COUNTY OF MILWAUKEE
Inter-Office Communication


Date:		April 28, 2022

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

From:		Aaron Hertzberg, Director - Department of Administrative Services

Subject:	Department of Administrative Services 2021 Annual Report

File Type:	Informational Report



[bookmark: _Hlk96946123]This informational report provides a report on how the Department of Administrative Services (DAS) set and 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.”

Department of Administrative Services Overview:
The Department of Administrative Services (DAS) works to model and empower Milwaukee County’s efforts to become the healthiest county in Wisconsin by achieving racial equity. DAS undertakes this work by supporting other County Departments and offering high-quality, cost-effective, reliable, customer-oriented solutions in the areas of contracting, facilities, equipment, materials, fiscal management, risk management, information management, and business development.

DAS is led by Director, Aaron Hertzberg and Deputy (Operations) Director, Sherri Jordan. The 2022 DAS budget includes 256.5 full time equivalent positions across seven divisions. Collectively DAS supports a wide array of functions throughout the County.

The Divisions include:
· Procurement*: obtains goods and services for Milwaukee County departments, agencies and institutions in a manner that enhances the quality of life in Milwaukee County and fully utilizes all segments of the business community.
· Risk Management*: provides a comprehensive risk management program that minimizes liabilities to the County and that ensures the health and safety of our employees, residents, and guests utilizing County services and facilities.
· Community Business Development Partners* (CBDP): works to increase overall economic viability for targeted and disadvantaged businesses (TBEs and DBEs) in Milwaukee County. 
· Central Business Office (CBO): serves as the knowledge base and general support for accounting, budgeting, contract processing, human resources, emergency planning, work rules and records management for the Department of Administrative Services, Office of Emergency Management, Office of Equity, County Executive’s Office and Department of Human Resources. 
· Facilities Management (FMD): FMD includes Facilities Maintenance, Architecture, Engineering & Environmental Services (AE&ES), Land Information Office (LIO), Sustainability, Utilities.  Collectively the Division provides asset management and preservation of County-owned assets and property and ensures that all County-owned buildings are clean, safe, user-friendly, and meet the needs of all tenants, employees and the general public as well as provide technical services to plan, design, construct, manage, operate and preserve Milwaukee County’s natural resources and public facilities, in a sustainable and energy efficient manner.
· Information Management Systems (IMSD): collaboratively develops and provides secure, cost-effective technology solutions that meets the needs of Milwaukee County government and its citizens. 
· Economic Development (ED): provides high-quality, efficient, and responsive services to enhance economic opportunity and quality of life for all of the people in Milwaukee County. ED also provides real estate services to Milwaukee County, including lease management, surplus property sales, strategy and negotiation services and management of relationships with various cultural organizations.

* Denotes Divisions organized as part of the DAS Operations Division.



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

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: Drive process and systems improvements that increase equitable contracting. The goal helps to increase the number of County contracts awarded to minority and women-owned businesses and should help to breakdown silos across County Government to maximize access to and the quality of services offered and simplify operations to enhance fiscal health.

· Goal 2: Digitize and modernize Information Management Systems with goals to create and nurture an inclusive culture, breakdown silos across county government to maximize access to and quality of services offered, and enhance the County’s fiscal health and sustainability.

· Goal 3: Complete the transfer of the water system servicing the Milwaukee County Grounds to the City of Wauwatosa of Milwaukee Regional Medical Center (MRMC) by December 31, 2021, ensuring continued service operation, enhancing fiscal health, and allowing staff to focus on upstream/core services. 



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

a. Goal 1: Several initiatives were put into place including the following items:
i. Successful implementation of the County’s Enterprise Resource Planning system.
ii. Completion of an AMOP by the County’s Community Business Development Partners to clarifying processes and roles for the DBE/TBE compliance process for projects lead by the Facilities Management Division’s Architecture and Engineering group.
iii. Approval of a DBE goal of 4.45% by the Federal Transit Administration for Goods and Services.
iv. Certification of two Certified Professional Buyers in our Procurement Division.
v. Implementation of a 17% TBE requirement for 2 of Risk Managements 5 major contracts.
vi. Initiated an Equitable Contracting Strategy Team to identify, discuss and implement process improvements to advance equitable contracting.
vii. Initiated a Continuous Improvement project to identified and implement opportunities to enhance transparency, clarify and efficiency in the County’s contracting processes.  The group notes that transparency, clarity and efficiency are key elements in advancing equity in the process. 

b. Goal 2: Significant progress was made in reviewing and implementing new systems to align with the stated goal:
i. Unveiled the web based MyCounty Customer Portal with 6 service lines available to the public.
ii. Supported the Register of Deeds becoming the first ROD in Wisconsin to automate vital records requests.
iii. Supported BHD’s attainment of $800k state grants for electronic medical record upgrades.
iv. Implementation of upgrades and merging of the County’s HR, Learning Management, Talent Acquisition and Payroll tracking in the Dayforce Platform.
v. Implementation of a new Enterprise Resource System and retirement of the County’s 40-year-old mainframe system.
vi. Implementation of multi-factor authentication to enhance digital security.
vii. Implementation of follow Me-Print and eFax systems to better support a mobile workforce.
viii. Implementation of the Avaya Voice system allowing access to phone calls via a computer.
ix. Support and expansion of County dashboards for tracking COVID-19 and other strategic priorities within Milwaukee County.


c. Goal 3: Transfer of the water system was completed on December 1, 2021. The City of Wauwatosa and MRMC smoothly took over operations without any service interruptions or issues. Payments received were able to retire outstanding debt and un-depreciated value in the system.  Credit is owed to the Comptroller’s Office and the Facilities Management, Central Business and Economic Development Divisions of DAS for completing the transaction.  Transfer of the system had been explored and considered for more than a decade prior to developing an agreement in 2020, receiving regulatory approvals from the Public Service Commission in 2021 and completing the transaction.  The 



3. What factors enabled progress toward accomplishing these goals?  
Clear vision and objectives from the County’s Strategic plan has helped to guide DAS’s focus on these goals.  The vision statement has also helped to inspire staff’s commitment to their work. Consistently DAS employees rank “pride in working for Milwaukee County” as a driving factor in their commitment. All of these projects have required multi-disciplinary teams that have received support and encouragement from the County Executive and the Board. That collaboration and support is critical in maintaining moral, motivation and focus on key priorities.


4. What factors hindered progress toward accomplishing these goals?
The resources challenges at Milwaukee County are very real and compound our work.  Compensation deficiencies relative to market rates make talent attraction and retention difficult. Turnover due to compensation often means employees have a short tenure at Milwaukee County. 45% of DAS employees have been at the County for less than 5 years.  DAS has also had a major uptick in vacancy rates, now nearing 20%. The competitive job market means vacant positions are difficult to fill. Remaining staff is struggling to keep up with existing work, let alone take on new or special projects.  Leaders have a difficult job of guiding employees towards prioritizing projects and changing an work based culture adapting to a new strategic vision. The alignment to vision takes the dismantling and rethinking of long operating systems, roles and structures. This must be done in a way that supports inspires and brings employees along in the evolution of County government.

Resource challenges often also mean that funds are limited to investing top tier or multi-dimensional resources, work systems or to evaluate processes in comprehensive ways.  Rather we are often left to tweak or reform existing systems and structures. Inflationary cost increases have further added to budget challenges.

5. What is the status of your department/office in developing its strategic plan?
DAS is currently undertaking a strategic planning effort.  DAS Leadership met in April to develop mission and vision statements and to begin developing objectives.  The team will continue its efforts over the next few months to refine objectives and build work plans for each Division that align to the County’s Strategic Plan. Leaders will work to engage employees in the process and gain buy-in for this work.  




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

VIRTUAL MEETING INVITES
Aaron Hertzberg
Sherri Jordan

PREPARED BY:

Aaron Hertzberg, Director, Department of Administrative Services

APPROVED BY:



ATTACHMENTS:



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