem 22

TRAVIS COUNTY COMMISSIONERS COURT AGENDA REQUEST

Please consider the following item for:
Voting Session:

ember 16, 2010
I.  A. Request made by:

Rodney Rhoades, Executive/Manager, Planning & Budget (49106)

Consider and take appropriate action regarding the Management
Team update and further direction.

Approved by:

Signature of Commissioner(s) or County Judge

Il.  A. Backup memorandum and exhibits should be attached and submitted with this
Agenda Request (Original and eight copies of agenda request and backup).

B. Please list all of the agencies or officials names and telephone numbers that
might be affected or be involved with the request. Send a copy of this
Agenda Request and backup to them:

I1l. Required Authorizations:  Please check if applicable:
Planning and Budget Office (854-9106)
Additional funding for any department or for any purpose
Transfer of existing funds within or between any line item budget
Grant

Human Resources Department (854-9165)

A change in your department’s personnel (reclassifications, etc.)
Purchasing Office (854-9700)

Bid, Purchase Contract, Request for Proposal, Procurement
County Attorney’s Office (854-9415)

Contract, Agreement, Policy & Procedure

AGENDA REQUEST DEADLINE: This Agenda Request complete with backup
memorandum and exhibits should be submitted to the County Judge's Office no later
than 5:00 p.m. on Monday for the next week's meeting. Late or incomplete requests
may be deferred to the next subsequent meeting.
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Travis County
Management Team
Proposed Organizational Changes

Qur Current Situation

Travis County’s Organizational Planning Team have been tasked to review our current
organizational structure and make recommended changes that may help streamline
services, improve communication and otherwise assist the organization to better manage
Travis County’s day to day activities.

The Planning Team has been meeting over the last year and have recently added
department heads from the Administrative Operations department to provide input and
help make recommendations. During this time, informal inquiries have been made of the
team, members of the Court and other key stakeholders as to what the current
organizations strengths and opportunities are for overall improvement. In addition, we
have reviewed other organizations around the country and here in Texas as well as confer

with professionals in the field of organizational management to determine what works
and what might work for Travis County.

These inquiries have led to the following conclusions:

e The current structure, for the most part, works as it relates to the external
functional areas of responsibility.

* We have a very talented workforce that is considered to be among the best in the
State.

¢ Some ofthe areas that we believe need to be improve upon in the future include:

o Better communication among effected departments

o Better coordination of efforts to ensure timely services both to the citizens
and to our internal clients

o Better collaboration for all departments to achieve end results

o The need to develop a county-wide plan or strategic direction

How Do We Use these Conclusions to Help make Travis County a More Effective
Organization?

The Management Team has spent time reviewing and having discussions on
organizational structures that make sense for Travis County as well as seeking the advice
of our sub-committee and others both inside and outside the County’s organization.
Numerous options have been discussed ranging from the creation of a County
Administrator to simply doing nothing. It is the consensus of the Management Team that
we can be a much more effective County with some minor changes. We also recognize
the sensitivity of the desire to maintain our decentralized organizational structure but also
recognize that, given our growth both now and in the future. we cannot effectively
continue to maintain the status quo.




Updated 11/12/10, 2:37 p.m.

During the Commissioners Court Work Session held on November 9, 2010, multiple
organizational options were presented by the Management Team. The following
recommendations are being made for Court consideration and action:

1.

Create an Information Technology Advisory Board comprised of external and
internal experts. Internal members would be the EM for Justice and Public
Safety, the EM for Information Systems and Technology, Chief Information
Officer, County Auditor, and the EM for Planning and Budget. Internal members
would begin looking for 2 to 3 external members who are experts in the field but
do not have a conflict of interest with the County. Members of the
Commissioners Court who have suggestions should submit possible candidates to
the internal members of the Board.

Approve the position of Executive Manager for Information Systems and
Communications. A draft job description should be drafted after the creation of
the Information Technology Advisory Board and after the entire Advisory Board
has had time to provide input. The County’s director of HRMD should assist
with the job description. The job description as well as a recruitment strategy
should be presented to the Commissioners’ Court for action. This position would
be funded with existing resources and not cost any additional salary dollars.

The Information Technology Advisory Board should discuss conducting a
readiness assessment for the major mission critical projects that are currently
underway in ITS. A recommendation should be made by the Board to the
Commissioners’ Court.

The decision to create “internal advisory committees” will be made once the new
EM is on board.

Provide direction on either the permanent or temporary assignment of HRMD and
Facilities Management to an existing Executive Manager.

Authorize the permanent creation of the Management Team comprised of
Executive Managers as well as the County Purchasing Agent and County Auditor
with an assigned chair or designated liaison to be appointed on a rotating basis as
determined by the team members.

Direct the Management Team to work on the following items:
a. Completion of the Business Plan using an outside paid facilitator
b. Present recommendations on the ocutcomes of the Business Plan
c. Commit to an annual retreat with the Commissioners Court to discuss
outcomes of the goals and objectives established in the Business Plan
d. Set annual training for all the Management Team and Comumissioners
Court



1993 Commissioners Court Goals from “Travis Tomorrow” Report



COMMISSIONERS COURT GOALS

e Marshall sufficient resources from the
community to provide the services for which we
are held accountable, balanced by consideration
of affordability to the community.

e Allocate available resources within the context
of an overall strategic plan that proactively
identifies needs and offers solutions.

e Evaluate and demonstrate community benefit
from county expenditures.

¢ Build a dynamic organization that opérates
around teamwork, trust, excellence, and
accountability.

e Demonstrate optimum collaboration, both
internally and externally, to achieve maximum
benefit from community resources.

e Overcome traditional barriers to success by
thinking long-term and beyond our current
structure and organization.

e Measure results and adjust the strategic plan
and our operations accordingly.

e Lead by making timely decisions in a manner
that is inclusive, accepts risk, and seeks a shared
vision of the community we represent.



Christian Smith’s FYO7 list of Major Issues and Challenges for Travis
County



L)

2)

Major Issues and Challenges for FY 07 and Beyond
Judge Biscoe has asked for a list of seven to ten major issues and challenges for the upcoming year and
perhaps beyond. A short indication of why such issues or challenges are important was also requested.

The following is provided by the Planning and Budget Office, in response to this request. These are not
listed in priority order.

 Developing incentives for officials to reduce or cease programs or services of less importance
and to redirect resources to pursue new initiatives. This would also provide incentives for
departments to become leaner and be more efficient. (It is sometimes much easier to ask the
Commissioners Court for money than to look internally, especially when the money is there.

There appear to be more incentives for departments to grow and become bulkier than to
become leaner.)

e Establishing a clear set of County-wide priorities that the Commissioners Court wishes to
pursue, to set a framework for redirecting resources toward a new goal along with redirecting
resources away from an old goal. (Clear leadership at the top about what is more important
and what is less important provides guidance to the organization).

 Making appropriations decisions based on actual results and outcomes, rather than promises
of outcomes and results, along with focusing on independent evaluations of actual
performances and outcomes. (Too frequently, funding is made on expectations or beliefs, as
opposed to actual data on results).

e Managing the growth of County government in light of potential revenue caps proposed in the
legislature. (This is related to bullets referenced above).

e Anticipating and managing toward the “Brain Drain” that will be forthcoming due to the number
of retirements of highly experienced county officials over the next three to four years. (The
leadership of appointed officials will change substantially due to upcoming retirements and will
provide both challenges and organizational opportunities if anticipated).

o Establishing an organizational climate and culture where outstanding performance is
rewarded and poor performance is not. Training for managers regarding performance
evaluations and opportunities for employees to qualify for higher level jobs is part of this.
(When many employees receive the same pay raise or within a very narrow range, then this
can raise doubts about the reward system.)

» Fostering an environment that rewards Executive Managers and other officials to go beyond
their immediate silos of responsibility and take a county-wide perspective on critical issues
facing the Commissioners Court. (One of the goals of the 1994 reorganization creating the
Executive Manager structure was to develop a “Cabinet” of the Court and their executive
leadership to meet quarterly and discuss major strategic issues, but this has never occurred.)

e Successfully implementing the replacement of the County’s entire financial system. (This

complex adventure will likely require the considerable attention of a wide variety of the
County’s fiscal managers.)

o Following through and providing leadership on the execution of the County’s adopted
Strategic Space Plan. (The non-acquisition of available buildings immediately adjacent to the
County-owned downtown campus and the County’s Airport Boulevard campus in light of
space shortages that are only going to get worse are examples of major lost opportunities.)
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