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 Roles and Responsibilities

File Type:	Informational Report



[bookmark: _Hlk96946123]This informational report provides an overview of the roles and responsibilities of the Office of Strategy, Budget and Performance, which is a newly created department in 2022. The report also provides informational updates pertaining to the county budget and operational issues with anticipated impacts in 2022 and 2023.


BACKGROUND

As a continued effort to connect the strategic plan and the budget, the Office of Strategy, Budget and Performance (SBP) was created as a new 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. The department consists of 19 staff that were formerly located in the County Executive’s Office and within divisions of the Department of Administrative Services including the Budget Office, Continuous Improvement, and the Grants and Special Projects Division. Following is a brief description of the service areas within the department.

Strategy:  The Strategy service area works with all departments (including the County Executive and the County Board) to help drive meaningful progress toward achieving the County’s strategic plan.   

Budget:  The Budget Office leads the development and implementation of the County’s $1.2 billion annual operating and capital budgets and supports the County’s efforts towards achieving long-term financial sustainability. Milwaukee County is stiving to be a fiscally healthy organization that prioritizes investments towards strategic plan priorities. 

Project Management Office (PMO):  The PMO will lead efforts to advance Milwaukee County’s strategic plan by integrating project management approaches and support for County departments into organizational functions including continuous improvement, priority projects, strategy and performance, grant development, digital programs, graphic design, and internal communications.

The SBP Office will support projects that fall within the PMO Service Areas outlined in Diagram A. The PMO will support projects and departments at vary intensities within a tiered system for support. The office will manage and report project outcomes and outputs, specifically regarding strategic plan alignment. The PMO also project manages ARPA aid received by Milwaukee County.

Diagram A: Overview of PMO Service Areas


Examples of PMO-led projects include are listed in Table A below.

Table A: Examples of Projects with PMO Lead Support

	Project Name
	Description
	File Number

	American Rescue Plan Act (ARPA)
	Milwaukee County received $183,696,189 in ARPA funds to respond to critical pandemic response needs, fill revenue shortfalls for governments, and support the communities hardest-hit by the COVID-19 crisis.
	22-133

	Mitchell Park Domes Project
	The Mitchell Parks Domes has been operating at a substantial annual loss, which increases the burden on the tax levy and the structure requires extensive repairs and upgrades to remain operable. Milwaukee County’s ownership of this property necessitates extensive internal and external coordination.
	22-407

	Federal Emergency Management Agency (FEMA) Public Assistance Program
	COVID-19 declarations authorize FEMA to provide assistance for emergency measures necessary 
as a result of the pandemic. Milwaukee County intends to submit an estimated reimbursement claim amount of $2,270,246 for eligible expenses incurred in 2021 as well as eligible expenses in 2022.
	22-414

	Infrastructure Investment and Jobs Act (IIJA)
	The IIJA is estimated to provide $973 billion over 
five years nationally with $5 billion of federal funds directed to Wisconsin. IIJA makes investments 
in transportation, water, power and energy, environmental remediation, public lands, broadband, and resilience.
	21-1117

	Strategy Dashboard
	The Office of the County Executive has been working in collaboration with Departments to design and create a data dashboard that tracks population health measures, employment data, and other measurements to track progress toward our goal of becoming the healthiest county in Wisconsin.
	21-673

	Record Retention and Disposition
	Prior to 2021, Milwaukee County lacked an approved retention schedule and was therefore bound by the default 7-year retention period. The goal of this project was to adopt an updated retention schedule and institute a process for disposition of eligible records resulting in cost savings.
	21-793



	
FISCAL UPDATES

Files 22-62 and 22-342 provide informational updates on the County’s operating and capital budget for years 2022 and 2023.  Below is a summary of some of the major issues identified in these reports and additional information is available in the referenced files.

2023 Operating Budget Gap:  An operating budget gap of $12.6 million is projected for 2023, based on the Comptroller’s updated five-year fiscal forecast for 2023-2027 (File 22-457). The gap is due to ongoing structural deficit factors, including a funding imbalance caused by stagnant revenue growth which is limited by state statutes and not sufficient to keep pace with inflationary operating cost growth. The 2023 budget gap estimate has the potential to be further increased by various factors including: increases in the youth detention census due to state orders, operating cost increases due to historically high inflation rates, and additional compensation funding needs, including funding needed to address high vacancy rates across departments.  The Comptroller’s five-year forecast projects the structural deficit to increase to $87 million by 2027.

2023 Capital Budget Gap:  The County has an adopted policy limiting the amount of corporate purpose bonds issued to finance capital improvement projects to annual increase of no more than 3% over the preceding year’s adopted bond amount.[footnoteRef:2]  Based on the 2022 adopted bonding amount of $44,505,364, the projected 2023 bonding limit is $45,840,525. This results in a projected funding shortfall between $38 to $86 million relative to the 2023 projected capital need.   [2:  County Board file number 03-263.] 


The County established a cash-financing goal of 20 percent to be implemented over a ten-year period.[footnoteRef:3]  The estimated cash contribution for 2023 is estimated to at $11,460,131.[footnoteRef:4] This results in a projected 2023 funding shortfall between $30 to $55 million for cash financed capital projects.  [3:  County cash financing primarily consists of sales tax and tax levy for non-airport capital projects.  Airport capital projects are typically funded with general airport revenue bonds, airport reserve revenue, passenger facility charge revenue, and federal and state revenue.]  [4:  The total projected Net County Contribution for 2023 is $45,840,525 bond funding (80%); $11,460,131 cash funding (20%).] 


Over the next five years, based on the current 5-Year Capital Improvement Plan and the existing County capital financing policy, approximately 26% (on average) of the total projected annual capital funding can be met.[footnoteRef:5] [5:  Annual Capital Budget Funding Review (2023) Report LINK: Milwaukee County - File #: 22-342 (legistar.com). ] 



DHHS Youth Census:  The Department of Health and Human Services (DHHS) has reported an increase in the number of youths that are being ordered to state youth correction facilities (File 22-423). Based on the census at Lincoln Hills, Cooper Lake Schools, and Mendota Lake Treatment center, combined with an increase in the daily rate, DHHS has reported a projected deficit of $4.6 million in 2022, and there is a potential for the deficit to increase as there continues to be an increase in state orders. DHHS has initiated numerous efforts to alleviate the increased detention center census, which were reported to the County Board in March 2022.  However, the department is required to address State mandated court orders. The census will need to be closely monitored during the 2023 budget development process. If the daily population is not reduced, this will result in an increase to the budget gap

Transit Funding: The five-year forecast projects funding availability to support transit costs into 2023 and 2024, due to the availability of one-time federal pandemic relief funds that were dedicated to transit. At current spending and revenue levels, federal transit relief funds are projected to be exhausted by 2025. In 2025, a $32.9 million deficit is projected in the Milwaukee County Transit System (MCTS). The out-year gap is caused by increased costs in transit, combined with reduced farebox revenues from reduced ridership, which continues to be an issue due that has been exacerbated by the Covid-19 pandemic. MCTS is working on long-term strategies to address the gap before reaching a crisis point in 2025.

Vacancy Rates:  County departments are experiencing historically high vacancy rates at present, due to challenges with recruitment and retention of employees in the current labor market.  Numerous large county departments have vacancy rates in the range of approximately 20% and higher, which significantly impacts the ability to perform core functions. The 2022 budget included funding for a 2% across-the-board compensation increase for general employees, as well as $5.0 million in equity adjustment funding to be allocated at mid-year based on compensation study results. Compensation funding will need to remain a top priority in the 2023 budget, as well as a focus on other strategies to recruit and retain employees.

Parks budget:  The Parks department budget increases from $35.5 million to $40.3 million between 2021 and 2022 due to $2.2 million in projected revenue increases and a $2.5 million increase in tax levy.  Parks revenues declined significantly in 2020 and 2021 due to the COVID-19 pandemic but are projected to return to historical levels in 2022.  File number 22-364 provided information on the parks department’s plans to utilize $1.6 million of additional tax levy, funded in County Board budget amendment 1A012, for various purposes including seasonal labor, equipment purchases, lighting upgrades, and other parks improvements.  While the 2022 budget does include funding increases for parks, the department faces significant fiscal challenges, particularly as it relates to deferred infrastructure maintenance and staffing levels which have been reduced over the years. The Parks Department is working with the Wisconsin Policy Forum potential long-term funding options and opportunities to sustain the Milwaukee County Parks system (detail in File 21-973).  






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

Continuous Improvement


Leads projects that improve the efficiency and performance of County operations 


Priority Projects


Project manages priority initiatives connected to the strategic plan or span multiple departments


Grant Development


Supports with identifying and pursuing external funding to advance strategic initiatives


Strategy & Performance


Creates process for delivering and reporting strategic objective metrics and implement data-driven decision making


Internal Communications


Leads internal distribution of information and develops strategies for reaching target groups (includes graphic design, branding and digital programs)


