COUNTY OF MILWAUKEE
Inter-Office Communication


Date:		April 22, 2022

To:		Marcelia Nicholson, Chairwoman, Milwaukee County Board of Supervisors

From:		Joe Lamers, Director, Office of Strategy, Budget and Performance

Subject:	Office of Strategy, Budget and Performance 2021 Annual Report

File Type:	Informational Report



[bookmark: _Hlk96946123]This informational report provides a report on how the Department of Strategy, Budget and Performance achieved its 2021 goals. 

POLICY
This report aligns to Chapter 108: Achieving Racial Equity & Health.

	Milwaukee County Code of General Ordinances:
	Chapter 108: Achieving Racial Equity & Health



BACKGROUND

File 22-104 amends Chapter 108 to require that “annually, by April 30 of each year or sooner, each Milwaukee County department leader and/or their designee(s) shall provide a written and oral report outlining their year-end results to a Milwaukee County Board of Supervisors committee. The reports shall, at a minimum:

1. Indicate the year-end goals the department set in the prior year
1. Share the rationale and relevance of the department’s performance metrics (i.e. explaining why they are “SMART” goals (specific, measurable, achievable, realistic, timely, and extending) and how they align to the county’s racial equity strategy, if applicable)
1. Report the department’s year-end results relating to the goals it had set, and
1. Provide a thorough analysis clearly articulating why goals were significantly exceeded, met, or not met.
1. Explain the department’s progress in creating a departmental-level strategic plan that aligns to the countywide strategic plan and provide an update about future plans to revise and enhance the departmental-level plan in the year ahead.”


ALIGNMENT TO STRATEGIC PLAN


1A:	Reflect the full diversity of the County at every level of County government
1B:	Create and nurture an inclusive culture across County government
1C:	Increase the number of County contracts awarded to minority and women-owned businesses
2A:	Determine what, where, and how we deliver services to advance health equity
2B:	Break down silos across County government to maximize access to and quality of services offered
2C:	Apply a racial equity lens to all decisions
3A:	Invest “upstream” to address root causes of health disparities
3B:	Enhance the County’s fiscal health and sustainability
3C:	Dismantle barriers to diverse and inclusive communities

Alignment to the above strategic objectives is articulated in response to the questions below.

BODY

The Office of Strategy, Budget and Performance (SBP) is a newly created department in 2022. This department will lead the strategic plan, utilize an equitable lens for budgeting, and develop effective practices for continuous improvement, project management, grant development, and internal communications. SBP service areas include Strategy, Budget, and the Project Management Office. While this department did not exist in 2021, the service areas within the department completed work to advance goals in 2021, and below is a summary of three of the top goals that were focused on.


The new 

1. What were the top 3 goals of your department/office 2021? Please explain why they are “SMARTIE” goals (specific, measurable, achievable, realistic, timely, inclusive, and equitable) and how they align to the county’s racial equity strategy.

· Goal 1:  Work with county departments to advance the County’s strategic plan. This goal is aligned with all of the strategic objectives.

· Goal 2:  Support efforts to improve the County’s fiscal sustainability, while also utilizing an equitable lens for budgeting. This goal is aligned with strategic objective 3B regarding fiscal health and sustainability.

· Goal 3:  Implement a new grants office in 2021 to secure additional state and federal revenues. This goal is aligned with strategic objective 3B.



2. To what extent were these goals accomplished in 2021? Please explain. 

a. Goal 1: Three significant accomplishments made in 2021 toward advancing the county’s strategic plan included the launch of Strategy Teams, the development of the County’s Strategy Dashboard, and the creation of the Office of Strategy, Budget and Performance.

b. Goal 2:  Following are updates on from the Fiscal Health Strategy Team, which is focused on identifying opportunities to improve the County’s fiscal sustainability. Improvements in fiscal sustainability will result in increased opportunities to invest in strategic plan priorities. 

· Sales Tax: The Fiscal Health Team is supporting efforts to advocate for the 1% sales tax increase as an option for stabilizing the County’s finances and for raising revenues to meet the scale of the County’s needs. County leaders continue to have productive discussions with state legislators, community leaders, and external partners to generate support for action during next year’s legislative session. 
· Pension:  Recommendations of the Retirement Sustainability Task Force are being examined regarding the future state of the pension system.  
· Health Care: The Employee Benefits Division and the County continue to seek opportunities to contain and reduce health care costs, while also continuing to provide high quality health care services for employees. Largely a result of changes made to health care plans in past years, health care costs have been flat and even reduced in recent years, which is contrary to industry trends and actuarial forecasts for the overall health care market. During 2021, working with our health care provider, the county saved over $2 million on prescription drug costs through increased rebates. In 2022, expected savings on rebates combined with other services is expected to equal approximately $4 million. The Benefits Division continues to explore other options on health care plan design, including potential expansion of wellness program services such as implementation of on-site health clinics.
· Grants:  With the implementation of a centralized grants unit in 2021, grant development capacity has been expanded and information is being tracked to measure grant application success rates. In 2021, the Grants & Special Projects Division supported Milwaukee County departments who submitted 44 grant proposals requesting $117,076,832, of which 26 awards were made totaling $35,860,879 (with 6 pending projects totaling $61,304,564). Additional detail regarding grants is below in goal #3.
· ARPA:  The American Rescue Plan Act (ARPA) Task Force and departments are focused on utilizing ARPA funds in a manner that is fiscally sustainable, and to meet the needs of the County and the community. Efforts are also underway to seek benefits from ARPA for a timeline that extends beyond the life of the grant. For example, the ARPA Revenue Loss subcommittee is administering the “Fiscal Health Challenge,” which includes a process where County departments can submit proposals for one-time or limited term spending needs, which will have an ongoing return on investment and/or ongoing operational efficiencies into the future.  Several proposals with long term savings have been developed and approved and are now in the process of being implemented. In addition, ARPA funds are being utilized to address the County’s deferred capital infrastructure backlog. 
The five-year forecast and annual budget gap estimate provide a measure for assessing the county’s fiscal health.  The budget gap estimate for 2023 is $12.6 million. While the county’s structural deficit remains a significant challenge to overcome every year, the 2023 budget gap estimate is lower than previous years. Over the past decade, the average annual budget gap has been approximately $30 million. Efforts will continue to be made to improve the county’s fiscal sustainability.

In addition, the county further refined and once again implemented the Racial Equity Budget Tool (REBT) in 2021. The REBT is designed to make intentional connections between the strategic plan and the budget, use racial equity as the guiding for important decisions regarding investments, and to initiate conversations on topics related to the strategic plan. 


c. Goal 3: 
[bookmark: _Hlk101424834]The Division of Grants & Special Projects was established in 2021 to amplify current grant efforts within Milwaukee County and provide targeted grant development support to increase success. Grant development efforts targeted projects that would move Milwaukee County forward in achieving racial equity and becoming the healthiest county in Wisconsin. This goal was accomplished to the extent that in 2021:
· The division established AMOP 11.01 Grant Intent Notification designed to establish a standard process for centrally tracking, supporting, and communicating the competitive grant proposals submitted on behalf of and awarded to Milwaukee County.
· The division established AMOP 11.02 Grant System of Support to provide effective grant development and writing support to Milwaukee County departments for competitive grant opportunities.
· Milwaukee County collectively submitted 44 grant proposals requesting $117,076,832, of which 26 awards were made totaling $35,860,879 (with 6 pending projects totaling $61,304,564).
· The division established process and project management systems to manage $183 million received by Milwaukee County through the American Rescue Plan Act (ARPA) State and Local Fiscal Recovery Funds.

3. What factors enabled progress toward accomplishing these goals?

Upon establishing the Division of Grants & Special Projects, an assessment of current grant practices and expertise was completed to understand where and how additional grant development capacity would move Milwaukee County’s vision forward. County offices and departments were welcoming and invested in collaborating with the new division to expand the numbers of funders reached and proposals submitted to meet programmatic and service goals. The additional capacity provided by the division was especially needed with the influx of pandemic-related grant opportunities. The division developed a tiered system of support, intended to meet departments’ capacity and experience levels, to maximize the reach of the new team. This further enabled the division to track and support grant efforts across the County, resulting in the outputs stated above. 

4. What factors hindered progress toward accomplishing these goals?
The Division of Grants & Special Projects shares new grant opportunities weekly with County offices and departments. Factors that would deter interest in these opportunities usually included:
1. Matching fund requirements
2. Capacity of the service area to implement and meet reporting requirements if awarded
3. Subject matter expert availability to develop a concept and generate technical language if there was not already a “plan on a shelf”
Capacity to implement grant projects within County departments and offices continues to hinder the entity’s ability to apply for new funds, especially with the influx of ARPA-funded projects and current vacancy rates. Efforts were made to build in project coordination roles in grant budgets to address this need. Limited County resources (operating and capital) also create a challenge when matching funds are required for a grant competition.

5. What is the status of your department/office in developing its strategic plan?
The Office of Strategy, Budget and Performance is a newly created department in 2022. The department is tasked with leading the strategic plan for the overall County. A departmental strategic plan will be further explored in 2022.
The Division of Grants & Special Projects has been consolidated with other County functions focusing on Continuous Improvement, Digital Programs, Graphic Design, Branding, and Internal Communications as the new Project Management Office (PMO). The PMO has developed objectives that align with County strategy (Table A).
The PMO supports departments by providing capacity to develop and execute strategic solutions for the County’s most pressing project needs in the areas of Continuous Improvement, Priority Projects, Strategy & Data, Grant Development, Digital Programs, Graphic Design, and Internal Communications. Each PMO Service Area is responsible for managing processes and projects that support the PMO Objectives stated below. Annual PMO Service Area metrics will demonstrate the office’s effectiveness in these areas, in support of County strategy.

Table A: PMO Strategy and Objective Alignment

	County Strategy Alignment
	Strategy, Budget & Performance Mission Alignment
	PMO Objectives

	3B: Enhance the County’s fiscal health and sustainability
	Improve Milwaukee County's Fiscal Health
	Improve processes and systems

	
	
	Increase workforce capacity

	
	
	Increase revenue and resources

	2B: Break down silos across County government to maximize access to and quality of services offered
	Improve Communication within the County
	Maximize and develop platforms for internal communication

	2A: Determine what, where, and how we deliver services to advance health equity
	Advance Milwaukee County strategies and initiatives*
	Lead effective project teams

	
	
	Maintain effective digital platforms for communication

	
	
	Steward the Milwaukee County brand

	
	
	Effectively project manage ARPA aid


* The Strategy & Performance function of the PMO is still in development and not yet reflected in this table. This function will enable data-driven decision-making across the County and within departments.


FISCAL EFFECT
The report is informational only and there is no fiscal impact.

VIRTUAL MEETING INVITES
Joe Lamers, Director, Office of Strategy, Budget and Performance
Isaac Rowlett, Strategy Director
Dan Laurila, Operating Budget Manager
Vince Masterson, Capital Budget Manager
Ashley Adsit, Director, Project Management Office
Claire Miller, Senior Project Manager


PREPARED BY:
Joe Lamers, Director, Office of Strategy, Budget and Performance
Isaac Rowlett, Strategy Director
Dan Laurila, Operating Budget Manager
Vince Masterson, Capital Budget Manager
Ashley Adsit, Director, Project Management Office
Claire Miller, Senior Project Manager

		

APPROVED BY:

Joe Lamers, Director, Office of Strategy, Budget and Performance

ATTACHMENTS:



cc:	Kelly Bablitch, Chief of Staff, Milwaukee County Board of Supervisors
	Janelle M. Jensen, Legislative Services Division Manager, Office of the County Clerk
