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DATE: August 4, 2010
TO: Budget One Steering Team
FROM: Responsive Government Results Team

Team Lead: Carol Helland
Team Members: Jon Hoffman, Marty LaFave, Eric Miller, Joyce Nichols, Frank Pinney (SME)
Facilitator: Jan Penney

SUBJECT: Ranking Summary and Purchasing Plan
1. Background/Overview:

The Responsive Government Results Team (RG RT) received a highly diverse group of proposals.
e The majority of proposals were received for internal services such as:
0 Legal Advice
Facilities Maintenance and Operations
Human Resources Training and Development
Citywide Grant Development, and
Fleet Maintenance and Repair

O O oo

e Some frontline service providers also proposed to the RG RT because the primary purpose of their service
clearly supported the RG outcome. Examples of these proposals include:
0 Service First
0 Development Services Information Delivery, and
0 Comprehensive Planning

In the Responsive Government RFR, the team viewed “the primary and secondary factors for this outcome as
highly interrelated.” Each factor provided support and input into the next factor. This introduced a level of
complexity that the team did not fully appreciate until the proposals were required to be ranked into the high,
medium, and low service priorities mandated by the Budget One process. With our citizen hats on, the team
identified the greatest leverage point on the wheel to achieve the RG outcome. Proposals that fostered trust
and confidence in the City as a good steward of financial and property interests were identified as the most
important to our citizens. These were included in the high band. Proposals that ensured deployment of
programs that were necessary to deliver the highest ranking proposals comprised the middle band of our
ranking. The proposals that provided the glue to connect the top two ranking bands provided the foundation for
the RG ranking at the bottom of the list. Even though these proposals received a low ranking, most were still
viewed as “essential” to the RG outcome.

Total Proposals Received: 105 Recommended: 89 Alternate: 16
Total Cost to Fund Round 1 Recommended Proposals $ 115,014,229
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2. Proposal Prioritization Rationale during Round 1

During the Round 1 ranking process, the RG RT team members focused exclusively on proposals that were
recommended for funding by the departments (not the alternate proposals). The team reasoned that
departments were in the best position to ensure proposals reflected the City-wide and RG purchasing strategies,
and that the “recommended” proposals would therefore represent the departments’ best efforts to right-size
and provide a level of service that delivered value to the community at a cost the City could afford. The
following themes capture the team rationale for ranking proposals within the High/Medium/Low bands
mandated by the Budget One process, and describe the ranking rationale in relationship to the Cause and Effect
Map Factors provided in Attachment E.

a.

High Ranking Proposals predominantly aligned with the Stewards of the Public Trust and Community

Connections factors. The team identified programs that fostered trust and confidence in the City as a
good steward of property and financial interests as the most important to the citizens. Proposals that
fostered engagement through direct services to the community also ranked highly. High rankings were
given for proposals that offered:

Leadership and oversight necessary to manage risk, minimize liability, and provide for accountability.
[Community Trust and Confidence, and Cost Containment]

Direct services to the community that provide opportunities for people to interact and engage with
the City on issues of importance to them. [Engagement and Prioritization, and Community Value]
Services to ensure accountability in the management of public funds and assets, and to protect the
community interests regionally. [Fiscal Stewardship and Regional Competitiveness]

Services that foster community security. [Public Trust and Confidence]

b. Medium Ranking Proposals predominantly aligned with the Strategic Leadership and Exceptional

(external) Service factors. The team identified programs and services that helped to achieve the
proposals in the top ranking band. Medium rankings were given for proposals that offered:

Strategic management to ensure that deployment is aligned with community values and costs are
reasonable. [Charting the Course and Delivering on Commitments]

Indirect services that enhance community experience when accessing City services and improve
opportunities for all-way engagement. [Support for Community Connections and Exceptional Service]

Low Ranking Proposals predominantly aligned with the Engaged Workforce and Exceptional (internal)

Service factors. The team identified proposals that provide the glue to connect the top two ranking
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bands and provide the foundation for the RG outcome. Even though these proposals received a low
ranking, most were still viewed as “essential.” Low rankings were given for proposals that offered:

Necessary operations that do not benefit the public directly. [Deliver on Commitments]

Programs beneficial only to employees. [Engaged Workforce]

Existing program enhancements or new programs. [Community Value was essential to recommend
reduction in existing program service levels necessary to support an expanded or enhanced program]
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d. Approach to Cost Containment during Round 2. Before available revenue information was known, the

RG team believed that if each department mined their budgets for efficiency gains, carefully examined
their levels of service and removed gold plating, and coordinated cross departmentally to consolidate
programs and remove redundancies, that dollars allocated by the Budget Office to the RG Purchasing
Plan would go a long way to funding the recommended proposals. However, when revenue information
became available at the end of the Round 1 Ranking, there was a funding shortfall. Since the RG RT
viewed all the proposals as interrelated, scrutiny of proposals could not be limited to those in close
proximity to the funding line. Therefore, the team worked to identify opportunities to contain general
fund costs.

In preparation for Round 2, proposal writers were asked to provide proposal alternatives that:

o Drew revenue from alternative funding sources (other than the general fund);

e Capitalized on revenue enhancements (fees);

e Explored additional efficiencies (such as program consolidations); and,

e Analyzed the consequences of service level changes and project delays.

The requested proposal alternatives for Round 2 consideration represented approximately $ 7.2 million
in general fund cuts that could be evaluated by the RG RT in preparing of its purchasing plan.

A total of eight proposals were also moved between the Responsive Government outcome and other
Budget One outcomes as summarized below.
e Two operating proposals were transferred to the MERF Operational Reserves for funding:

0 Fuel Equipment Upgrade Contract Expenditures (045.1607)

0 Fleet and Communications Emergency Events (045.1605)

e Two operating proposals were transferred to Safe Community:
0 Word Processing Services (020.03NN)
0 Probation Case Management System Replacement (100.54NN)

e Two operating proposals were transferred from Safe Community:
0 Fire Facility Maintenance & Operations (070.07NN)
0 Civic Services Support for Public Services Renovation (070.12DN)

e One proposal was transferred from Improved Mobility:
0 Communications Support - Transportation Department PIO (130.03NN)

Total Proposals Ranked in Round 2: 83 Proposals Moved from RG Outcome: 4

Proposals Moved to RG Outcome: 3
Proposals Consolidated: 9 reduced to 4

Total Cost to Fund Round 2 Base Purchasing Plan $ 114,502,356

The approach taken during Round 2 helped the RG RT develop a Base Purchasing Plan that funds
essential programs at a level of service that provides the best overall value in meeting community
needs. After a full evaluation of consequences associated with taking alternative proposals and not
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funding recommended enhancements, the RG RT recommends the following changes to the Round 1

Recommended Proposals which are represented in the Base Purchasing Plan. Refer to Attachment A1l.
e Move two proposals to the MERF Operational Reserve for a general fund savings of $ 940,474,

Accept expenditure cuts in 13 alternative proposals for a general fund savings of $ 3,162,126.

Accept revenue enhancements in two alternative proposals for an offset of $ 490,000.

Do not fund five new programs/enhancements for a general fund savings of $ 1,035,772.

This RG RT recommendation would generate cost savings and revenue enhancements totaling
approximately $ 5.6 million that could be reallocated to other outcomes with unfunded proposals.
Refer to Attachment A1 for the RG Base Purchasing Plan. Note that the costs associated with
anticipated revenue enhancements of S 490,000 are not included in the Purchasing Plan worksheet.

3. Approach to Allocation Changes
The team identified several principles to guide its response to changes in the dollars allocated to the RG
outcome. First, the RG RT decided it should identify projects at the bottom of the ranking list that should
not be purchased even if funding were available. The team found, however, that there are very few
programs that could be entirely discontinued. Most of the services offered in the proposals were identified
as “essential,” even though we had to rank one third of them as a low priority from a citizen perspective.
Most of the programs identified as falling in our “no fund” category were enhancements to existing
programs, or new programs. Refer to Attachment B for the list of Service Enhancements Not Recommended
for Funding Irrespective of the Ranking.

Second, the RG RT decided it should ensure that low ranking proposals are very stream-lined and optimally
efficient. The team reasoned that citizens of Bellevue do not want to spend any more money than they
have to on programs that are not a high priority to them, even though they might be necessary as a result of
mandates (Public Defense Services) or City operational requirements (Fleet Maintenance and Repair).
Third, the RG RT concluded that in order to recommend a Base Purchasing Plan for essential proposals, it
would be important for high and medium priority proposals to be right-sized and not gold plated, and that
service level changes would be necessary to achieve this objective.

As noted above, the RG RT requested proposal rewrites for Round 2 consideration that represented
approximately $ 7.2 million in general fund cuts. The consequences of these cuts were evaluated by the
team and categorized as either “Recommended Cuts,” or “Not Recommended Cuts.” This review and
categorization exercise became the basis for the Base Purchasing Plan included with this memorandum as
Attachment Al. $ 5.6 million of savings and revenue enhancements were identified over the Round 1
Recommended Proposals. While it is the team’s belief that the Base Purchasing Plan provides an optimal
strategy for funding proposals submitted to the Responsive Government Outcome, the team developed a
ranked approach for BOST consideration response to future allocation changes is necessary.

a. If this outcome had a larger allocation of general revenue, the RG RT recommends that funding be used
to restore cuts recommended in the Base Purchasing Plan. Attachment C includes the Responsive
Government Expanded Purchasing Plan. If a larger allocation is available to the Responsive Government
Outcome, the team recommends that cuts be restored from the top of the Expanded Purchasing Plan
list moving downward. The RG RT does not recommend restoring cuts below the Alternative Funding
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Line even if funds become available because the added cost does not deliver significant additional value
to the community.

b. If this outcome had a smaller allocation of general revenue, the RG RT recommends that additional
cuts be taken from the cuts not recommended in the Base Purchasing Plan. Attachment D includes the
Responsive Government Reduced Purchasing Plan. The team recommends that additional cuts be taken
starting first at the top of the Reduced Purchasing Plan list moving downward. The RG RT does not
recommend cuts below the Alternative Cut Line because the consequences of these cuts are
disproportionate to the anticipated revenue savings.

4. Key Issues for the RG RT following Round 2 focused on opportunities for cost containment that deserve
further evaluation, but could not be undertaken within the time constraints imposed by the Budget One
process. These opportunities are discussed below and in Attachment G.

a. Performance Indicators
Performance indicators included in proposals were often not adequate to measure efficiency and
effectiveness of the program being proposed. In many cases, workload measures were included in lieu
of performance measures. In other cases, general indicators were referenced by multiple proposal
writers. This practice will prevent future evaluation of whether an individual program is effective in
achieving the general indicator. More work in this area is necessary and should be undertaken before
the start of the new biennium so that performance information is available during the next budget

development cycle.

5. CIP Review: The CIP List provided by the LT CIP Panel was reviewed by the RG RT for alignment with the
outcome and with proposed operating proposals, and for fatal flaws. The CIP list recommended by the LT
CIP Panel was in close alignment with the RG RT Round 1 Ranking that included operating support for CIP
projects. As the RG RT explored right-sizing options and level of service alternatives, the team remained
committed to ensuring that organizational capacity necessary to support the CIP proposals recommended
for funding by the LT was not so restricted that it would undermine CIP project delivery.

Attachment Titles below:

Attachment Al: Base Purchasing Plan

Attachment A2: LT Recommendations to City ManagerAllocation Changes

Attachment B: Service Enhancements Not Recommended for Funding Irrespective of Ranking
Attachment C: Expanded Purchasing Plan

Attachment D: Reduced Purchasing Plan

Attachment E: Responsive Government Cause and Effect Map

Attachment F: Responsive Government Factors — Graphic Wheel Format

Attachment G: Organizational-Wide Level of Service Analysis
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Attachment B: Service Enhancements Not Recommended For

Funding Irrespective of Ranking

These proposals fell into the category of “no fund” service enhancements to existing programs or

entirely new programs. Most of the proposals are not recommended for funding at this time, because
the team feels a holistic evaluation should be taken of all areas of the organization that provide these
services to determine whether there are opportunities for consolidation, efficiencies, or redeployment

to achieve organization-wide objectives within current resources. The Performance Management

System M&O is not recommended for funding because the dependent CIP project was not

recommended for funding.

Base Proposal
Purchasing Proposal Title Costs FTE’s
Number
Plan Rank
50 Citywide Grant Development & 150.05NN $379,299 2.0
Administrative Support Enhancement
66 Civic Engagement Program 040.03NN $214,917 1.0
Enhancement
80 Integrated CIP Projects Enhancement 040.07NN $ 110,000 -
82 Fleet Modifications and Upfits Service 045.1603 $ 319,056 2.0
Enhancement
83 Performance Management System 060.21D2 $ 12,500 -
Maintenance & Operations

July 30, 2010
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If given a larger allocation, the Responsive Government Results Team (RG RT) would restore
recommended cuts in the order listed below in this Expanded Purchasing Plan. The RG RT does not
recommend restoring cuts below the Alternative Funding Line even if funds become available because
the added cost does not deliver significant additional value to the community.

Priority Probosal
Restoration Proposal Title P Costs FTE’s
Number
Order

1 Service First Round 2 Alternative 045.01A1 S 168,205 1.0

2 Procurement Round 2 Alternative 060.17A1 $ 192,207 1.0

3 Facilities Maintenance and Operations 045.08PA1 S 256,413 -
Round 2 Alternative

4 ITD Network Systems and Service 090.08A1 S 154,297 -
Round 2 Alternative
Easement Inventory and Mapping

5 Enhancement 045.07NN $ 363,702 1.56

Alternative Funding Line
Funding Below this Line is NOT Recommended

Fleet and Communications Inventory
and Stores Management Round 2 045.1613A1 > 248,944 i
Alternative
Fac!llty Preventive and Major . 045.08A1 S 200,000 -
Maintenance Round 2 Alternative
HBTrammg and Development, Less 030.07A1 S 72,684 -
Tuition Reimbursement
Records Management Services Round 020.04A1 S 64,804 1.0
2 Alternative
Real Property Services Consolidation 045.04A1 S 31,776 -
Round 2 Alternative
Facility Tenant Services Round 2 045.08A1 $ 270,600 -
Alternative
Franch|s§ Administration Round 2 090.11A1 S 40,791 -
Alternative
Miscellaneous Non-Departmental
Round 2 Alternative 060.08A1 » 1,000,000 i

July 30, 2010
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Attachment D: Reduced Purchasing Plan

If given a smaller allocation, the Responsive Government Results Team (RG RT) would make additional
cuts in the order listed below in this Reduced Purchasing Plan. The RG RT does not recommend cuts
below the Alternative Cut Line because the consequences of these cuts are disproportionate to the
anticipated revenue savings.

Priority Cut

Proposal

Alternative

Proposal Title Costs FTE’s
Order P Number
1 Facility Security Round 2 Alternative 045.09A1 $ 104,988 1.0
2 Multi Mgdla Services Round 2 090.07A1 S 161,000 -
Alternative
3 Human Resource§ Administration 00.03A1 S 159,099 1.0
Round 2 Alternative
4 One City 150.02NN $ 187,740 -
5 Software l?evelopment Services Round 090.03A1 $ 451,000 1.56
2 Alternative
6 Policy Development, Implementation 110.02A1 $248,000 1.0
and Code Amendments
Alternative Cut Line
Cuts Below the Line Are NOT Recommended
Real Property Services Consolidation $ 116,564 1.0
Round 2 Alt with reduction 045.04A2
Prof Land Survey Services Round 2 $191,104 1.0
Combined with Reduction 045.06A2
GIS Services Round 2 Alternative 090.06A1 $ 109,000 -
GIS Services —Aerlal Imagery Delay 090.06A2 $ 164,880 -
Round 2 Alternative
F|nanC|.aI P!annlng/Performance Mgmt 060.19A1 S 200,000 1.0
Consolidation Round 2 Alt
C|tyW|qe Bfankmg/Performance Mgmt 060.13A1 $ 80,055 0.5
Consolidation Round 2 Alt
Financial Account.mg and Reporting 060.18A1 $ 80,055 0.5
Round 2 Alternative
Retirement Services Round 2 080.05A1 - -

July 30, 2010
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Attachment G: Organization-Wide Level of Service Analysis

Following Round 2, the Responsive Government Results Team focused on opportunities for cost
containment that deserve further evaluation, but could not be undertaken within the time constraints
imposed by the Budget One process. These opportunities are discussed below.

Administrative Support

Citywide service level evaluation could be an effective approach to identifying service

level gaps and potential service level excesses in administrative support.

Organization-wide analysis was not possible as part of this BO process because:

0 No uniform approach was used in the preparation management and support
proposals, and

0 Management and support proposals were submitted across all of the BO outcomes, so
holistic comparisons were not possible.

Further evaluation should be scheduled and undertaken to identify opportunities for

efficiencies and consolidations to ensure that administrative support resources are

deployed in alignment with demand.

Fiscal Analysts

Citywide service level evaluation could be an effective approach to identifying service

level gaps and potential service level excesses in fiscal analyst services.

Organization-wide analysis was not possible as part of this BO process because:

0 No uniform approach was used in the preparation management and support
proposals, and

0 Management and support proposals were submitted across all of the BO outcomes, so
holistic comparisons were not possible.

Further evaluation should be scheduled and undertaken to identify opportunities for

efficiencies and consolidations to ensure that fiscal analyst resources are deployed in

alignment with demand.

City-Wide Grants Funding

Citywide grant development services were offered in at least three proposals that crossed
outcomes.

0 Citywide Grant Development (150.05NN)

0 New Capital Funding for Bel-Red Corridor (055.04NN)

0 Fire Small Grants and Donations (070.10NN)

Citywide grant development services are also currently being offered in several proposals
and are provided by fragments of FTEs spread across the organization (like individuals who
are on the Citywide Grants Team).

Further evaluation should be scheduled and undertaken to identify opportunities for
efficiencies and consolidations to ensure that grant funding resources are deployed in
alignment with demand.

Civic Engagement (Volunteer Coordination)

July 30, 2010

Volunteer resource management services were offered in many proposals that crossed
several outcomes. The following list includes some of the most obvious examples:
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Attachment G: Organization-Wide Level of Service Analysis

Civic Engagement Program (040.03NN)

Community Alliances and Partnerships (100.41NN)

Bellevue Neighborhood Mediation Program (115.11NN)

Police Volunteer Program (120.18NN)
Volunteer resource management services are also currently being offered in several
proposals and are provided by fragments of FTEs spread across the organization.
Further evaluation should be scheduled and undertaken to identify opportunities for
efficiencies and consolidations to ensure that volunteer resource management resources
are deployed in alignment with demand.

a. Functional Consolidations

Communication Services

Communication services were offered in numerous proposals that crossed outcomes.

0 Communications (040.02NN)

0 Communications Support (130.03NN)

0 Multi-Media Services (090.07NA)

0 Franchise Administration (090.11NN)

Communication services are also currently deployed using fragments of FTEs across
multiple departments that were not specifically identified in recommended proposals
(such as PIOs).

The communication function as currently deployed is decentralized and siloed.
Personnel who staff communication services (communications director, PIOs, BTV,
franchise administration) have widely disparate roles, responsibilities, and skill sets.
Centralization or a matrixed management approach to delivery of communication services
has potential to reduce cost and improve program effectiveness (as is currently done for
the Intergovernmental Affairs and Development Services functions).

Holistic evaluation should be undertaken of all areas of the organization that provide
communication services to determine whether there are opportunities for consolidation,
efficiencies, or redeployment to achieve the organization-wide objectives more
effectively.

b. Enhanced Efficiencies (Lean Six Sigma)

Fleet and Communication Services

July 30, 2010

Fleet Services and Enhancements were offered in numerous proposals submitted to the RG

Outcome.

0 Fleet Maintenance and Repair (045.1601)

Fleet Modifications and Upfits Enhancement (045.1603)
Fleet & Communications — Surplus/Disposal (045.1604)
Fleet & Communications — Emergency Events (045.1605)
Fuel System Management (045.1606)

Fuel Equipment Upgrade (045.1607)

Motor Pool (045.1609)

O O O0OO0OOo0OOo
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July 30, 2010

0 Fleet & Communications Management (045.1612)

0 Fleet & Communications Inventory Stores (045.1613)

0 Vebhicle and Equipment Acquisition (045,16PA)
General fund expenditures to fund recommended Fleet proposals would have totaled
$19,609,787 or approximately 17% of the total Responsive Government Round 1
recommended proposal costs.
It was difficult to verify from the proposals whether efficiencies were fully captured.
The recommended programs relied on inadequate performance measures to monitor
effectiveness.
The magnitude of the program funding creates an enormous opportunity for revenue
reductions related to even modest efficiencies.
Enhancements should not be funded until an holistic business improvement evaluation of
the fleet operations can be undertaken to determine if stated proposal objectives can be
satisfied with existing resources through efficiencies in the current program and improved
effectiveness.
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