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Dear Mr. Petre:

Virchow, Krause & Company, LLP is pleased to submit its final report containing the findings and
recommendations regarding operations within Jefferson County’s administrative services
departments. We are confident, that should the County choose to implement these
recommendations that it will directly benefit from enhancements to the internal support provided
to other County departments.

This report is the culmination of on-site interviews with County officials and staff as well as an
extensive review of information related to the management and operations of the four
departments included in this operational audit. We appreciate and would like to thank the many
individuals who contributed to this review by participating in interviews, responding to requests
for information, providing timely responses to follow-up questions, and discussing feedback on
the preliminary issues and draft reports.

We look forward to presenting our report to the County Board on October 9.

Sincerely,

VIRCHOW, KRAUSE & COMPANY, LLP
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1. EXECUTIVE SUMMARY

The Jefferson County Board of Supervisors retained Virchow, Krause & Company, LLP to
conduct an administrative services operational audit, with the goal of ensuring that departments
with administrative responsibilities are employing the best organizational structures, operational
processes and automated tools and supports for delivering internal County support services
efficiently and effectively. The scope of this review includes the following offices:

e County Administrator
o County Clerk
o County Treasurer

¢ Human Resources

An Administrative Work Group was appointed by the Jefferson County Chair to oversee audit
efforts and to ensure that specific audit objectives were met. The objectives of this project
include:

+ Completion of an in-depth organizational analysis of the effectiveness of the existing
structure relative to the County’s administrative services departments,

+ Evaluation of the staffing structure and levels in the administrative services departments
for appropriateness, effectiveness, and operational efficiency, and

o Assessment of service delivery processes to identify opportunities for improving
efficiency and effectiveness, as well as opportunities to enhance the organizational
climate with empowerment, accountability, and service alignment with strategic priorities.

This audit has been conducted with the philosophy that continuous improvement efforts help an
organization to consistently perform well and provide high value services. As such, the findings
and recommendations presented in this report are not evaluations of individual employees,
departments, nor the County overall. Rather, this report supports the County’s desire to plan
astutely for the future by identifying improvement opportunities that will assist the County in
“going to the next level” of continuous improvement. The County is commended for its
stewardship and for seeking objective analysis and recommendations regarding organization and
operations of its administrative departments. As the result of its focus on areas in need of
improvement, the report does not focus on the many things that are working well, have been
recently changed, or have been previously discussed but not implemented.

The project team worked with County stakeholders to carry out this project, including close
collaboration with administrative services departments. Managers and staff in administrative
services offices provided insights that have benefited the analysis and strengthened the
recommendations made by the project team. During our evaluation, it was indicated that a
number of the findings, or variations thereof, presented in this report have been discussed
previously within these offices, or within the County more widely. This report serves as an
independent confirmation for some of these ideas, but not all, and should provide the County
Board with objective guidance intended to improve Jefferson County’s administrative services.

A total of 58 recommendations have been developed as a result of this audit. These
recommendations are summarized in FIGURE 1, and detailed recommendations can be found in
the body of the main report. Highlights of key recommendations include:

Virchow, Krause & Company, LLP 1
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Implementing a County-wide strategic planning process to guide future policy direction

and resource allocation decisions.

Increasing the visibility and requirements related to performance management, both in
terms of operational driven performance measures and individual employee evaluations.

Creating a succession planning process to guard against risk associated with vacancies
in key management positions.

Realigning accounting and financial functions under the direction of the County
Administrator to establish clearer lines of authority and accountability.

Enhancing the budget development and monitoring processes to provide County Board
Supervisors and the public with information that aligns resource allocations at the

program level, within articulated County-wide strategic priorities.

¢ Streamlining and automating employee time-keeping processes.

» Reorganizing responsibilities of human resources staff and increasing the level of
professional staff within the Human Resources Department.

Overall, recommendations are designed to ensure that:

¢ Administrative services are provided using a strategic approach,

e Governance and day to day management decisions is data-driven,

o Processes are efficient,

e Automation is maximized,

e Organizational and staffing structures are effective and sustainable, and

e Future cost avoidance is realized as the County grows.

FIGURE 1
Summary of Final Recommendations
Report Reference Recommendation
Number Page
. _ Countywide-Strategic Issues
4.1-1a 13 lmplement County-wide strategic plannlng process
4.1-1b 13 Review and realign County Board committee structure
4.1-2a 14 Develop standard financial summary report format for quarterly
presentation to the County Board
4.2-1a 17 Develop framework and policy for performance management and
measurement
4.2-1b 17 Provide training to ensure thorough understanding of performance
measurement
4.2-1c 17 Develop meaningful performance metrics
4.2-1d 17 Enhance budget process by aligning resource allocations with articulated
strategy at the program level
4.2-2a 19 Develop standard report format (annual and periodic) to summarize
departmental progress toward goals and articulate issues with policy
implications
4.3-1a 20 Establish and implement a succession planning process
4.3-2a 22 Revise the County Board approval process to fill vacancies for positions
already approved in a department budget
Virchow, Krause & Company, LLP 2
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Report Reference

Recommendation

Number Page

4.3-3a 23 Define critical work tasks and document policies and procedures for each
department

4.3-3b 23 Establish back up staff arrangements for key functions in all departments

4.3-3c 23 Implement cross-training plan for back up staff arrangements

4.4-1a 24 Expand acceptance of credit card payments from customers

4.4-1b 24 Develop procedures to ensure that credit card transactions are accurately

k Akd‘rﬁkini“strkatibnk T

| reconciled and posted

~ Department Assessments

5.1-1a 30 Reassign responsibility for accounting and financial functions to
Administration

5.1-1b 31 Create a detailed transition plan relative to staff and space modifications
necessary to transfer accounting and financial functions to the County
Administrator’s Office

5.1-1c 32 Implement communication framework for transitioning accounting and
financial functions to the County Administrator’s office

5.1-2a 32 Refine agenda for monthly department head meetings

5.1-2b 33 Formalize tools to communicate new initiatives to department heads

5.1-2¢ 33 Document and distribute minutes from department head meetings

5.1-3a 34 Create an annual calendar for scheduling department heads’ performance

evaluations

5.1-4a 34 Streamline the addition of new vendors to accounts payables system
5.1-4b 34 Create standard on-line new vendor submission form
5.1-4¢ 35 Ensure supervisory approval of the addition of each new vendor to the

accounts payable system

Human Resources

5.2-1a 38 Increase human resources staff level to the average of peer counties

5.2-2a 40 Enhance and implement Human Resource Department’s recruitment
summary tool

5.2-2b 41 Ensure department approval of position advertising materials

5.2-2¢ 41 Track and trend effectiveness of recruitment advertising media

5.2-2d 41 Standardize process and tool for screening County employee applications

5.2-2e 42 Implement annual questionnaire regarding recruitment services

5.2-3a 43 Enhance employee understanding of position reclassification purpose and
process

5.2-4a 43 Consolidate finalization of bargaining agreement documents in County
offices

5.2-5a 44 Enhance training for use of the County’s performance evaluation tools

5.2-5b 44 Ensure appropriate selection of evaluators who provide input using the
County’s 360-degree evaluation tool

5.2-6a 45 Modify practice of withholding wage increases for exempt employees
whose performance evaluations are incomplete

5.2-7a 45 Revise ranking substantiation requirements on performance evaluation
form

5.2-8a 46 Cross-train professional Human Resources staff to review performance
evaluation materials completed by departments

5.2-9a 47 Continue use of Kronos system for timekeeping initiated via time clock

5.2-9b 48 Develop and implement an on-line timekeeping system for all employees
(with exception of regular time recorded through a time clock) and ensure
direct interface with JD Edwards payroll module

Virchow, Krause & Company, LLP 3
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Report Reference

Recommendation

Number Page

5.2-10a 49 Use a single data source to align position control and budget projections
for wages and benefits

5.2-10b 49 Implement review of wage and benefit spreadsheets as an internal control
for accuracy prior to distributing budget materials

County Clerk

5.3-1a 51 Implement proactive review of revenue and expenditure reports with
departments

5.3-1b 51 Increase the ability of departments to access account information
independently

5.3-2a 52 Investigate the potential for developing a direct voucher entry program that
interfaces directly with JD Edwards accounts payable module

5.3-3a 54 Eliminate government body/committee review of vouchers prior to payment

5.3-3b 54 Update policy regarding dollar threshold at which pre-approval of a
voucher is required

5.3-3c 54 Develop a summary report of invoices paid for monthly distribution to
oversight committees

5.3-4a 54 Acquire scanners and image vouchers and supporting documentation in
departments that directly enter accounts payable source data

5.3-4b 55 Develop policy to ensure scanning of accounting documents

5.3-5a 56 Develop formal training program for staff with accounting and payroll
responsibilities

5.3-5b 56 Establish a user group for Oracle-JD Edwards

5.3-6a 57 Transfer telephone system coordination and support to MIS Department

5.3-6b 57 Continue interdepartmental billing preparation for the telephone system in
the County Clerk’s office (or Finance Department upon implementation of
Recommendations 5.1-1a and 5.1-1b)

5.3-7a 57 [dentify all information shared between the Human Resources Department

and County Clerk’s office and take steps to ensure that efforts are not
duplicated, accuracy is achieved, internal controls are in place, and that
privacy is maintained

County Treasurer

5.4-1a 59 Implement enhanced deposit policies and procedures for departments
5.4-2a 59 Implement policies and procedures to ensure cash control and define
deposit requirements
5.4-3a 59 Seek bids for banking services
Virchow, Krause & Company, LLP 4
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These recommendations are based on objective analysis using a variety of inputs. The decision
to implement several of the recommendations included in this report rests with the Jefferson
County Board of Supervisors, while others are more administrative in nature and can be
addressed by staff. Regardless of the responsible party, an implementation schedule, which
summarizes the audit recommendations and provides implementation priority rankings, is
included as an attachment to this report (APPENDIX 1). The implementation schedule is
intended to be used as a working document, and it is expected that priorities and timeframes for
completion may be modified slightly as the County plans and begins implementation efforts. A
key feature of the implementation schedule is an opportunity for internal stakeholder input — in
other words, those who play a significant role relative to an audit recommendation have the
opportunity to participate in identifying the action steps necessary to implement the
recommendation. In addition, the County should ensure it develops a framework to track the
status of recommendation implementation including establishment of a calendar for reporting to
the County Board.

Thoughtful preparation for the future implementation of key recommendations will assist the
County to deliver quality administrative services in an efficient and effective manner. The report
that follows provides a framework to guide the County’s continuous improvement efforts.

Virchow, Krause & Company, LLP 5
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2. PROJECT BACKGROUND

The Jefferson County Board of Supervisors retained Virchow, Krause & Company, LLP to
conduct an administrative services operational audit of the offices of the County Administrator,
County Clerk, County Treasurer, and Human Resources. The overall project goal is to ensure
that the departments are utilizing the best procedures, processes, and automated systems for
the delivery of services in support of the County’s service priorities. This will be accomplished
by evaluating whether job duties and classifications are appropriate, and that staffing is set at
the necessary levels as well as identifying necessary modifications to fiscal resource allocations.
Finally, the review will evaluate the extent to which the reporting structure is consistent with the
best practice of comparable counties to ensure uninterrupted service during management
changes.

The objectives for this operational audit include the following:

e Complete an in depth organizational analysis of the effectiveness of the existing structure
of Jefferson County’s administrative services departments.

» Evaluate the present staffing structures in the administrative services departments for
appropriateness, effectiveness, and efficiency of operations.

e Assess the method of delivering administrative support and direct resident services by
analyzing processes in the administrative services departments for improved
effectiveness and efficiencies, with a goal of creating an organizational climate of
empowerment and accountability and that aligns service delivery with overall strategic
priorities.

To accomplish the goals and objectives of this review, the project team has incorporated a
variety of methods to obtain and verify data, conduct analysis, and develop preliminary issues
and findings. The following is a summary of activities:

* Held a kick-off meeting with the Administrative Audit Work Group and department heads
from each of the administrative services departments on July 11.

* Interviewed 24 individuals responsible for oversight, management, and provision of
services in the administrative services departments, including:

- Members of the County Board (9)

- County Administrator and staff (2)

- County Clerk and staff (6)

- County Treasurer and staff (4, including former deputy)
- Human Resources Manager and staff (3)

» Reviewed State Statutes, County codes and resolutions, background reports, policies and
procedures, historical financial information, department annual reports, statistical data,
job descriptions and reclassification requests, and other materials collected from the
administrative services departments.

e Collected information from four Wisconsin counties (Dodge, Ozaukee, St. Croix, and
Sauk) to provide comparative benchmarks on staffing and select operational areas in
each administrative services department. (Columbia County declined to participate in the
collection of benchmarking information because staff did not have time to respond
because of work on the 2008 budget).

Virchow, Krause & Company, LLP 6
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e Interviewed an additional 21 individuals (in group sessions) representing customers from
several operating departments to gain an understanding of stakeholder satisfaction with
current services, including:

- Highway Department (2) - Health Department (2)

- Human Services Department (2) - Parks Department (2)

- Countryside Nursing Home (3) - Child Support Agency (2)

- Sheriff’s Office (4) - Management Information Systems (2)
- Clerk of Courts Office (1) - Corporation Counsel (1)

o Prepared a report of initial issues and findings and discussed with the Administrative
Audit Work Group on August 14.

¢ Conduct telephone follow-up with County officials and staff as necessary to clarify
understanding of issues discussed during initial interviews, request additional
documentation for further analysis and confirmation of issues, and/or verify
understanding of current processes and procedures to assist in development of report
recommendations.

o Prepared a draft report for review and discussion with the Administrative Audit Work
Group and department heads on September 7.

e Prepared this final report for distribution to the County and presentation to the County
Board on October 9.

An operational audit by its very nature focuses on areas that present the greatest opportunities
for improvement. While we have tried to include information about some of the strengths of the
operations in each of the administrative services depariments as well as areas where “best
practices” are being followed, the bulk of this review identifies areas where additional
improvement could occur to enhance organizational effectiveness and efficiency. The findings
and recommendations in this report are in no way intended to reflect negatively on individual
performance, but focus instead on broader organizational and operational needs and issues.

The analysis has been broken-down into five primary areas which include each of the four
departments included in the study, plus an initial section that addresses “County-wide strategic
issues” that focuses on specific items that should be addressed from a global view and impact
the operation of the entire County, not just the departments included in this review.

Virchow, Krause & Company, LLP 7
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3. SUMMARY OF COMPARATIVE BENCHMARKS

A benchmarking review of operations was performed in this study by comparing selected aspects
of the operations of administration, human resources, county clerk, and county treasurer
operations in similar Wisconsin counties. Five counties were selected by the Administrative
Audit Work Group in conjunction with Virchow Krause for use in this analysis based on
population, number of county employees, operating budget, property tax levy, and existence of
nursing homes. Columbia County subsequently declined to participate in the analysis due to
current workload. The four comparable counties selected for this analysis include:

o Dodge

¢ Ozaukee
e St. Croix
e Sauk

The approach to conducting the comparative analysis in this study included primarily direct
communication with officials in each of the comparable communities to obtain agreement to
participate in the data collection process. A survey questionnaire was then emailed to the
finance directors in each county to collect responses. Subsequent contacts were made with the
counties to clarify responses.

The findings of the benchmarking review have been used to provide general comparative
information, and as one component in developing the recommendations included for
consideration in this report. Care should be taken to avoid conclusions that specific data show
positive or negative conditions. The purpose in collecting and analyzing the data is to determine
the general correlation between workload pressures, staffing requirements, and operational
processes within county functions. Benchmarking results shouid not be intended to serve as the
sole nor primary basis for making budgetary and operational decisions; rather, these results
should serve as an informational tool and be considered together with other management
variables.

As summarized below in FIGURE 2, the four sample counties are comparable in size and
financial magnitude to Jefferson County. In addition, each of these counties has adopted a
county sales tax of 0.5%." Specific parameters for comparison included population, county
employment, operating budget, and county tax levy. A number of other characteristics were
considered, both qualitative and quantitative, to determine the most appropriate benchmarking
sample.

' Source: Wisconsin Department of Revenue: http://www.revenue.wi.gov/fags/pcs/taxrates.html

Virchow, Krause & Company, LLP 8
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FIGURE 2
Baseline Benchmarking Overview

= — = County - - e Oﬂza‘ukée'ﬂf stCl‘Ol x : = s;a:u,k : :::  ’
2007 Popu-lation -Estimate- 89,225 86,697 79,020 60,6-7-;
# of Employees 1016 840 640 744
Employees per Capita (per 1000) 9.70 11.39 9.69 8.10 12.26
2007 Operating Budget $91,438,327 | $103,342,127 | $83,979,674 | $88,487,413 | $93,581,047
Budget $ per Capita $1,137 $1,158 $969 $1,120 $1,542
2007 Tax Levy {(Budgeted) $22,649,809 | $29,399,484 | $18,006,476 | $23,520,678 | $24,820,350
2007 Tax Levy % of Operating Budget 24.8% 28.4% 21.4% 26.6% 26.5%

The data was normalized on a per capita basis to ease comparison between the four counties.
FIGURE 3 illustrates a range of 2007 operating budgets (per capita) from $969 (Ozaukee
County) to $1,542 (Sauk County) compared to Jefferson County's $1,137 per capita budget.
Further, the secondary axis illustrates a range of employees per capita (per 1,000) from 8.1 (St.
Croix County) to 12.26 (Sauk County), compared to Jefferson County’s 9.7 employees per
capita.

FIGURE 3
Per Capita Budget and Employee Analysis

| Budget per Capita : Employees per Capita
1$1,800 14.00
$1,600 - 12.00
;'$1 ,400 "
: L= " - 10.00
$1,200 - n
$1,000 - 8.00
$800 6.00
$600
4.00
$400 f
- 200
$200 :
$0 : -
Jefferson Dodge Qraukee St Groix Sauk
| ——&—— Budget per Capita - ~ilF = Evployees per Capita (per 1000)

FIGURE 4 highlights key benchmarking responses from the four comparable counties, and
Jefferson County. These highlights include information relative to the organization of
administrative services functions in each county similar to those being reviewed in this report.
While APPENDIX 2 includes the comprehensive responses to benchmarking questions, the
information presented below looks at specific responses including whether key administrative
and financial functions are centralized or decentralized and staffing levels by function.

Virchow, Krause & Company, LLP 9
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FIGURE 4

Benchmarking Highlights

- Function

Jefferson

Dodge

_County Response

Ozaukee

St. Croix

Human Resources o ,
Is your HR function centrahzed or decentrallzed by
department?

Centralized

Centralized

Centralized

Centralized

Centralized

# of HR FTE ("central offnce") or centrahzed

3

5

3.1

4

4

|Payroll

Other?

Are Payro!l staff Iocated in HF%'7 Flnance? Both"

County Clerk

Finance

Finance

Finance

Finance

# of Payroll FTE ("central office”) or centralized

1.25

2

1

2

2

Is Time Recording performed as part of the Payroll
function or is it decentralized by department?

Some centralized,

some decentralized '

Some centralized,

some decentralized 2

Decentralized

Decentralized

Decentralized

Clerk G
# of Clerk s Offlce FTE

2.75

Finance

Is your Flnance functlon centrallzed or
decentralized by department?

Decentralized

Centralized *

Decentralized

Decentralized

Decentralized

# of Finance FTE ("central office") or centralized

1.75

4

6

3

2.5

Do departments enter AP data directly or is this
centiralized?

Some centralized,

Some centralized,

Some centralized,

Some centralized,

Decentralized

Administration

some decentralized *

some decentralized ®

some decentralized ®

some decentralized ’

# of Admmlstratlon FTE (“central offlce")
County Treasurer

# of County Treasurer FTE

Notes

Health Facility,
decentralized

Highway,

nghway is decentralized

8

activities

Highway, Human Services, and Nursing Home are decentralized
2 Health Facility and Highway are decentralized
Human Services,

4 nghway, Human Services, and Nursing Home are decentralized
Health Facility and Highway are decentralized

" Human Services, Nursing Home, and Highway are decentralized
Includes approximately 3.5 FTE assigned to property tax listing

and Health are
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As the figure shows, all of the peer counties have centralized human resources functions and
staffing is generally comparable, with Dodge having a slightly larger number of staff than the
other counties, including Jefferson. When comparing payroll and financial functions, it is
important to note that only Jefferson has these activities performed in the County Clerk’s office.
The average number of staff performing payroll and finance functions in the four peer counties is
approximately 5.6 FTE. While Jefferson has effectively integrated staff in the County Clerk’s
office to perform a wide variety of functions, approximately 3 of the 5.75 FTE assigned to the
office handle payroll and financial functions.

Additionally all counties, including Jefferson, have delegated some data entry to one or more
department for both payroll and accounts payable processing. Among the four comparable
counties, only Sauk County has delegated this responsibility to all departments.

Virchow, Krause & Company, LLP 11
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4. COUNTY-WIDE STRATEGIC ISSUES

While the scope and objectives of this study focused on a review of the offices of the County
Administrator, County Clerk, County Treasurer, and Human Resources, there are several themes
that emerged as our analysis proceeded that are County-wide in nature and should be discussed
outside of the specific issues and recommendations addressed in the central services
departments. We believe the County needs to address the items noted in this section on an
inter-departmental basis. These items will require a more comprehensive approach for meeting
County objectives than what individual departments can provide on their own.

4.1 Governance

There has been extensive research on effective governance and the connection to daily
operations. John Carver, in his book “Redefining the Board’s Role in Fiscal Planning”, indicates
that the most effective boards do not impede staff's abilities to manage the day-to-day
operations, but rather provide guidance and overarching vision. He also says that at its best, a
board is proactive and not reactive. The critical point is to understand where the line is drawn
between the responsibilities for oversight and policy versus the implementation of the direction
provided by a board. Typically, the oversight body would be responsible for establishing the
vision, mission, strategic priorities, and overall policy of the organization, while staff would be
responsible for the strategies, tactics, procedures, and action steps necessary for carrying out
the wishes of the board.

In plain terms, the board should establish what the overall goal or strategic priorities should be
and staff should be responsible for creating the actions necessary to accomplish these strategic
objectives. It is also important that staff report back on their progress on a regular basis and
bring any issues back to the board for refinement as necessary. The board should also have the
ability to request updates on specific items and issues that impact the success of the
organization.

Finding 4.1-1: The County’s current committee-centric governing model limits the ability of the
County Board to govern from a broad perspective, with decisions tending to be
made from a somewhat narrow perspective of the members on each oversight
committee. This limits the focus on establishing policy and aligning resource
allocation decisions based on broader strategic goals and objectives for the
County.

In January 2006 the Governor signed Act 100 into law which allows a county
board to modify its size one time between the normal decennial process. This law
prompted the County Board’s Legislation and Rules Committee (now
Administration and Rules Committee) to evaluate its impact on Jefferson County
as part of its biennial review of County Board rules. The Committee issued a
report in April 2006 that concluded that downsizing the County Board would be a
complicated process that by itself would not result in significant cost savings, but
would require a more detailed review of the committee structure, including number
and size.

In addition to this, the County has also created a “job description” for County
Board Supervisor qualifications, duties, and expectations. This document
summarizes the purpose of the County Board, the minimum statutory
requirements for becoming a Supervisor, additional gualifications that would
benefit members, and descriptions of the expectations for time commitments and
duties. A strong theme that runs through this job description is the focus on
policy and resource decisions rather than involvement in daily operations.

Virchow, Krause & Company, LLP 12
October 1, 2007



Jefferson County, Wisconsin
Administrative Services Operational Audit

FINAL REPORT

The County should be commended for beginning this discussion to evaluate the
impact restructuring the County Board could have on overall operations and in
taking the proactive step to identify the general characteristics and expectations
of successful County Board Supervisors. While the scope of this project did not
include an analysis of the appropriate size of the County Board or the
organization of its committee structure, we do feel that that the County could be
well-served by clearly articulating the focus and role of the individual committees
and the County Board members as individuals. Additionally, the establishment
and continued existence of the County Administrator position should allow the
County Board and its subcommittees to focus more of their activities towards the
establishment of appropriate controls and strategic policies to govern operations,
rather than being involved in day-to-day management issues of the departments
they oversee.

RECOMMENDATION 4.1-1a: The County Board should initiate a County-wide process to
develop a strategic plan that can be used by elected policy makers and department heads
in establishing clear mission and vision statements as well as creating core values and
strategic outcomes that can be used to comprehensively guide operations into the future.
The strategic planning process should look at the County overall, but then include the
development of specific strategic priorities and plans for each department that can then
be incorporated into the annual budget. Several Wisconsin counties including Langlade,
Marathon, and Waukesha have implemented strategic planning processes. As such,
Jefferson County may be able to adopt lessons learned relative to the planning processes
followed in these counties, which will allow the County Board to focus its efforts on
tailoring the specific plan direction and content for its own purposes. FISCAL IMPACT:
Costs may range significantly based on the approach and level of outside assistance utilized by
the County in developing its strategic plan. Costs could be limited to additional per diem
expenses for County Board members for attendance at strategic planning sessions facilitated by
internal County resources (i.e., through University Extension office) to approximately $40,000 to
$60,000 for a strategic planning effort facilitated and documented by a third party strategic
planning specialist or consultant. NON-FISCAL IMPACT: Improved ability to link strategic
priorities to resource allocation and policy decisions. Also, significant time investment may be
required by the staff and members of governing bodies who are involved in the process.

RECOMMENDATION 4.1-1b: The County should continue to review its current committee
structure and consider options to further realign committees once it has established its
strategic priorities. In the long-term, the strategic plan should significantly aid in the
ability of the County Board to deliberate on policy with a more comprehensive
perspective. FISCAL IMPACT: Potential changes to committee per diems unknown. NON-
FISCAL IMPACT: Improved coordination and overall fiscal control.

Finding 4.1-2: The County Board does not receive any revenue and expenditure comparison to
budget reporting other than what may be provided to members by departments
that report to their oversight committees. It is our understanding that reports had
been provided by the County Clerk’s office, but the County Board requested that
these reports be discontinued. Further, it appears that there has not been wide-
spread interest in recent years from County Board members to provide them with
anything specific. In fact, County Board rules have been changed to reflect the
current practice. Specifically, section 3.04(2) of the Board of Supervisors Rules
of Order states that “The County Clerk, upon request, and the County Treasurer
shall prepare and present to the County Board a complete monthly financial
statement and shall keep the Board informed of the County’s financial condition,
including the investment of surplus funds.” [emphasis added] Current practice is
to respond and provide information when requested by specific members.
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Additionally, department heads receive monthly reports of current financial status
to budget and are expected to review the information. The expectation is that if
there are issues related to a department’s financial status that they would be
raised with the County Administrator and discussed with the oversight committee
as appropriate.

RECOMMENDATION 4.1-2a: In order to ensure that the County Board is fulfilling its
fiduciary responsibility, the County Administrator, County Clerk, Accounting Manager, and
Finance Committee should work to develop a standard report format, for presentation to
the County Board on a quarterly basis that provides a financial summary of the revenues
and expenditures at the department and fund level. County Board members should
provide input regarding their expectations relative to this report to Finance Committee
members. The quarterly report should include comparative tables and narrative
explanations that incorporate a trend analysis of current quarter-to-date numbers to the
same point in the past three years. Lastly, the County Administrator and Accounting
Manager should use the quarterly report to present any significant financial issues
(positive or negative) initially at the macro level, but also at the department level as
necessary so that County Board members are adequately informed of the full financial
picture of the County. Department heads should continue to be responsible and
accountable for monitoring their individual budgets and working with the County
Administrator, Accounting Manager, and oversight committees on challenges, and may
need to provide more detailed information as necessary on more than a quarterly basis.
Recommendation 4.2-2a below suggests that a format should be developed for regular
reporting to County Board oversight committees and the County Administrator, which
could include summary financial information of budget status on more than a quarterly
basis. FISCAL IMPACT: None expected beyond time required by Accounting Manager to
develop and compile report. NON-FISCAL IMPACT: Enhanced communication on the fiscal
status of the County.

4.2 Performance Measurement and Reporting

In an environment where local governments are faced with fiscal pressures that require them to
find proactive ways to monitor and justify the use of resources to a discriminating public while at
the same time dealing with stable or shrinking resources, it becomes critically important to
ensure these resources are effectively allocated and use a systematic performance management
approach for making decisions relative to changes in resource allocations, organization structure
and service delivery approaches. Such an approach would link the County’s overall mission,
mandates, and strategic goals for service provision that are developed as part of its strategic
planning process with departmental activities.

Finding 4.2-1: The County has recognized that performance measurement is a critical
component of its budget process, and the County Administrator has instructed
department heads to include goals and objectives and performance measures
when developing their 2008 budget requests. The County’s current budgeting
process and public distribution documents lack a sufficient level of information to
link resource allocation to the goals and objectives of the programs provided, and
currently focus more exclusively on job tasks and activities that are performed
relative to these programs
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A comprehensive performance management approach connects strategic
objectives — the mission and vision of the County — with program activities. These
strategies and mandates drive the outcomes or results that need to be
accomplished. The inventory of what needs to be accomplished is then captured
as performance objectives.

FIGURE 5 below provides an illustration of how the strategy and performance
objectives would be utilized to develop performance measures based on the
mandate to maintain an emergency management program, specifically, the
development of emergency management plans and the provision of trainings.

FIGURE 5
Performance Management Overview

Performance Management System

Maintain an Complete all Output: Are all
Emergency .
required Emergency
Management
. Emergency Management
rogram in
. . Management Plans up-to-date
compliance with Plans and completed?
State Statute 16 P )
Prov@e Output: Efficiency: Effectiveness:
effective Percentage of
Are all Cost per -
emergency o training
relevant training L
management . . participants
- parties participant? :
trainings ) passing tests?
trained?

country-wide.

The initial step is to define the strategy, mission, and vision of the program — in
this case maintaining an emergency management program that complies with
state statutes. The next step is to identify the key performance objectives to meet
the overall mission of the program. In our example, performance objectives could
be to complete all required emergency management plans, and to provide
effective trainings county-wide. The final step is to determine meaningful
measures that show if and how these objectives are accomplished. Possible
measures in the illustrated example include:

o Qutput measures: Completion of plans and trainings
e Efficiency measures: Costs per training

e Effectiveness measures: Percentage of training participants that pass a
test
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The appropriate use of performance measurements varies depending on whether
they are being evaluated for policy and general compliance issues or whether
they are meant to reflect on day-to-day management issues, such as workload
management and efficiency. In the above example, County Board members on
the oversight committee might only be interested in knowing that all emergency
plans are complete and up-to-date, while the department head and key managers
need to know more detailed information about how that objective was
accomplished (e.g., how many staff hours did it take to update the plans).

At the program level, performance measures need to be established that reflect
the activities of the program. However, establishing meaningful performance
measures requires initial analysis and moving from first level statistics, such as
measuring performance only in terms of inputs and outputs. Output measures, for
example the number of marriage licenses issued, only reflects service demand,
but does not address the performance of the department. The same is true for
outcome measures such as lane miles paved per dollar spent, which could
measure efficiency, but does not really address the quality of the work compared
to the resources devoted. These types of measurements are useful in
establishing base-lines and providing the needed data for performance measures
and benchmarking against historical trends or other similar entities, but they need
to do more to link the outcomes (or results) with the effectiveness (the quality) of
services.

Relevant performance measures allow an entity to continuously assess the quality
and quantity of work performed. They build the foundation for measurable
performance objectives and support managers as well as oversight committees to
continually monitor and assess not only the volume, but more importantly the
quality of the work performed in light of strategic priorities. The following is a
series of measurements that illustrates an example of the progression in a help-
desk performance measurement system:

¢ Input Measure: Number of calls received.
¢ Output Measure: Average time per call.

s Efficiency Measure: Number of calls per employee or cost per call.

» Outcome/Effectiveness Measure: Percentage of calls resolved during first
call.

The next step in the performance measurement process is then is to articulate the
performance measure as an objective, for example:

e Increase the percentage of issues that are resolved during the first call
from 50% to 60%.

e Reduce the time to resolve issues from 5 minutes to 4 minutes.

Virchow, Krause & Company, LLP 16
October 1, 2007



Jefferson County, Wisconsin
Administrative Services Operational Audit

FINAL REPORT

RECOMMENDATION 4.2-1a: The County Board should develop an administrative policy
that establishes a clear framework for the development and use of a performance
management approach. The policy should clearly articulate the rationale for employing
the approach and the expectations for managers and staff relative to how the information
will be utilized by elected officials and other County officials to improve performance and
refine resource allocation decisions. It is advised that the County focus on a limited
number of measures to start in order to ensure success in adoption of a sustainable
performance management system. NON-FISCAL IMPACT: Increased emphasis on the
importance of performance measurement in County operations and to emphasize that they are
an integral part of the County’s management approach.

RECOMMENDATION 4.2-1b: The County should provide training to County Board
Supervisors and department managers to educate them on the importance of using
performance measures and potentially to assist in the creation and implementation of
meaningful measures. Under the direction of the County Administrator, the County should
develop a training system that can be utilized by department managers to provide more
context for the development of meaningful performance measures. Specifically the
training materials and program should cover issues such as:

o The overall relationships between strategic goals for the County with performance
measures that support governmental accountability.

¢ The demands of the public for more accurate justifications of resources spent and
how performance measurements support meeting that demand.

o The need of management and oversight committees to track on-going performance.

» The need to have adequate data to support fact-based decision-making for resource
allocation and program prioritization.

FISCAL IMPACT: Potential consulting fees if the County utilizes outside assistance. NON-
FISCAL IMPACT: Improve the ability of the County to document that services are provided in an
efficient and effective manner.

RECOMMENDATION 4.2-1c: The County Administrator should assign the Management
Analyst to work directly with departments in developing meaningful performance
measures and objectives that can be fully incorporated into the 2009 budget. There are
many external resources, such as the National Association of Counties (NaCO), the
Government Finance Officers Association (GFOA), and the International City/County
Managers Association (ICMA) that can provide guidance on how to establish such
measures specifically focused on the public sector. While these resources can be used as
a guide, the County should not focus exclusively on public sector measures, however,
especially when many of the business functions of the County (e.g., accounting,
personnel, information technology, and facility maintenance) have commonalities with
private sector operations. It is important to relate to managers, that measuring
performance is critical in establishing legitimacy for governmental programs. FISCAL
IMPACT: Expenses for attendance at training seminars by the Management Analyst and others
as appropriate. NON-FISCAL IMPACT: Improve the ability to establish meaningful measures to
gauge the quantity and quality of services.
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RECOMMENDATION 4.2-1d: The County should establish a goal of improving its
budgeting process by incorporating a document for distribution to policy makers and the
public that clearly aligns program resource allocation with articulated County strategy.
Specifically, the budget should combine the development of County goals and
performance measures in a program-focused manner that then clearly shows how fiscal
allocations support those goals. Further, achievement against these measures should be
discussed in terms of service or outcome pay-back for money invested. This should
include a brief summary of the activities along with the identification of goals, measures,
staffing, and revenues and expenditures by major program for each County department.
There will be a need for training of departments to ensure that a common and consistent
format is followed. As this process will require additional effort to implement on a
County-wide basis, the County Administrator should transition the move to a program
budget over a three-year basis. A recent survey conducted by a member of the Wisconsin
County Finance Officers Association (WCFOA) indicated that several counties are
incorporating goals and objectives and performance measures in their budget documents,
including Columbia, Kenosha, Sauk, and Waukesha. The County should contact these
counties to obtain copies of their budget documents as samples to be used in developing
an appropriate model for Jefferson County. Additionally, GFOA has recommended
practices and resources that could be utilized to develop a format. NON-FISCAL IMPACT:
To move budget deliberations and decisions on resource allocation away from a focus strictly on
line items to a broader discussion of the impacts of changes (increases or decreases) on the
programs provided based on the strategic goals of the County.

Finding 4.2-2: Each department is required to present annual reports to the County Board. The
current annual reports reviewed as part of this project lack means to connect the
performance of activities to the overall goals and objectives of the department, or
even to provide information on overall efficiency to guide operational and
resource allocation decisions. Further, there is a lack of consistency in the format
and meaningfulness of the information, as well as questions regarding the
accuracy of financial information provided by departments in the annual reports.
For example, some departments include goals for the coming year in their reports,
but others simply list tasks performed or number of services provided during the
year. On a more regular basis, a few departments provide their oversight
committees with written reports of current activities and issues.

As part of the strategic planning process, and incorporating the principles of an
enhanced performance management system, depariments should be more
proactive to provide County Board members via the oversight committees as well
as the County Administrator with written updates on a regular basis. While a
great deal of this information is likely shared during committee meetings and in
sessions between department heads and the County Administrator, the current
practice is more informal and oral in nature.
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RECOMMENDATION 4.2-2a: The County Administrator should work with department heads
to develop a standard report format that should be used for regular (e.g., monthly or
quarterly) reporting to oversight committees and the County Administrator. The format for
the monthly reports should be tied to goals and objectives as presented in the new budget
format, and form the basis for the annual reporis that are presented to the County Board.
The reports should provide a reminder of the mission statement for the department and
provide a brief summary of activities performed during the month as well as a listing of
key issues on the horizon that elected officials and other County leaders should be aware
of from a policy standpoint. Issues should be presented more in terms of the challenges
of how the department’s resources will be impacted. Lastly, the reports should provide
status updates on the short-term goals and performance measures developed during the
budget process. NON-FISCAL IMPACT: Connect department activities and upcoming issues to
broader strategic goals and policy decisions.

4.3 Human Capital Management

An organization’s people are its most valuable assets. Therefore, effective human capital
management is critical for success. Human capital management involves having the right people
in the right jobs to produce desired results and achieve strategic goals. The United States
General Accounting Office (GAO) identifies the following cornerstones of Human Capital
Management:

e | eadership;
e Strategic Human Capital Planning;
s Acquiring, Developing, and Retaining Talent; and

* Results-Oriented Organizational Cultures.
Two principles are central to human capital management, including:

e People are assets whose value can be enhanced through investment. As with any
investment, the goal is to maximize value while managing risk.

e An organization’s human capital approaches should be designed, implemented, and
assessed by the standard of how well they help the organization achieve results and
pursue its mission.

Recommendations provided below are presented in the context of these two principles.2

Finding 4.3-1:Like most public sector organizations across the nation, Jefferson County is
anticipating significant succession challenges as baby boomers exit the
workforce. Employees in key management and staff positions will become
retirement-eligible in the short term. To illustrate the magnitude of this issue,
Public Management reports that more than 46% of local government employees
nationwide are 45 years of age and older® However, the County does not
currently have formal or informal succession plans in place to address this
significant organizational issue, although there is awareness that succession
planning is needed. Large-scale transitions create operational risk. As such, it is
critical for the organization to ensure continuity as experienced employees exit
County employment.

> General Accounting Office, “A Model of Strategic Human Capital Management,” March 2002.
% Ibarra, Patrick. “The Myths and Realities of Succession Planning,” Public Management,
January/February 2007.
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RECOMMENDATION 4.3-1a: The County Board should make succession planning a high
and immediate priority and direct the County Administrator to initiate County-wide
succession planning, working collaboratively with department heads and the Human
Resources Manager to establish and implement succession planning processes. The
following outlines a framework for succession planning:

Anticipate position vacancies — review the key positions at all levels of the
organization (i.e., management, supervisory, and non-supervisory), monitor
retirement eligibility, and estimate the timeframe for retirement on an employee by
employee basis.

Project future needs — establish a vision and forecast organizational and business
needs for the future.

Align succession planning with County-wide strategic planning - identify the
competencies and skill sets that will be required to achieve the County’s goals.

Identify internal talent and assess talent deficiencies or gaps — provide continuous
and constructive performance feedback and conduct annual “goal oriented”
performance evaluations.

Develop internal talent — provide training to develop technical and leadership skills
and competencies, and implement mentoring when appropriate.

Identify a recruitment and hiring strategy — develop a plan for obtaining qualified
employees when internal talent is limited or absent; align recruitment and hiring
strategies with future organizational and business needs, while taking stock of
generational differences.

Focus management efforts on retention - provide challenging work, employee
recognition for success for meeting goals, and ensure career progression
opportunities.

Establish a transition plan — document policies and procedures, transfer knowledge
and share institutional memory, create opportunities to define incumbents’
legacies, and seek scheduling arrangements that will maximize knowledge transfer
during transition (e.g., temporarily double-filling positions or a gradual reduction of
work hours for employees wishing to phase into retirement).

Monitor and communicate efforts — obtain buy-in by communicating the purpose
and steps of the County’s succession planning efforts at the initiation of the
process, and continually monitor and communicate progress, modifying action
steps as necessary to meet the County’s goals.

The County Board, County Administrator, Human Resources, and department heads all
play a significant role in succession planning. Recommended roles are outlined below:

County Board

- Have a vision for the future

- Ensure that the County has a robust strategic plan in place

- Link succession planning to the County’s overall strategic plan

- Evaluate progress periodically

- Oversee and hold County Administrator accountable for assigned succession
planning responsibilities
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e County Administrator

- Initiate the succession planning process by refining a framework

- Communicate with and obtain input from department heads

- Create action steps, establish timelines, and assign accountabilities

- Oversee departmental performance and ensure department head accountability
relative to workforce succession planning and workforce development

¢ Human Resources

- Assist the County Administrator in refining a succession planning framework to
be used in the County

- Research and advise the County Board, County Administrator, and department
heads regarding issues related to succession planning and workforce
development including creation of internal staff development plans and
leadership programs

- Provide data and analysis to support succession planning efforts

o Department Heads

- Oversee succession planning at department level
- Develop internal talent
- Monitor and communicate workforce trends in field/industry

Succession planning is an enterprise-wide undertaking, and although specific
accountabilities should be defined and communicated for the process, as suggested
above, to be successful the process must be collaborative. FISCAL IMPACT: Moderate
increases in training costs due to additional training in the area of succession planning, as well
as technical and management/leadership development. NON-FISCAL IMPACT: Reduces risk of
operational disruption due to loss of tenured staff, management, and executive leadership.
Further, implementing this recommendation complements good practices in personnel
management by providing professional development opportunities and conducting periodic
performance evaluations.

Finding 4.3-2: While the County Board approval process for position vacancies throughout the
budget year is an indicator that the County is committed to hiring employees in a
financially astute manner, the process itself lacks efficiency and prevents
leadership from allocating time to more value-added activities. Since positions
are evaluated and approved through the annual budget development process, and
department heads are charged specifically with managing personnel and other
resources within the parameters of approved budgets (and performance
evaluation is required), it is unnecessary to require multiple levels of approval for
each position vacancy that arises throughout the budget year if budgetary
authority is not changing. The current process is the result of a hiring freeze
defined in Resolution No. 2001-100 and Personnel Ordinance HR0220.
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RECOMMENDATION 4.3-2a: The County Board’s Human Resources Committee should
forward a resolution to the County Board to repeal the approval process articulated in the
hiring freeze resolution for the purpose of improving efficiency and effectiveness in the
County’s hiring process. To fill vacancies in positions already approved in a department’s
annual budget, the department head should consult Human Resources regarding
recruitment and hiring assistance and the County Administrator to gain administrative
approval for the hire. The Personnel Ordinance should also be revised to reflect this
procedural change. Department heads should continue to be charged with creating
efficient staffing models as the primary input to the annual budget presented to the
County Board for approval. Further, department heads should continue to be accountable
for managing personnel and other resources within the parameters of their approved
budgets. The success of Department Heads in performing these responsibilities should
be measured as part of the annual performance evaluation process. FISCAL IMPACT:
None anticipated since the positions to be filled would have to have had prior budget approval.
NON-FISCAL IMPACT: Eliminates duplication of effort relative to filling position vacancies at the
department head and County Board level.

Finding 4.3-3: Staff in several departments maintain informal documentation to describe the
appropriate processes used to carry out office functions. There is also a great
deal of cross-training and back-up between positions, especially in the County
Clerk's office. However, the lack of formal process and procedures manuals can
lead to challenges in assuring continuity of functions during extended leave or
upon position vacancies.

The County has a broad range of skill requirements for its workforce. in relation
to the previously discussed item of succession planning, it is also necessary to
implement a more systematic approach to ensure cross-training for continuous
coverage for key functions within County departments. Comprehensive cross-
training ensures that the County is in a better position to provide quality customer
services, but also has the added benefit of addressing issues that can arise due
to extended absences or in emergencies, when staff needs the flexibility to
perform a variety of tasks that they would otherwise not be familiar with.

To adequately address knowledge transfer and information availability on a
broader basis, the County in general needs to ensure that processes and
procedures are documented sufficiently. This facilitates the ability of new hires to
have the information they will need to be successful in performing the functions of
their position. Based on our review of the central services departments included
in this study, we found that the County would benefit from a formalized process
whereby departments are required to document all key processes and
procedures, especially in areas that relate to the core mission of the County or
where significant numbers of vacancies are to be expected.

There are additional benefits to improving documentation and creating formal
back-up plans as shown in the County Clerk’s office. Ensuring that a broader
number of staff is capable of performing critical functions not only improves the
ability to provide services, but also provides welcome variation in the workday
beyond an employee’s normal responsibilities. It also creates the potential for a
lower staffing level to cover functional responsibilities since some positions may
have excess capacity to provide necessary back-up.
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RECOMMENDATION 4.3-3a: The County Board should establish an administrative policy
requiring all departments to define functionally critical work tasks as well as to formally
document policies and procedures for all key office tasks. These documents should be
used to support employee training and to assist in the continuation of tasks if someone is
on extended leave. FISCAL IMPACT: Potential costs related to employees attending training
for specialized functions. NON-FISCAL IMPACT: Improved ability to train staff and support the
development of the cross-training plan. There also can be potential loss of redundancy if staff
are moved to different office locations thereby reducing their ability to provide back-up support
which could mean that the time and cost of previously provided training may not result in the
same level of continuous back-up coverage as current.

RECOMMENDATION 4.3-3b: The County should require that all departments have formal
back-up plans developed to ensure that all of the office’s key functional tasks are
assigned primary and secondary responsibility. The plans should be documented in a
matrix that indicates the key functions of the office and designates the primary staff
responsible for the task as well as the individual that would provide back-up. Some
functions such as counter support may have responsibilities assigned to the entire staff of
the office, while tasks associated with certain skills may focus more on specific
individuals for primary and secondary assignment. NON-FISCAL IMPACT: Improved ability
to provide service continuity.

RECOMMENDATION 4.3-3c: The County should ensure that departments develop a plan
for cross-training staff to ensure that individuals designated as back-up have the
necessary knowledge and skills to effectively back-up when necessary. This plan should
include the expectation that staff assigned secondary responsibility perform the back-up
functions on a regular basis to maintain skills. NON-FISCAL IMPACT: Assure that skills are
developed to provide on-going services to customers.

4.4 Customer Service

Finding 4.4-1: There is a need to more clearly investigate the benefits and challenges of
accepting credit card payments for transactions with the County as a means of
improving customer service. Currently only the Clerk of Courts office accepts
payments by credit card, but only if the customer pays by phone or over the
internet. A growing trend in government has been more widespread acceptance
of allowing customers to pay for property taxes and other fees with credit cards.
These services frequently require a service/convenience fee that must be paid for
each transaction. Additionally, if equipment is installed to allow “point of sale”
transactions through credit cards, there are generally costs associated with
installation of equipment and phone lines. Most governmental agencies utilize
third party sources to host the payment and processing of credit card payments
and assess the convenience fee to the customer as a separate transaction.

There are potential benefits to the County for implementing a system that allows
for the payment of fees and other costs through credit card. Some benefits of
accepting credit card payments for taxes and fees include:

o Reduced processing costs compared to accepting only cash or check
payments;
e Reduced transaction processing time and costs for many payment types;

¢ Improved payment verification and auditing through real-time authorization
and verification;
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o Reduced accounts receivables and payment delinquencies, and fewer
need for debt collection activities; and

e Improved fund availability by enhancing cash flow.*

This could be limited to eCommerce transactions that are conducted over the
internet, or could be implemented as a “point of sale” alternative in individual
offices. Decisions on whether to use credit cards to collect payment for services
in Jefferson County have been left up to departments to request through their
oversight committees, and have been handled on an individual basis. People
frequently expect the convenience and flexibility of being able to pay for services
via credit cards and customers may become frustrated if they are allowed to pay
for some services in one department via credit card but are required to pay only
by cash in other departments. If discussed on a County-wide basis, there may be
economies of scale that could be leveraged to improve the system, create
standard collection practices, and possibly reduce fees.

RECOMMENDATION 4.4-1a: The County Board should establish a County-wide policy that
creates a system to allow customers to pay taxes, fees, and other costs by credit card.
The initial work should focus on developing a complete inventory of all of the fees that are
charged by departments to identify those that would make the most sense to accept via
credit card. The policy should also specify that departments that are required to accept
credit cards utilize a standard vendor to process payments. To further investigate
available processing vendors as well as the costs and other fees associated with
implementing a credit card payment system, the County should issue a request for
proposal or information that identifies the requirements and costs. FISCAL IMPACT:
Convenience fees should be passed on to customers, however, there may be costs associated
with equipment and phone lines if a point of purchase system is used in some departments,
although there are vendors that utilize internet connections that do not require phone lines.
NON-FISCAL IMPACT: Improve convenience for clients who may not have cash to pay for fees,
or who can transact business via the internet.

RECOMMENDATION 4.4-1b: The Accounting Manager and County Treasurer should
develop procedures to ensure that daily cash receipts processed through credit card
transactions are accurately reconciled and posted into proper accounts. NON-FISCAL
IMPACT: Ensure that daily deposits and fransactions are accurate.

*  Electronic Transaction Association, States Making Use of Card Payments,

http://www.electran.org
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5. DEPARTMENT ASSESSMENTS

The sub-sections that follow include a summary of the issues that were identified by the project
team as it evaluated the operations of each of the administrative services departments. These
issues and the corresponding recommendations focus on those areas that appear to provide the
greatest opportunity for improvement.

5.1 Administration

Jefferson County created the position of County Administrator in 1969, per section 59.18 of
Wisconsin Statutes. The County Administrator is appointed by the Jefferson County Board of
Supervisors to act as the chief administrative officer of the County, responsible for overseeing
the day to day administration of County government. The office includes 3 full-time employees
including the County Administrator, Management Analyst (new position in 2007, currently
vacant), and Administrative Secretary.

The primary functions of the County Administrator’s office include:
e Recommend appointment and potential removal of department heads, subject to County
Board confirmation;
e Supervise and evaluate the performance of department heads;

 Provide advice on administrative practices and make reports and recommendations on
changes as necessary;

e Oversee development of annual County budget and on-going monitoring during the year,;

e Review requests for additional County employees and make recommendations to the
Human Resources Committee;

e Serve as chief labor negotiator and participate in disciplinary and grievance proceedings;

¢ Administer county purchasing ordinance and approve all purchase orders between
$1,000 and $25,000;

e Provide advice and recommendations to appropriate committees regarding long-range
capital and strategic planning; and

e Monitor and analyze legislation and pending legislation and inform and recommend
potential actions as necessary.

FIGURE 6 provides a summary of total revenues and expenditures for the County Administrator’s
office for 2005 and 2006, with a comparison to 2007 budget. The 2007 budget includes $75,000
for wages and benefits under other professional services to fund the Management Analyst
position that was approved by the County Board. Overall, wages and benefits for the County
Administrator’'s office have represented an average of 80% of total expenditures.
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FIGURE 6

Summary of County Administrator Revenues & Expenditures
2005 and 2006 Actual, 2007 Budget

2005 Actual | 2006 Actual |2007 Budgetl

Revenues
81 Adminstrator $41 $12 $0
Total Revenues $41 $12 $0

Expenditures
81 Adminstrator

Wages and Benefits $185,311 $191,403 $183,315
Operating Expenses 15,926 17,246 97,905
Capital Outlay 14,517 0 0
Total Expenditures $215,754 | $208,649 | $281,220
Tax Levy $215,713 | $208,637 | $281,220
Tax Levy % of Expenditures 100.0% 100.0% 100.0%

ounty Administrator Findings and Recommendations

Finding 5.1-1: There is a need to clarify the lines of authority and accountability for the County’s
budgeting, accounting, and payroll processing functions between Administration
and the County Clerk’s office. This is especially true given the potentially
overlapping responsibilities included in the County Clerk’s, County
Administrator’'s, and Accounting Manager’s current job descriptions. Specifically,
key duties and responsibilities contained in these job descriptions include:

s County Clerk

“Acts as Chief Financial Officer for the County; directs the
maintenance of the central accounting system, financial records
and functions of the County; implements and ensures compliance
with accounting law and reporting changes; develops accounting
policies and procedures; instructs and advises department heads
regarding financial operations; provides periodic financial reports
to all departments; coordinates external audits and ensures
compliance with findings; directs the preparation of the State
annual report of County operations and annual indirect cost
report.”

- “Develops strategies in the County budget process; reviews and
recommends proposed changes; interprets annual budget...”

e County Administrator

- “Prepare, submit and monitor County Budget.”

e Accounting Manager

“Plan, organize, and supervise budget activities.”

“Develop, monitor, direct, and modify the accounting system for all
departments according to internal policies, GAAP, and GASB
pronouncements.”
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Additional confusion could result from an interpretation of Section 59.23(2)(h) of
State Statues which indicates one of the duties of the County Clerk includes:

“Books of account. Keep all of the accounts of the county and all books of
account as the board directs. Books of account shall be maintained on a
calendar year basis, which shall be the fiscal year in every county.”
[emphasis added]

The County has wide latitude to reassign accounting and financial functions to a
separate department or a division of the County Administrator’'s office under State
Statutes Section 59.03 “Administrative home rule,” which permits each county to
“exercise any organizational or administrative power, subject only to the
constitution and to any enactment of the legislature which is of statewide concern
and which uniformly affects every county”. The authority of counties to reassign
accounting functions from the County Clerk’s office to a central accounting
department was upheld by the Wisconsin Appellate Court in Harbick v. Marinette
County, 138 Wis.2d 172, 175-76, 405 N.W.2d 724, 726 (Ct. App. 1987). Nearly
50 of Wisconsin's 72 counties have created central accounting departments or
divisions outside of the County Clerk’'s office, or have created County Auditor
positions under State Statutes Section 59.47.

Despite the fact that the County Clerk’s job description clearly indicates that the
position is the Chief Financial Officer for the County, there is widespread
confusion among County Board members and department heads as to who is
ultimately responsible for overseeing financial functions. During our review it
became clear that the County Board has placed increasingly higher expectations
on the County Administrator o oversee County financial operations. Departments
recognize the role the County Clerk’s office plays and spoke highly of the services
and support provided by the Accounting Manager and staff, and indicated that
they consult the Accounting Manager when routine financial issues arise, but they
also have responsibility to the County Administrator in his role of monitoring the
overall County budget.

Under the current organizational structure in which financial functions are
performed primarily out of the County Clerk’s office, the County has been
fortunate to have staff with accounting degrees filling the County Clerk and
Accounting Manager position for the past several years. In fact, the County is in
a strong position since the current Accounting Manager is a certified public
accountant, which is not always the case in similar positions in other Wisconsin
counties. Additionally, the current County Clerk served as the Accounting
Manager prior to being elected, and has a great deal of institutional knowledge
due to the fact that she has worked for and been an elected official in Jefferson
County for over 25 years. The current skill sets of the incumbents in these two
positions provides direct benefits to the County in the management of financial
functions.
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The County Clerk has also taken proactive steps to cross-train staff to perform
many of the functions of the office to ensure that critical tasks can be covered
during breaks and vacations as well as to provide counter assistance to
customers purchasing licenses and to support elections activities. This has
benefited the office from a staffing and workload distribution perspective, but does
raise some issues with overall productivity when staff primarily responsible for
accounting and payroll functions are relied on to serve a customer at the counter
which creates an inefficient and disruptive work environment for those performing
financial activities. Such interruption has the potential to decrease accuracy and
increase errors in completion of key financial functions.

The current County Administrator tends to be more involved in overall financial
affairs than predecessors in this position, who were heavily involved in budget
development but deferred to the County Clerk’s office for other day-to-day
financial matters. This has created some conflict between the two offices that has
been intensified by limited communication between the County Administrator,
County Clerk, and Accounting Manager, especially as it relates to budget
development, monthly financial reporting, and financial assistance to departments
(discussed throughout this report). An example of this is the fact that the County
Administrator has not included the Accounting Manager in budget meetings with
departments, despite the fact that he receives, reviews, enters, and prints the
budget worksheets from all departments.

In the end, it is critical that there be a single point of accountability for financial
oversight, including such things as ensuring County-wide adherence to approved
budgeted amounts, compliance with accounting policies and procedures, and
proactively working with departments to address financial support and reporting
needs. The dual involvement of Administration and the County Clerk’s office in
these core financial activities reduces the overall accountability for ensuring
appropriate oversight and reduces the clarity around who is specifically
accountable to ensure financial stability, effectiveness of financial functions,
accuracy of financial information, and compliance with County-wide accounting
policies and procedures.

In addition to the issues surrounding single-point accountability, the County also
needs to evaluate the most effective management structure for the County’s
financial functions. Specifically, the primary issues should be to determine if it is
viable in the long-term to include these functions under the span of control of the
County Clerk considering this is an elected position. While this does not appear
to be a significant issue given the current individuals involved in financial
management, there should be recognition that the tasks and activities associated
with accounting, budgeting, fiscal analysis, payroll, purchasing, investments, and
the like are continually requiring greater technical training, skills, and expertise.
Over the long-term, can the County continue to be blessed by having a County
Clerk who can understand and provide back-up when necessary for many of these
financial functions and provide adequate direction to staff?

Further, external audit management letters and other consulting reports have
noted inconsistencies in accounting practices between departments that are more
independent in managing their own financial information. To date, there has been
limited action taken to ensure that accounting procedural issues are addressed.
These are responsibilities that the County Board should place with the County
Administrator to address, but this is difficult without the organization to support
this expected oversight.
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The County has taken steps to consolidate many of its administrative services
such as human resources and information technology under the direct
responsibility of the County Administrator. This consolidation of responsibility has
benefits for the County overall, including:

¢ Providing consistent direction and leadership to coordinate the internal
support necessary to assist departments that provide direct services.

e Ensuring the single point accountability for overseeing cost-effectiveness
of programs and centralization of budget development and monitoring to
oversee the financial health of the County.

e Working with elected officials and department heads to enact standard
policies and procedures to achieve common goals and objectives.

¢ Anticipating future needs, organizing work operations, establishing
timetables, and ensuring interdepartmental coordination of efforts to meet
County service needs.

Although some of the challenges noted above could be addressed through more
proactive communication initiated by both offices, there are other benefits to
clarifying the lines of authority for overall fiscal management of the County. One
of the primary objectives should be to create a structure where the County Board
has more direct authority over the key financial functions of the County through an
appointed administrator versus an elected official, who can be more independent.

However, it is also critical to ensure that appropriate checks and balances are
maintained and that the current strengths of the County Clerk’s office including
the cross-training of staff to perform multiple functions from accounting and
payroll to elections are not lost. At some level the County Clerk’s office views its
role similar to an internal audit function. This will continue to be a necessary
function of financial management for the County in the future, but can be
accomplished through many different organizational structures.
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RECOMMENDATION 5.1-1a: The County should reassign responsibility for all accounting,
payroll, and related financial functions from the County Clerk’s office to Administration.
This should include the reassignment of positions that are currently responsible for
supporting accounts payable and payroll processing including the Accounting Manager,
and Account Clerk/System Support, Payroll Account Clerk, and Payroll
Technician/Accounting Assistant from the County Clerk’s office to the newly created
Finance Department. Consistent with the establishment of a Finance Department
reporting to the County Administrator, the County should make clear that the
Finance/Accounting Manager is the central authority for ensuring that all departments
follow consistent, County-wide policies and procedures. Departments such as
Countryside, Highway, and Human Services have traditionally performed data entry and
maintained corresponding documentation for accounts payable and payroll transactions.
While this will not change under this recommendation, it is critical that the accountability
for following centralized accounting and financial procedures be under the authority of the
Finance Department. FIGURE 7 depicts the reporting relationships between the
Finance/Accounting Manager and employees responsible for performing accounting and
payroll functions County-wide. The Finance/Accounting Manager would be directly
responsible for the supervision and direction of the staff that are currently performing
accounting and payroll functions in the County Clerk’s office and would have an indirect
reporting relationship with the staff in other departments that have been delegated
authority to process accounts payable and payroll transactions as well as handle most of
the reporting to their regulatory agencies. FISCAL IMPACT: Potential reclassifications and
adjustments to compensation to recognize increased accountability and expectations for
Accounting Manager and other staff transferred to the Finance Department under the new
organizational structure. NON-FISCAL IMPACT: Creation of a single point control under the
direction of an appointed versus an elected position.

FIGURE 7
Finance/Accounting Reporting Relationships
Finance/Accounting
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RECOMMENDATION 5.1-1b: The County should create a transition plan as part of the 2008
budget process that includes a statement by the County Board of its intent to reassign
accounting and payroll functions from the County Clerk’s office to Administration
effective January 1, 2009. Understanding that 2008 is a busy election year that includes a
presidential primary and general election, the County should ensure that the timeline for
implementation be sensitive to the increased workload anticipated by the County Clerk’s
office and staff. The transition plan should ensure that the timeline allows ample
opportunity for the County Administrator, County Clerk, Human Resources Manager,
Accounting Manager, Corporation Counsel, and others as appropriate to work together to
establish a comprehensive action plan to facilitate the restructuring. The transition plan
should include specific action steps and assign responsibility to appropriate individuals
to address the following key concerns:

 Reclassification and compensation adjustments resulting from changes in roles
and responsibilities of staff.

¢ Detailed staffing study to assess the ongoing appropriateness of staffing levels and
back-up plans for critical tasks within the County Clerk’s office and the new
Finance Department. This study should include:

- ldentification of effective dates for the phasing of staff reassignments between
the County Clerk’s office and Finance Department in light of the workload
requirements in 2008 due to election activities.

- Identification of the opportunity to transfer functions such as coordination of
the preparation of County Board agendas from Administration to the County
Clerk’s office.

- Establishment of interdepartmental agreements between Administration and the
County Clerk’s office to ensure that adequate back-up support is maintained to
support functions in that office during breaks, vacations, and periods of high
workload due to such things as elections. This is critical considering the time
and expense that has been devoted to make sure current staff have the training
to perform many of the functions of the County Clerk’s office.

- Analysis of the impact of the current cross-training of staff to ensure that
support of the statutorily required activities will continue to be performed in the
County Clerk’s office and that the accounting and payroll workload can be
handled by staff relocated to the Finance Department.

- Analysis of the need to provide enhanced training to staff as necessary to
perform core functions pending the assignments that result from the
restructuring.

¢« Space planning to allow for the consolidation and relocation of functions for both
offices.

FISCAL IMPACT: Potential costs to send staff to training to enhance skills as a result of the
transition. NON-FISCAL IMPACT: Development of clear implementation plan with action steps
dealing with key transitional issues, with frequent reporting to the County Board through the
appropriate oversight committees.
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RECOMMENDATION 5.1-1¢: In the interim transition period, the County Administrator and
Accounting Manager should schedule weekly meetings to discuss the status of the
restructuring, address any staffing issues regarding financial functions, develop action
plans to support needs that the County Administrator would like to proactively address
with regards to financial monitoring or reporting, and generally develop a common rapport
that will improve cooperation in the new organizational environment. Additionally, the
County Administrator, Accounting Manager, and Human Resources Manager should jointly
review all budget instructions to ensure that all information regarding budget development
is included in one memorandum. Finally, the County Administrator should ensure that the
Accounting Manager is included in meetings with all departments during the
administrative review of budget requests. NON-FISCAL IMPACT: Improved communication
to facilitate a successful transition.

Finding 5.1-2: While departments recognize improvements in the level of interaction with the
County Administrator’s office through the implementation of regular department
head meetings and individual sessions between the Administrator and department
heads, there is a level of frustration over how County-wide initiatives are
presented and explained by the County Administrator in the context of their
connection to broader strategic objectives. There is also a general perception
that the decisions to move forward with new initiatives have already been made
and there is, therefore, limited opportunity for discussion/input on the impacts of
initiatives by departments during the department head meetings. Additionally,
while agendas are prepared for the monthly department head meetings, they are
usually forwarded shortly before the meetings. Further, minutes are not taken to
document the discussion.

Communication is a two-way process, however, and there is a need to clarify the
purpose of the department head meetings and what level of interaction is
expected from department managers.

RECOMMENDATION 5.1-2a: The County Administrator should refine the agenda of the
monthly department head meetings to focus on areas including:

e Presentation and discussion of operational directives from the County
Administrator to ensure that department heads hear a consistent message.

¢ Review of any items acted on by the County Board at its most recent meeting,
especially those requiring interdepartmental coordination, to ensure that there is
clarity on the steps necessary to implementing the action.

¢ Discussion of special projects and assignments and coordination of activities for
things requiring interdepartmental cooperation.

e Presentation and opportunities for discussion of administrative issues such as
budget development, accounting policies, personnel policies, information systems
coordination, legal issues, and other items with County-wide impact.

¢ Provision of special management training that may benefit department heads.

¢ Opportunities for department heads to inform other departments of any significant
changes in services or issues that may impact their operations or that they should
be aware of if they get questions.
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It is important to note that some of these things are already occurring, however, the
meetings are more a briefing by the County Administrator than they are open forums for
discussion. Department head meetings should not be viewed as an opportunity to make
decisions by consensus, but they should be forums for open discussion about ongoing
operational challenges and obtaining input on major policy matters being evaluated by the
County. Department head input should be encouraged, but individuals must take the
initiative to bring up concerns during the meetings. NON-FISCAL IMPACT: Focus the
monthly meetings around policy and coordination discussions to positively impact County
optimization of resources.

RECOMMENDATION 5.1-2b: The County Administrator should establish a formal practice
of developing memorandums and other appropriate documentation for new initiatives to
be presented to department heads at the monthly meeting. This documentation, including
the agenda for the department head meetings, should be forwarded at least one week in
advance to allow sufficient time for review. The County Administrator should also make it
clear that the department head meetings are intended to provide an opportunity for
department heads to give feedback and discuss the potential impacts of potential new
initiatives and directives prior to public announcement and enactment to ensure that all
appropriate challenges have been identified and addressed as necessary. If actions have
to be taken prior to a regularly scheduled department head meeting, the County
Administrator should provide interim correspondence so that officials are aware of
changes and can respond if questioned by the public.

Department heads should also be encouraged to utilize the monthly meetings to
proactively raise questions and concerns with policy and operational items that are
impacting their areas, but as noted above should not assume that simply taking exception
to issues means the County Administrator will modify actions if the County Board has
provided clear policy direction. NON-FISCAL IMPACT: Improved openness in
communication to ensure that appropriate input has been provided before actions are
implemented.

RECOMMENDATION 5.1-2¢c: The County Administrator should assign the responsibility for
taking minutes for department head meetings to the Administrative Secretary and ensure
that they are forwarded to department heads. The minutes should provide a summary of
the discussions and actions taken during the meeting and to provide for documentation of
areas where interdepartmental coordination is required to reduce the opportunity for
misunderstandings. NON-FISCAL IMPACT: Clear documentation on critical actions taken and
discussions held during department head meetings.

Finding 5.1-3: The current County Administrator started in October 2005 and determined that
there was limited information to provide meaningful evaluations for department
heads during the first year in office. As a result, wage increases were granted
without completed evaluations, but the County Administrator met with each
department head to establish goals for the upcoming year. During 2007, the
County Administrator has been following County policy that requires that wage
increases be withheld until satisfactory performance evaluations have been
completed.
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Although department heads understood the rationale behind the County
Administrator not completing performance evaluations during his first year in
office, there have been frustrations expressed regarding the process in the
current year considering the delays in completing the evaluations. There are
guestions as to the priority placed on their completion and the lack of
communication regarding the reasons for delays. Subsequent to our initial visit,
we learned that the County Administrator expected to have all evaluations
completed prior to the end of September.

RECOMMENDATION 5.1-3a: The County Administrator should develop an annual calendar
to schedule formal sessions with department heads to discuss performance evaluations at
least one month in advance of their anniversary dates. This process will elevate the
importance of the evaluations and ensure that they are completed in sufficient time to
allow for revisions prior to the date any wage increase would go into effect.
Recommendation 5.2-5b also addresses the fact that the County should develop a policy
to withhold wage increases for supervisors/managers if they have not completed
performance evaluations for the staff that report to them. NON-FISCAL IMPACT: Ensure
sufficient priority is placed on completing evaluations to allow employees earned wage
increases.

Finding 5.1-4: There is a lack of clarity regarding why staff in the County Administrator’s office
has a role in adding new vendors into the County’s accounting system for
accounts payable purposes. The County Administrator’s office is responsible for
administering the County’'s purchasing policies and procedures and issuing
purchase orders. Staff in Administration has also been responsible for entering
new employees into the accounts payable system for expense reimbursement
purposes.

Accounts payable transactions are handled by the County Clerk’s office, and
cannot be processed until Administration has entered all required information,
including accurate coding for 1099 reporting purposes. Staff in the County Clerk’s
office has developed a procedure for Administration staff to use in creating new
vendors, but indicate that they generally have to review information and edit
coding to ensure that all necessary vendor information is accurate.

Previously there was a standard form that was completed by departments that
collected the necessary information for adding new vendors. This form is not
utilized in most cases, with information more frequently being shared via email
communication between departments and Administration.

RECOMMENDATION 5.1-4a: The County should streamline the process of adding new
vendors into the accounts payable system to eliminate unnecessary steps and allow the
lead accounts payable clerk to create the vendor directly, eliminating the involvement of
Administration. NON-FISCAL IMPACT: Reduce delays in processing accounts payable
transactions while awaiting entry by Administration.

RECOMMENDATION 5.1-4b: The County should create a standard new vendor submission
form that can be completed on-line (similar to the recently created voucher cover sheet) to
collect all required information to set up a new vendor. NON-FISCAL IMPACT: Improve the
efficiency of the sharing of information.
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RECOMMENDATION 5.1-4¢c: The County should implement a new control in the accounting
area to ensure that there is supervisory approval required before accounts payable clerks
can complete the process of adding new vendors. NON-FISCAL IMPACT: Risk mitigation to
avoid potential fraud.

5.2 Human Resources

The Human Resources Department functions under the direction of the County Administrator with
policy guidance provided by the County Board’s Human Resource Committee. Human
Resources is charged with performing a variety of functions affecting all Jefferson County
employees, including employment services, position management, compensation and benefits
administration, staff training and development, employment law compliance and employee
relations, for approximately 768 employees.

The primary functions of Human Resources include:
¢ Maintain knowledge of current Federal and State laws regarding employment practices

and ensure compliance;

e« Supervise and participate in recruitment, interviewing, testing, selection, orientation and
evaluations of employees;

¢ Manage employee time-keeping system and ensure accurate time entry into payroll/HR
system;

e Participate as part of the County management team in collective bargaining, arbitration
and personnel related legal proceedings;

« Plan, direct, evaluate and explain the employee benefits program;
e Coordinate back to work programs and other workers compensation matters;

e Develop and recommend changes to the County’s Human Resources and General
Administrative policies;

¢ Monitor the compensation plan;
e Prepare salary and fringe benefits data for budgeting;
o Develop, coordinate and conduct training; and

e Supervise and maintains personnel records.

FIGURE 8 provides a summary of total revenues and expenditures for Human Resources for
2005 and 2006, with a comparison to 2007 budget. The 2007 budget includes approximately
$20,000 for continuation of an employee assistance program to ensure employees are receiving
the opportunity for assistance in work, family, or personal concerns. Wages and benefits for the
Human Resources Department represent approximately 78% of total expenditures.
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FIGURE 8

Summary of Human Resources Revenues & Expenditures
2005 and 2006 Actual, 2007 Budget

2005 Actual [ 2006 Actual |2007 Budget

Revenues
41 Human Resources $0 $17 $0
Total Revenues $0 $17 $0

Expenditures
41 Human Resources

Wages and Benefits $188,139 $197,756 $214,908

Operating Expenses 37,845 48,256 58,923

Capital Outlay 0 0 0
Total Expenditures $225,984 $246,012 $273,831
[Tax Levy $225,984 | $245,995 | $273,831
Tax Levy % of Expenditures 100.0% 100.0% 100.0%

Human Resources Department Findings and Recommendations

Finding 5.2-1: Based on the information gathered throughout this project, the Human Resources
Department carries out its responsibilities with emphasis on regulation rather than
serving as a strategic partner and County-wide resource to support department
heads and County staff to address human resource-related issues. Efforts are
directed toward routine processing and compliance activities, while new program
initiatives, safety programs, and training programs are delayed due to time
constraints. As a result, departments indicate low satisfaction with the level and
quality of support received from Human Resources, and report a lack of clarity
regarding the division of roles and responsibilities between Human Resources
and other County departments. Several County stakeholders observe that the
service limitations of the Human Resources Department appear to be the result of
having a lower level of Human Resources staff (FTE) than is necessary to perform
the variety of functions the department is assigned. Comparative review of
Human Resources staffing in other counties supports these observations.

Jefferson County’s Human Resources Department is staff by 3.0 FTE, which
includes staff located in the Courthouse as well as the allocation of 0.2 FTE of
one position that is directly assigned to support Countryside Nursing Home.
Although the budget reflects that 0.2 FTE is allocated to Countryside, the Human
Resources Department estimates that a total of approximately 0.5 FTE is more a
more accurate level of effort dedicated to support at Countryside. FIGURE 9
shows the current level of human resources FTE.
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FIGURE 9
Current Human Resources FTE
Total Human Budgeted FTE Actual FTE Budgeted FTE Actual FTE
Resources FTE Central HR Central HR Countryside Countryside
3.00 2.80 2.50 0.20 0.50

FIGURE 10 provides a summary of the number of employees per personnel staff
in other Wisconsin counties for comparative purposes.
Jefferson County’s ratio of employees per personnel staff totals 256.00. This is
among the highest ratio of employees served by personnel staff in the other
counties, and is significantly above the average. In other words, Jefferson County
has fewer human resources staff per total county employee when compared to
other counties.

As the figure shows,

While the comparative ratio is one input that can be evaluated when looking at
appropriate staffing size, it should not be the sole basis for a recommended
staffing level since it does not provide a sufficient level of detail regarding the
quality or quantify of services provided by staff in comparable counties.

FIGURE 10

Number of County Employees per Personnel Department Staff
for Selected Wisconsin Counties

Total Number of
Total County | Personnel Employees/
Employees Staff Personnel Staff
Ozaukee 840 3.10 270.97
Jefferson 768 3.00 256.00
Waupaca 696 3.00 232.00
Manitowoc 640 2.90 220.69
Polk 650 3.00 216.67
Grant 635 3.00 211.67
Wood 895 4.25 210.59
Clark 622 3.00 207.33
Dunn 550 3.00 183.33
Dodge 900 5.00 180.00
Sauk 700 4.00 175.00
Portage 744 4.50 165.33
St. Croix 640 4.00 160.00
Eau Claire 540 3.50 154.29
Columbia 590 4.50 131.11
Average (excluding Jefferson) 698 3.63 196.73
Average All Reporting Counties 694 3.58 198.33
Notes: )
Source: Baseline survey compiled by Sheboygan County with data provided by 39
Wisconsin counties, with modifications made based on additional benchmarking
conducted by Virchow, Krause and Company, LLP in August 2007.
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RECOMMENDATION 5.2-1a: The County should initiate planning to bring the level of
centralized human resources staff to approximately the average of peer counties in
Wisconsin. Considering that approximately 0.5 FTE is allocated to human resource-
related responsibilities at Countryside, centralized human resources staff currently totals
2.5 FTE. Bringing this level to the average of peer counties (197 employees per personnel
staff) would require the addition or reallocation of approximately 1.0 FTE as shown in
FIGURE 11.

FIGURE 11
Human Resources Staffing Level Calculation

768 (Number of Jefferson County Employees) / 197 (Average Number of Employees
per Personnel Staff) = 3.9 FTE (Estimated Number of Required Personnel Staff)

4.0 FTE (Estimated Number of Required Personnel Staff) — 3.0 FTE (Current Number
of Personnel Staff) = 1.0 FTE (Estimated Additional Staff)

The additional 1.0 FTE should be a professional human resources generalist position that
assumes responsibilities for the following functions and tasks:

¢ Training (performance evaluation instruction, supervisory training, general
policies, procedures and regulations, and other areas as needed);

¢ Employee recruitment, recognition and retention;
s Safety; and

e Project-based work, including assisting to develop new programs and
communicate initiatives with employees (e.g., health and wellness).

It is estimated that modifications to the time recording processes in the County will result
in the increased availability of approximately 0.4 to 0.5 FTE of Human Resources staff if
the recommendations included in Finding 5.2-6 are implemented. This existing 0.4-0.5 FTE
from time recording should be reallocated to support Human Resources Department
activities that focus on managing and maintaining the information flow necessary to
coordinate human resources functions, including:

¢ Reception and response to general inquiries;

o Data entry to support recruitment and benefits functions; and

e Other clerical support as needed by the Human Resources Director and
professional Human Resources staff.

These proposed staffing modifications, in addition to the time recording changes
recommended below, are anticipated to provide the Human Resources Department with the
staffing resources to:

¢ Become a more strategic and active partner in identifying innovative solutions to
personnel management issues for departments;

e Act as a point of coordination/collaboration for the county and/or between different
departments with similar issues;
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» Facilitate change management processes or policies that impact the ability to
attract and retain employees, which includes playing a critical role in the
succession planning process proposed in Recommendation 4.3-1a;

o Develop familiarity with organizational and labor market trends, issues, and
barriers impacting each department, and assist to optimize the use of resources
toward strategic priorities; and

e Develop expertise necessary for effective communication with employees
Countywide.

FISCAL IMPACT: Increased wage and benefit costs for 1.0 FTE, estimated at approximately
$50,000-$70,000 per year. NON-FISCAL IMPACT: improved performance of the Human
Resources Department as a strategic partner in the County for personnel and organization
issues, as well as reallocation of resources to support strategic activities as a result of
eliminating non-value added time recording activities.

Finding 5.2-2: While the County has recently centralized the recruitment process in Human
Resources, the quality of services provided and overall process do not
consistently meet the expectations of departments. Department customers
expressed dissatisfaction relative to:

» Drafting of job placement descriptions, noting that ads contain errors
and/or do not adequately describe the nature and qualifications of position
vacancies,

» Placement of job ads, noting that media selections are not targeted toward
attracting the best candidates for positions, and advertising is not always
executed in the timeframe specified by departments,

¢ Opportunity to allow departments to review drafts of placement ads and
other recruitment materials to avoid errors, and

e Applicant screening, noting that applications are not consistently analyzed
to determine that minimum qualifications are met before submitting
application materials to departments for further review.

The Human Resources Department has developed the tool illustrated in FIGURE
12 below to collect basic information regarding on-going recruitments.
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FIGURE 12
lllustration of Current Recruitment Tool
[Filled? Supervisor REQ # POSITION DEPT INTERNAL OUTSIDE COUNTY EMPLOYEE DAILY WATERTOWN STATE JOB
DEADLINE DEADLINE WEBSITE WEBSITE UNION TIMES JOURNAL NET
Applications Sent |
Yes 2997 Position Title Dept. Name
3041 Position Title Dept. Name
Yes Supervisor Name 3092 Position Title Dept. Name
Supervisor Name 3130 Position Title Dept. Name
Yes Supervisor Name 2920 Position Title Dept. Name
Supervisor Name 3076 Position Title Dept. Name
Supervisor Name 3105 Position Title Dept. Name
Supervisor Name 3113 Position Title Dept. Name 8/6/2007  8/13/2007
Yes Supervisor Name 3121 Position Title Dept. Name 8/8/2007
Petre 3148 Position Title Dept. Name 8/31/2007 X X X
Supervisor Nam 2452 Position Title Dept. Name ~ 8/21/2007  8/21/2007 X X X X
Yes Supe | 3164 Position Title Dept. Name  8/21/2007
Supervisor Name | 3172 Position Title Dept. Name  8/22/2007  9/7/2007
Supervisor Name 3210 Position Title Dept. Name X
Supervisor Name 3244 Position Title Dept. Name  8/29/2007 X X X X X
Supervisor Name 3181 Position Title Dept. Name 9/5/2007
Supervisor Name Position Title Dept. Name
Supervisor Name 3236 Position Title Dept. Name  8/31/2007 9/5/2004 X X X X X

RECOMMENDATION 5.2-2a: The Human Resources Manager should enhance and
implement a modified recruitment summary tool for managing individual recruitment
efforts in the County. The tool should serve as both an intra-departmental tracking tool
and task checklist, and an inter-departmental summary of key recruitment information that
can be shared with the department head (or designee) overseeing a recruitment. The
purpose of the tool should be to ensure a structured and organized process with critical
recruitment information (specifically dates associated with key tasks and recruitment
deadlines) consolidated in one reference document. An example of the tool is illustrated
in FIGURE 13.

FIGURE 13
Example of Enhanced Recruitment Summary

Department Contact Name
Jane Waters

Position
Swim Instructor

Department
Acquatics Department

Date HR Notified of Recruitment Need
7-Apr-08

Application deadline
12-May-08

Special Instructions (capture profile description comments and placement preferences from Department
Be sure to advertise at local high school in addition to local newspaper.
Be sure that profile specifies that two years of instruction experience is required.

Department Review Date Check if Waived
Profile forwarded to Department for Review 9-Apr-08
Department Approval Recevied 10-Apr-08

Advertising Placement Summary

Name of Placement Date of Placement Date of Ad Termination Contact

High School 11-Apr-08 15-May Principal Miller, (#it#)#it#-#i##t#
Newspaper 11-Apr-08 9-May-07 Mary Marks, (#i##)###-##H#
Deliver Screened Results to Department Date

16-May-08
Copy of this Summary Forwarded to Department Contact Date

9-Apr-08
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NON-FISCAL IMPACT: Improves the structure and organization of the recruiting process and
responsiveness of the Human Resources Department to internal customers, and provides
departments with key recruitment information. Minimizes efforts required to research specific
aspects of a recruitment by providing all critical information in one place.

RECOMMENDATION 5.2-2b: The County should modify Human Resources policies and
procedures such that all position advertising is approved by the department head (or
designee) seeking recruitment assistance. This process should be a task identified on the
recruitment summary tool described in Recommendation 5.2-2a. Departments should be
given the opportunity to waive review in the case of positions that are advertised
frequently and/or for which the profile summary changes infrequently. NON-FISCAL
IMPACT: Ensures adequate quality control and increases the opportunity to improved internal
customer satisfaction.

RECOMMENDATION 5.2-2¢: The County should modify Human Resources policies and
procedures such that the Department consistently tracks information regarding
advertising sources and performs trend analysis to determine which advertising
placements are most effective for specific position types. Future decisions regarding
placements should consider the results of this data and trend analysis as well as the input
of department heads. NON-FISCAL IMPACT: Helps to ensure that recruiting resources are
effectively targeted to fill the needs of the County.

RECOMMENDATION 5.2-2d: The County should modify Human Resources policies and
procedures such that the Department consistently performs a thorough initial screening of
applications before forwarding them to departments for further consideration. The
recruitment summary tool described in 5.2-2a should include a deadline (agreed upon in
advance by the department and Human Resources) for delivering screened application
materials to the departiment. The Human Resources Department should also enhance its
current applicant tracking spreadsheet which captures identifying information about
applicants (e.g., name, contact information, social security number, etc.) to include a
screening summary of applicants’ qualifications. Specifically, the tool should include
fields to capture work history detail, years of experience, education, certifications, and
other critical information regarding qualifications that is relevant to a given position. The
tool should be designed to ensure that application screening is conducted consistently,
with standard criteria applied within a single recruitment. The following figure illustrates
recommended screening tool enhancements. Note: the shaded portion represents fields
for identifying information currently collected via the applicant tracking spreadsheet. This
area is condensed for illustration purposes, however, it is not anticipated that the type of
identifying information collected will change. Rather, the focus of this recommendation is
represented in the non-shaded area on FIGURE 14, which shows a qualifications screening
example. NON-FISCAL IMPACT: Improves consistency and transparency in evaluating
applications for County employment.
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FIGURE 14
Example Screening Enhancement

Application Screening Summary

XYZ Position
identifying information. . Work History Training HR Assessment

. z
G 2
b 8
g (*]
g [ =
= 5 3
re B c
o . o c 2
g % S R
£ F £ b 2
a = @ S =
= g £ 2 5

= i = 2 3 Minimum Qualifications Met?

B.A.in <insert name
] -Position Title | - ABC Company -2 yrs, 4mos of field> from
. ]| -PositonTitle i - ABC Company -3 yrs, 6 mos <insert name of
3] - Position Title Il - ABC Company -4 yrs, 2mos institution> XYZ Certified Yes

RECOMMENDATION 5.2-2e: The Human Resources Depariment should seek feedback
(e.g., through an annual questionnaire) from departments regarding their satisfaction with
recruitment services provided. The questionnaire should also be designed to collect
departmental insights regarding recruitment efforts for specific position types or changes
in a given industry that may affect future searches so that the County can link on-going
recruitment efforts with strategic and succession planning initiatives. This information
should be collected and summarized by Human Resources for reference and consideration
in future recruitment efforts. NON-FISCAL IMPACT: Improves the structure and organization
of the recruiting process and responsiveness of the department to internal customers, and
provides departments with key recruitment information.

Finding 5.2-3: Based on the County’s outlined reclassification process, job reclassifications are
not reviewed or determined in a timely fashion, which can result in an employee
performing a different level and type of work than his or her current classification
indicates, as well as the perpetuation of an employee’s or supervisor's perception
that the level of work performed is not being recognized through compensation.
Union employees may initiate reclassification inquiries without their supervisor’'s
request. The Human Resources Director estimates that approximately 25
reclassification requests were received in the current year, which is slightly
greater than the number of reclassification requests received in previous years.
Of these, approximately 25% were actually reclassified. The Human Resources
Department performs an internal review prior to submitting the requests to a third
party vendor retained by the County to perform classification and compensation
services. Total expenditures in 2006 for position reclassifications were
approximately $7,200. Note: reclassification requests for positions in the
administrative services departments are on hold pending the results of this study
and the County’s implementation decisions.
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RECOMMENDATION 5.2-3a: The Human Resources Director (or designee) should facilitate
greater understanding in the County regarding requirements for position reclassifications.
For example, the reclassification memorandum forwarded to all Jefferson County
employees by the Human Resources Department should further clarify the purpose of
reclassification and provide examples that illustrate substantiated reclassification
requests. Further, managers and supervisors should utilize the performance evaluation
tool and process on an annual basis to document performance indicators and
circumstances that can be referenced to support or refute support for reclassification
inquiries and requests of their staff. FISCAL IMPACT: Potentially reduced fees for
classification and compensation services as a result of improving employees’ understanding of
the reclassification purpose. Fees may be reduced by $250 per request. NON-FISCAL
IMPACT: Reduced cycle time for processing reclassification requests as a result of lowering the
volume reviewed/limiting the review process to only those reclassifications requests with merit.

Finding 5.2-4: Departments do not receive copies of settled collective bargaining agreements in
a timely fashion, and sometimes do not receive settled agreements at all. Despite
agreement between the Human Resources Department, Corporation Counsel, and
the unions to share administrative responsibilities for documenting and finalizing
collective bargaining agreements, there is a lack of clarity regarding who is
responsible for finalizing and distributing a settled contract and the expected
timeline for completing such responsibilities. As a result, County managers and
supervisors do not have the information needed to manage represented
employees in compliance with labor contracts.

RECOMMENDATION 5.2-4a: The County should modify assignments related to finalizing
documents of settled bargaining agreements such that the County Administrator, Human
Resources Director, and Corporation Counsel finalize and maintain a record of all
bargaining agreements. As the custodian of personnel policies and procedures, the
Human Resources Department should forward a copy of settled agreements to all
department heads, union representatives, and to other parties as appropriate as soon as
practical following settlement, but not exceeding a period of 30 days. The Corporation
Counsel and Human Resources Director should work together to prepare a summary of
new changes to each bargaining agreement and forward this summary as a cover sheet to
each updated bargaining agreement. Finalized agreements should be added to the
employee Intranet. FISCAL IMPACT: Requires additional hours by current staff to finalize and
maintain the bargaining agreements, and copying costs to the extent copies are printed for
distribution (however, the County is encouraged to reference finalized documents electronically
via the intranet to minimize copy expenses). NON-FISCAL IMPACT: Improved ability to
manage in compliance with settled bargaining agreements, and to prevent grievances.

Finding 5.2-5: Sufficient training is not provided to teach managers and supervisors how to use
the County’s standard performance evaluation tool, which results in inconsistent
application of the tool. Further, the County employs a 360-degree tool as a
performance evaluation input for managers and supervisors. A 360-degree
feedback tool is generally intended to be a component of a broader performance
management system, and is designed to be linked to an organization’s strategic
objectives. The tool should provide an opportunity to give anonymous yet
constructive performance feedback from superiors, peers, reporting staff
members, coworkers and customers with whom the evaluated employee routinely
works. The County's implementation of this tool has had several weaknesses
which negatively impact the tool's effectiveness:
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e The purpose and context of the tool is not communicated to
evaluators/those who are evaluated.

e The tool is not aligned with the broader strategic objectives of the
organization.

e Training is not provided to teach evaluators and those who are evaluated
how to complete the evaluation and interpret results, as well as manage
anonymous feedback sensitivities.

+ Evaluators are selected randomly, which compromises the requirement
that an evaluator have a routine working relationship with the manager or
supervisor who is evaluated.

RECOMMENDATION 5.2-5a: The Human Resources Department should offer training
sessions to introduce performance evaluation tools and processes (including those for the
standard employee appraisal, and the County’s 360 degree evaluation for supervisors and
managers). In addition to making employees familiar with the tools and processes, the
purpose and value of performance evaluation should be emphasized in these sessions.
Due to the relative complexity of the 360-degree evaluation tool, specialized instructions
should be provided (to those who provide input and those who are evaluated using the
360-degree tool) to ensure that anonymity is preserved and that constructive feedback is
obtained. Training should be mandatory for new supervisors and new managers, and
should be offered to these newly promoted employees in advance of the required time for
completing their staff evaluations. In addition to this mandatory training, refresher
courses should be offered on an annual or bi-annual basis, or as necessary to provide
training relative to significant modifications to the tool or process. Additionally, the tool
and its importance could be an item for discussion periodically during the County
Administrator’'s monthly department head meetings. NON-FISCAL IMPACT: Improves
understanding and buy-in of core personnel management and employee development efforts,
and prepares new supervisors to perform employee evaluation job functions effectively. Also
adds additional value and improves outcomes of processes that are already in place, while
expending the current level of resources. Time investment is anticipated for training, for Human
Resources Department staff who develop and provide training as well as for employees who
receive training.

RECOMMENDATION 5.2-5b: The Human Resources Department should eliminate the
practice of randomly selecting evaluators to provide feedback using the County’s 360-
degree evaluation tool. The selection process should ensure that each evaluator has
regular exposure to the supervisor or manager evaluated through a County working
relationship. NON-FISCAL IMPACT: Assists to ensure that employee evaluation tools are
implemented as they are intended to be used, and assists to ensure that input is obtained from
evaluators who have professional familiarity with an evaluated employee.

Finding 5.2-6: Despite a policy requiring that performance evaluations be completed annually,
and before a non-represenied employee is given a wage increase, several
performance evaluations have not been completed in a timely manner, and
exceptions to the policy occur.
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RECOMMENDATION 5.2-6a: The County should modify its practice of withholding wage
increases for non-represented employees whose performance evaluations are incomplete.
Since it is the responsibility of managers and supervisors to complete employee
evaluations, withholding employee wage increases misdirects penalty on an employee
whose superior has not performed an assigned task. The practice, therefore, should be
modified to withhold wage increases for managers and supervisors who have not
completed evaluations of their staff timely (alternatively, cost of living adjustments should
be withheld for managers and supervisors who are not eligible for future step
increases/wage increases if their staff evaluations are not completed timely). More
importantly, to motivate timely completion of performance evaluations the Human
Resources Department should facilitate County-wide buy-in and understanding of the
purpose and value of conducting performance evaluations by continually reflecting and
improving upon the tools (as suggested in Recommendation 5.2-3a) and processes (as
suggested in Recommendations 5.2-3c-e). Further, all managers, supervisors, and elected
officials should have an annual goal of completing all performance evaluations timely.
Success toward this goal should be evaluated as part of each manager’s and supervisor’s
performance evaluation. In addition, the Human Resources Department’s annual report
should include a high level summary of the number of performance evaluations completed
by department (e.g. “evaluations for <insert #> of <insert #> employees were completed in
“x” department in 2007.”) NON-FISCAL IMPACT: Improves understanding, accountability,
and buy-in related to core personnel management and employee development efforts. This
recommendation also provides a direct, monetary motivation for completing assigned
responsibilities, and it incorporates a reporting mechanism via public document.

Finding 5.2-7: The performance evaluation form includes the rating guidelines shown below.
The form requires narrative substantiation only for ratings of 1, 2, or 5. This
requirement results in an inconsistent level of rating substantiation overall, and
anecdotally results in a disproportionate level of 3 and 4 ratings due to the
minimal level of effort required to complete the evaluations.

Rating Guidelines

1 — Unsatisfactory

2 ~ In Need of Improvement
3 - Good

4 - Very Good

5 — Qutstanding

Further, the performance evaluation process and tool are not aligned with the
strategic objectives of departments or the County, nor are performance
evaluations aligned with employee development. Currently, evaluations are
conducted to provide records of performance and to support annual wage
increases.

RECOMMENDATION 5.2-7a: The County should revise the employee performance
appraisal form to require narrative substantiation and description for all performance
ratings (i.e., 1-5 vs. 1, 2, and 5 as currently required). The purpose of this modification is
to increase consistency in the level of detail provided as well as to prevent rating
selections that are influenced by the simplicity of the required response. The Human
Resources Department should include a well-constructed example on the form to guide
users.
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The County is advised to create and implement a strategic plan in Recommendation 4.1-1a.
When the strategic plan is created, the employee performance appraisal form should be
further revised to link specific job functions and other evaluated performance factors with
the County’s strategic plan. The purpose of this modification is to provide employees with
a clear vision of their role and impact on the organization overall, as well as assess
performance in that role and measure impact.

In addition to linking performance evaluation with the County’s strategic plan, evaluation
forms should be further modified to ensure that evaluation efforts are targeted toward the
primary responsibilities and most critical tasks of a position versus evaluating
performance relative to all of the tasks assigned to an employee. Modifications to the
form should ensure that evaluators are not extraordinarily burdened by the amount of time
required to sufficiently complete performance evaluations. The Human Resources
Director (or designee) should communicate to evaluators the amount of time that is
estimated to complete each employee evaluation based on the final, modified form. A
guideline of 1 hour to 1.5 hours per evaluation is recommended. NON-FISCAL IMPACT:
Improves consistency and objectivity of evaluation tools. Links human capital management
functions with strategic goals. Targets the evaluation efforts of managers and supervisors where
they are most effective and meaningful. Time investment by Human Resources staff is
anticipated to modify evaluation forms.

Finding 5.2-8: There are disparate perceptions of the role the Human Resources Department
plays relative to reviewing completed performance evaluations; consequently,
department managers and staff may assume in error that completed performance
evaluations undergo an additional “quality conirol” review by the Human
Resources Director.

RECOMMENDATION 5.2-8a: The Human Resources Director should cross-train Human
Resources staff to perform quality control reviews of employee evaluations. Skill
redundancy in this area will allow the Human Resources Department to perform a
thorough review of employee evaluations, whereas the Human Resources Director can
only allocate time to conduct cursory reviews of all evaluations currently (a total of
approximately 770). Professional human resources experience and confidentiality must be
ensured. NON-FISCAL IMPACT: Ensures adequate quality control review over a key personnel
management function, and reduces the risk of legal action against the County as a result of
potentially inappropriate evaluation content.

Finding 5.2-9: Time-recording for payroll is highly manual, cumbersome, and in some cases
executed inconsistently. Specific time-recording issues include:

» Two systems are maintained to record time and process payroll (i.e.,
Kronos and the payroll module of the JD Edwards financial package).
Using two systems results in duplicative maintenance and fees, as well as
the need to perform a quality review of information transferred from
Kronos to JD Edwards by each County staff person with time-recording
responsibilities during each payroll period. JD Edwards does have a time
entry feature; however, time clock entries cannot be directly transferred
into the payroll module of JD Edwards. The County implemented the use
of time clocks for the purpose of automating and accurately calculating
hours and overtime hours worked by a significant portion of the County
workforce; and it is not anticipated that discontinuing time clock use would
be beneficial for the County.
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s A recent policy change requires all employees to record time worked,
whereas previously only exceptions were recorded for exempt employees.
There is a lack of consensus in the County regarding the appropriateness
of this requirement, as well as anecdotal lack of compliance with the
requirement. The Wisconsin Department of Workforce Development has
indicated that a permanent record of time in and time out must be
recorded for all exempt and non-exempt employees based on Wisconsin
Administrative Code 272.11.° Virchow, Krause & Company, LLP
conducted further legal research, the findings of which are consistent with
the County’s current practice.

e The process for time recording results in significant duplication of effort
since employees document time worked on paper time cards, supervisors
approve time cards, and then the same data are re-entered into Kronos.
Additionally, there is not standardization of the tools and forms used by
various departments for the purpose of recording time, and employees
complete a variety of paper exception forms as needed (e.g., in some
departments there is a form for sick time, a form for holiday/vacation time,
and a form for punch clock exceptions). These forms are also approved
by supervisors, and the data are manually re-entered into Kronos. All time
is reviewed for accuracy in Kronos, uploaded to JD Edwards, and then
reviewed again for accuracy.

e The manual time-recording process increases the risk of error via data
entry.

e Time-consuming follow-up contacts result from missing/untimely
submission of timecard information, requiring one Human Resources staff
member to spend the majority of time performing the activities and making
an estimated 30-40 follow-up contacts with employees and supervisors per
payroll period to clean up problems with time recording.

¢ The County currently purchases approximately 17 licenses for JD Edwards
access and pricing research conducted by the County’s MiS Department
shows that additional seat licenses for the system are non-concurrent and
would cost approximately $9,600 each, including license and support fees.
Consequently, it may be cost-prohibitive to implement a time entry option
whereby each employee (i.e., each employee that is not required to record
time via the time clock) directly enters time worked into JD Edwards using
the time entry screen.

e County MIS staff have researched the possibility of developing a time
recording tool, with workflow capability, that interfaces with the JD
Edwards systems and have determined that this undertaking is feasible.

RECOMMENDATION 5.2-9a: The County should continue to use Kronos for timekeeping
initiated via time clock, which accounts for the time records of 292 employees.

® Telephone contact with Lindsay Mischka at the Wisconsin Department of Workforce
Development on August 28, 2007.
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RECOMMENDATION 5.2-9b: The Human Resources Director should work with the
County’s MIS Department to develop a timekeeping program that interfaces directly with
the payroll module of JD Edwards. This program should serve as an on-line time entry
tool for all employees that are not required to use the time clock to record time worked,
and to record exceptions for employees who record normal time worked using a time clock
(the Highway Department is expected to be an exception to this recommendation). The
program should capture and automate unique information associated with each employee,
and should be designed to automate coding (e.g., for specific allotments of paid time off
or leave). The program should include a workflow feature that allows managers and
supervisors to review and approve the time entered directly by their staff. Managers and
supervisors should be charged with thorough and final review and approval of time entries
made by their employees. All paper forms for time and exception recording should be
eliminated as a result of implementing this system. FISCAL IMPACT: Current staff time
investment required. An estimated 80-120 hours for programming and testing are projected for
the County’s MIS team to develop a new time entry tool and build the interface with JD Edwards.
Minimal training hours are also projected to orient staff to the timekeeping program. Conversely,
0.4 - 0.5 FTE in the Human Resources Department may be reallocated from time keeping
responsibilities to other necessary and value added activities in the Human Resources
Department (see Recommendation 5.2-1a). This staff savings is estimated based the elimination
of time-keeping efforts that currently consume approximately two days or slightly more per week
for one staff person in the Human Resources Department. NON-FISCAL IMPACT: Significantly
streamlines the time keeping process and reduces the risk of error that occurs via duplicated
time recording efforts.

Finding 5.2-10:Human Resources is responsible for the development of wage and benefit
projections to be included in the annual budget process. Although JD Edwards
allows for the downloading of wage and benefit information for use in budgeting,
the Human Resources Department has developed a comprehensive
spreadsheet to record all necessary information by department and employee.
The spreadsheet is maintained by the Human Resources Director and is used
by all departments except Countryside, Highway, Health, and Human Services.

Based on previous issues as articulated in this review, there is a need for
improved quality control of the information developed by Human Resources by
the Accounting Manager to ensure that formulas and rates are accurate and that
all active and approved positions are included in the projections to avoid under
or over-budgeting of personnel expenses. Additionally, some department
budget staff tend to take the information for granted and perform only limited
reviews of the data and any changes from the prior years to ensure that it is
accurate to use in the development of the budget.
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RECOMMENDATION 5.2-10a: The Human Resources Director and Accounting Manager
should jointly investigate opportunities to better utilize a common system or features in
JD Edwards to assure accurate information for the provision of wage and benefit
projections for budget purposes. The goal should be to utilize one system as the basis for
position control and budget projections. Additionally, the Accounting Manager shouid
work with the Human Resources Director to develop a more condensed spreadsheet that
continues to provide necessary wage and benefit data in a format that provides a
sufficient level of detail for departments to obtain information for budget purposes, and
allows for clear identification of authorized positions, including on-going, revised, and
new staff. Examples could include splitting department wage and benefit information into
separate worksheet tabs versus the current practice of including on one spreadsheet
separated by business unit, color coding or otherwise separating ongoing positions from
new, modified, or eliminated positions from prior year, and preparing a summary of
authorized FTE by department. NON-FISCAL IMPACT: Improved quality control review to
catch errors prior to submission to departments.

RECOMMENDATION 5.2-10b: The Human Resources Director should submit all
spreadsheets regarding wage and benefit projections to be included in annual department
budget packets to the Accounting Manager at least two weeks prior to the distribution of
the materials to department heads. This would allow for an additional internal control
since the information can be reviewed for accuracy to provide some assurance that
potential errors in formulas and/or missing data is corrected prior to the time it is
forwarded to departments. Additionally, department heads should be instructed to review
the information for accuracy and provide corrections or request clarification within one
week of receiving the budget packets. NON-FISCAL IMPACT: Improved quality control
review to catch errors prior to submission to departments.

5.3 County Clerk

The County Clerk’s office is staffed by 5.75 FTE and is responsible for the statutory requirements
in section 59.23 of Wisconsin Statutes. Additionally, as noted above, the County Clerk’s office
has the responsibility for managing the accounting and payroll functions of the County.

The primary functions of the County Clerk’s office include:

e Record minutes of County Board meetings (statutory duty);
e Perform accounting and payroll functions for the County (non-statutory duty);

- Payroll processing and reporting
- Accounts payable processing and reporting
- Financial reporting and coordination of audit

¢ Coordination, negotiation and administration of contracts for workers compensation,
health, dental, liability, and property insurance for Jefferson County (non-statutory duty);

e Administration of federal, state, and local elections and maintenance of the statewide
voter registration system for Jefferson County municipalities (statutory duty);

» Sales and distribution of marriage licenses, hunting and fishing licenses and regulations,
and recording of County dog license sales (statutory duty); and

¢ Apportionment of County taxes (statutory duty).
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FIGURE 15 provides a summary of total revenues and expenditures for the County Clerk’s office
for 2005 and 2006, with a comparison to 2007 budget. The County Clerk’s budget includes
separate business units for general functions of the office, administration of elections, and
coordination of the County-wide independent audit. Overall, wages and benefits for the County
Clerk’s office have represented an average of 70% of total expenditures.

FIGURE 15
Summary of County Clerk Revenues & Expenditures
2005 and 2006 Actual, 2007 Budget

2005 Actual | 2006 Actual |2007 Budget

Revenues
1201 County Clerk $22,170 $21,751 $20,495
1202 Elections 11,256 178,452 11,050
1205 Independent Audit 0 0 0
Total Revenues $33,426 $200,203 $31,545

Expenditures
1201 County Clerk

Wages and Benefits $348,295 $373,356 $394,583
Operating Expenses 34,329 42,311 53,776
Capital Outlay 0 11,884 6,883

Sub Total| $382,624 $427,551 $455,242

1202 Elections

Wages and Benefits $0 $1,810 $4,737
Operating Expenses 30,139 210,523 45,849
Capital Outlay 0 10,500 0

Sub Total $30,139 $222,833 $50,586

1205 Independent Audit

Wages and Benefits $0 $0 $0

Operating Expenses 20,768 8,264 10,240

Capital Outlay 0 0 0

Sub Total $20,768 $8,264 $10,240

Total Expenditures $433,531 $658,648 $516,068
Tax Levy $400,105 $458,445 $484,523
Tax Levy % of Expenditures 92.3% 69.6% 93.9%
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County Clerk’s Office Findings and Recommendations

Finding 5.3-1: Department managers receive limited information on actual revenues and
expenditures compared to budget and there appears to be a lack of consistency
relative to how or at what frequency the information is reviewed or analyzed by
department heads, the County Administrator, or the Accounting Manager. Due to
timing and necessary monthly closing processes, departments generally receive a
report of their revenues and expenditures by line item around the 20" of the
following month. While there is some level of understanding regarding the timing
of reporting, departments did express frustration with the delayed reporting at the
beginning of a new fiscal year when first month financial information is not
provided until March, and later in the year when more timely information would be
helpful. In both cases there are concerns that the lack of information limits the
ability to identify budget issues on a timely basis. It should be noted, however,
that the County Clerk’s office has worked with some departments to provide
reports more frequently when requested or based on specific regulatory reporting
needs.

In addition to these concerns, departments also commented on the difficulty of
generating understandable reports from the JD Edwards system to independently
check on individual account status. While all indicted that County Clerk’s office
staff are responsive to requests for special reports, there was a belief that some
common items could be simplified if improved ability were provided to access
standard reports.

RECOMMENDATION 5.3-1a: The Accounting Manager should continue to provide revenue
and expenditure reports to departments on a monthly basis, but should work more
proactively to review information with department heads (or designees) on a quarterly
basis. While it may not be necessary to meet with all departments on this frequency, it
should be done with the larger departments. Other departments could meet only semi-
annually, or as items of concern are identified. Overall, the meetings should coincide with
the development of the quarterly reports to the County Board discussed in
Recommendation 4.1-2a, and will allow an opportunity for discussion of issues and
concerns that should be included in the narrative explanation of key variances. NON-
FISCAL IMPACT: Improved communication between department heads and accounting staff to
understand budget status.

RECOMMENDATION 5.3-1b: The Accounting Manager should develop improved ability for
departments to independently run reports to inquire on the status of accounts on an as
needed basis versus relying on staff in the County Clerk’s office to run reports upon
request. While providing access and ability to run reports is important, it is only useful if
adequate training is provided, therefore, relevant training should also be developed and
mandated for key individuals in County departments. This is addressed in Finding 5.3-5
below. NON-FISCAL IMPACT: Access to information while limiting special requests for reports.
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Finding 5.3-2: While parts of the accounts payable process have recently been improved through
an electronic template used to complete the voucher cover sheet required by
departments, there is not currently the ability for departments to enter the
information directly into the accounts payable system with the exception of staff at
Countryside Nursing Home, the Highway Department, and the Human Services
Department. In all other departments, staff have to manually complete the
voucher cover page or use the automated form that then is sent to the County
Clerk’s office along with supporting documentation and is then entered by the
accounts payable staff in the County Clerk’s office.

Steps have been taken to create a requisition form in Excel that can be forwarded
to Administration for approval and assignment of a purchase order number, but
departments do not have the capability to enter the data once and then transfer it
automatically from the initial purchase order form to a voucher. As noted above,
this results in duplicate data entry since the department completes the purchase
order form and the voucher cover sheet and then sends to the County Clerk’s
office for entry into JD Edwards. Additionally, since only a small percentage of
purchases require the creation of a purchase order, there are many more vendor
invoices that require duplicate data entry, first on the voucher form and then by
the County Clerk’s office into the accounts payable system. The multiple entry
points increase the amount of times information is handled and has the potential
for unintended data entry errors. While the current process does provide some
benefits related to the ability of the County Clerk's office to review paper
documentation for accuracy prior to entry into JD Edwards, similar controls could
be included in a more automated system.

RECOMMENDATION 5.3-2a: The Accounting Manager should work with the Management
Information Systems Department to investigate the potential for developing a program that
interfaces directly with the accounts payable module of JD Edwards. This program should
serve as an on-line data entry tool for all departments to directly enter voucher
transactions. The program should capture and automate unique account coding and
mapping associated with the chart of accounts. The program should include a workflow
feature that notifies department heads when vouchers are ready for review and approval
after they have been entered by their staff into the new interface. From a control
standpoint, department heads should be held accountable for performing a thorough and
final review and approval of transactions similar to what is currently required in the
manual process, and accounts payable staff should still perform an audit and
reconciliation to ensure that vendor information is accurate, proper accounts have been
charged, and that the amounts paid balance to the invoices. Where necessary, refresher
training should be provided to departments that have difficulty with accurately coding
invoices to proper accounts. FISCAL IMPACT: An unknown amount of programming and
testing would be necessary form the County’s MIS staff to develop a tool and build the interface
with JD Edwards. Training would also be required to orient staff to the new program.
NON-FISCAL IMPACT: Elimination of most if not all paper forms for voucher processing.
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Finding 5.3-3: The requirement that the Finance Committee, Countryside Nursing Home Board of
Trustees, Highway Committee, and Human Services Board Finance Sub-
Committee review all vendor payments for their oversight areas prior to payment
increases cycle times, provides limited benefit from a control standpoint, and can
provide increased opportunities to be too involved in day-to-day decisions
regarding operations. There also appears to be some inconsistency in the
timeliness of the review, with the Countryside Board of Trustees approval
occurring after payment has been made. There is also inconsistency in how
departments inform their oversight committees of invoices that have been paid,
with some departments providing a summary of invoices paid and others not
providing any information.

The current process includes multiple steps in reviewing and approving vouchers
for payment starting with the department head who reviews and approves prior to
forwarding to the County Clerk’s office, who then reviews and enters information
into JD Edwards and then forwards to the appropriate governing committee (e.g.,
Finance Committee, Countryside Board of Trustees, Highway Committee, or
Human Services Board Finance Sub-Committee) before the invoice is paid.

When considering that resource allocations and levels of spending have been
approved for many of the goods and services being purchased as part of the
annual budget process, the numerous steps required to process and pay an
invoice creates inefficiencies. As a result, the process requires substantially more
time and resources than necessary and results in delaying payment to vendors
since vouchers are only processed once per month.

The Finance Committee has authorized the County Clerk's office to process some
payments that bypass the normal approval process. These include such things as
court ordered payments, payments to vendors that provide discounts, payments to
vendors to avoid late fees/interest charges, insurance payments to claims
administrators, utility billings, etc. In these instances, the County Clerk’s office
provides a payment register to the Finance Committee on a monthly basis to show
what has been paid under this policy.

Section 59.52(12)(a) states that “In counties with a population of 50,000 or more,
the board may delegate its power in regard to current accounts, claims, demands
or causes of action against the county to a standing committee if the amount does
not exceed $10,000.” However, Section 59.03 provides home rule authority to
enact resolutions that modify organizational or administrative powers subject only
to constitutional limits or legislative action. Under this basis, many counties have
provided administrative authority to eliminate the need for the full county board or
specific committees to review vouchers for approval prior to payment.
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RECOMMENDATION 5.3-3a: The County should eliminate the requirement that the Finance
Committee or other oversight bodies approve vouchers prior to payment. By the time a
voucher is created, an item has likely been reviewed for budget availability with some
items also requiring the issuance of purchase orders that are reviewed and approved by
Administration, and finally by the County Clerk’s office when processing accounts payable
transactions. The requirement that committees review and approve prior to payment is an
unnecessary step that creates unnecessary delays. The County Board should continue to
retain a lower level of oversight of vouchers through the review of a summary report that
provides information on the vendors paid, accounts charged, and amounts (See
Recommendation 5.3-3c). With changes in organizational structure, including centralized
accounting, creation of documented policies and procedures, and integration of controls
into the accounting system, the level of oversight at the County Board level for daily
transactions should be reduced. NON-FISCAL IMPACT: Allow the County Board to focus on
higher level strategic issues.

RECOMMENDATION 5.3-3b: The County should update its policies regarding the dollar
value threshold for vouchers not requiring pre-approval, by the Finance Committee and
other committees currently performing these functions, prior to payment and allow
invoices under that threshold amount to be paid on a more timely basis through the review
and approval of appropriate administrative staff. The addition of policies and procedures
will enhance control, and ensure that items appropriate for County Board review continue
to be forwarded (such as procurement for contracts or capital outlay over a set dollar
amount). Thus, the balance of internal control over daily transactions shifts to technical
accounting staff, and control over higher level issues is maintained at the County Board
level. NON-FISCAL IMPACTS: Increase the focus of the Finance Committee on larger dollar
items that have more strategic impact.

RECOMMENDATION 5.3-3c: The Accounting Manager should develop a monthly report for
distribution to oversight committees that summarizes key information on the invoices paid
during the prior month to allow an opportunity for review and request clarification on
items that do not exceed the threshold established as a result of the implementation of
Recommendation 5.3-2a above. NON-FISCAL IMPACT: Maintain ability of elected officials to
monitor department activities, with a focus on more global policy matters.

Finding 5.3-4: There are inconsistent standards and procedures relating to the imaging of
accounts payable documentation for information processed by the County Clerk’s
office, Countryside Nursing Home, Highway Department, and Human Services
Department. At the present time, all vouchers and supporting documentation for
departments that have payments directly entered and processed by the County
Clerk’'s office is scanned by staff centrally. Scanning is not being done at the
outlying locations.

RECOMMENDATION 5.3-4a: The County should include funding in the 2008 budget to
purchase scanners for the three departments that enter their own accounts payable
source data so that vouchers and other supporting information necessary for payment of
invoices can be electronically imaged and retrieved by central accounting staff. FISCAL
IMPACT: $1,800 (3 desktop scanners at $600 each). NON-FISCAL IMPACTS:

e Increased productivity since documents can be distributed to multiple users in less time
than it takes to photocopy them and send to the Courthouse or other requesters.
Additionally, staff will be freed up from searching for misplaced or lost information since
they are electronically stored and indexed.
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Reduced physical storage space since copies can simply be printed or emailed allowing
file cabinets to be eliminated and providing room to grow.

Flexible document security since access to sensitive information can be controlled, which
also limits liability by helping you control access to sensitive data.

Fast, complete, and secure backups, which will protect vital records against disaster.

RECOMMENDATION 5.3-4b: The County should develop a policy that clearly establishes
the processes, timelines, and other expectations so departments effectively implement the
imaging of accounting documents. NON-FISCAL IMPACTS: Clarity in expectations and
responsibilities for managing the electronic imaging process.

Finding 5.3-5: There is a need for a more formalized communication system and training

program to provide a forum for the County Clerk’s office to educate individuals in
all departments on accounting practices and procedures. Since staff in all
departments is involved in providing data for accounts payable and payroll
purposes (mostly manual), it is critical to have opportunities to educate them on
necessary changes to, or reinforcement of processes and procedures to avoid
common mistakes and enhance the quality of data submitted.

In recent years, accounting staff in the County Clerk’s office have created
“performance standards” that document key processes including voucher
eniry/check processing, payroll deduction processing, 1099 yearly processing,
etc. In the case of the voucher entry/check processing standards, staff in the
County Clerk’s office has provided training to individuals at Countryside, Highway,
and Human Services that are responsible for entering their own accounts payable
transactions into the Oracle-JD Edwards system.

Additionally, training has been provided at a monthly department head meeting on
how to utilize the recently created electronic payment voucher form. As
opportunities increase for departments to directly access systems or interfaces
that reduce the level of data entry by accounting staff, training needs will increase
to ensure that consistent standards and policies are followed, and to make sure
that there is understanding of appropriate internal controls.

As noted above, there is also an increased need to provide ftraining to
departments to be able to access account status and run reports as necessary.
While some departments can access the system to check account status, there is
some confusion as to how to interpret the data. If training were provided on how
to run and interpret the reports, it could serve to limit the number of special
requests for reports that the County Clerk’s office has been willing to provide, but
that take time to produce in addition to other duties.
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RECOMMENDATION 5.3-5a: The Accounting Manager and appropriate staff in the County
Clerk’s office should develop a formal training program that is required for all new
employees that will be responsible for accounting and payroll processing tasks in
departments. The training should provide an overview of the County’s accounting
systems as well as on-line tools and templates (e.g., payment voucher form and
purchasing requisition form) that will be most frequently utilized by the employees. In
addition, detailed instruction on the key processes, procedures, and timelines for
accounting and payroll functions should be outlined and shared. This training should be
incorporated into the orientation process for new employees with primary or secondary
responsibility for financial functions. It is also critical that this training be provided by
accounting staff, rather than relying on operating department employees with
responsibility for the function, since they may not be aware of all necessary practices.
This training will be critical as the County investigates and develops data input
procedures that rely on departments to enter more of the source information directly into
templates that interface with the accounting system. NON-FISCAL IMPACT: Provide staff
with an increased ability to be productive and avoid mistakes that require intervention or rework
by accounts payable staff.

RECOMMENDATION 5.3-5b: The Accounting Manager should create a formal Oracle-JdD
Edwards user group that encourages two-way feedback, provides an opportunity to
discuss issues of mutual concern, allows for training on how to address the most common
errors tracked by accounting staff, seeks input on policy or procedural changes, and
provides refreshers on existing processes and report generation. The user group should
meet at least semi-annually or potentially more frequently if major system or process
changes are being implemented. In the near term, this should be a smaller subset of
power users in the departments that are responsible for data entry and management of
their financial data (e.g., Countryside, Highway, and Human Services) and could then be
expanded as other departments interact more directly with the accounting system.
NON-FISCAL IMPACTS:

e Improve the opportunities to ensure that information is timely, accurate, and in
compliance with policies and procedures.

e Improve the ability of the Accounting Manager and other accounting staff, and external
department staff to engage each other in a formal setting to discuss potential
improvements to processes or to discuss the feasibility or impacts or proposed changes.

s Provide a proactive setting that can lead to a greater ability to provide training that can
reduce errors.

Finding 5.3-6: The respective roles between the MIS Department and the County Clerk’s office
with respect to the operation and administration of the County’s IP telephony
system, Centrex system, and cellular phones are unclear. While the County
Clerk’s office is responsible for billing to departments for both the Centrex and P
telephony system, there is additional support provided by the County Clerk’s
office relative to problem-solving for both systems, although a majority are related
to the Centrex system. Much of the reason for creating the current roles was to
add a level of control to limit the ability of departments to order their own phone
lines. The County has seen a dramatic reduction in the number of Centrex lines
over the last several years. Additionally, billing has become much more complex
with the new phone system.
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The County has assigned responsibility for the newly installed IP telephony
system to the MIS Department, with the exception of billing, which is managed by
the County Clerk’s office. The overall management of all phones could benefit
from more centralized control.

RECOMMENDATION 5.3-6a: The County should transfer all issues regarding the operation
and support of all phone systems to the MIS Department. This should include ordering
and setup of new lines, ordering and set-up of new phones, user training, and trouble-
shooting. This will allow the staff in the County Clerk’s office to focus strictly on
accounting related functions which will be necessary as the potential transition occurs to
a new organizational model discussed in Finding 5.1-1, as well as allowing staff to focus
efforts on the strategic priorities directly impacting their operations. NON-FISCAL
IMPACT: Single-point accountability and coordination of phone system support.

RECOMMENDATION 5.3-6b: Accounting staff in the County Clerk’s office (or Finance
Department upon implementation of Recommendations 5.1-1a and 5.1-1b) should continue
to prepare the interdepartmental billings for the phone system. The MIS department and
Lead Accounts Payable Clerk should jointly develop a form and/or notification process
that must be completed each time a new phone line is added or removed. NON-FISCAL
IMPACT: Facilitation of adequate information sharing for billing purposes.

Finding 5.3-7: There is a need to develop improved systems of communication between Human
Resources and the County Clerk’s office to ensure that appropriate information is
coordinated for issues associated with employee benefit and leave issues that
impact payroll processing so that errors are not made in the continuation of
benefits, or relative to employee charges for benefits.

RECOMMENDATION 5.3-7a: The Human Resources Director and County Clerk’s office
payroll staff should identify all areas in which information generated in one department is
used by the other (e.g., benefits changes, family and medical leave notifications, workers
compensation claims) and identify those instances where information is received
manually, entered more than once, is not shared as timely as it should be, or in which
inaccuracy is common. The goal should be to ensure that internal controls and privacy is
maintained, but also ensures that accurate data is provided without requiring unnecessary
manual steps. The MIS Department should be consulted to ensure that each process is
automated as appropriate. NON-FISCAL IMPACT: Improved lines of communication and
more timely sharing of data.

5.4 County Treasurer

The County Treasurer is an elected position. Duties, responsibilities, and services provided by
the County Treasurer are proscribed in Wisconsin Statutes chapters 59, 70 and 74. The primary
functions of the County Treasurer include:

» Receive all monies from all sources belonging to the County and all other monies by
statutes or County ordinances;

¢ Pay out all monies belonging to the County only on order of the County Board, signed by
the County Clerk and countersigned by the County Chairperson;

o Maintain a true and correct amount of the receipt and expenditures of all monies;

o Deposit all money received from departments and all receipts collected by the County
Treasurer;
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e Oversee recording of real estate and personal property tax payments made to County
Municipalities, prepares and reviews tax rolls, posts payments and prepares balance
sheets for amounts due to tax levying jurisdictions; and

¢ Foreclose on tax delinquent property.

FIGURE 16 provides a summary of total revenues and expenditures for the County Treasurer for

2005 and 2006, with a comparison to 2007 budget.

The 2007 budget includes approximately

$550,000 in increased revenue from interest and dividends on investments. Wages and benefits
for the County Treasurer represent approximately 71% of total expenditures.

FIGURE 16
Summary of County Treasurer Revenues & Expenditures
2005 and 2006 Actual, 2007 Budget

2005 Actual | 2006 Actual |2007 Budget
Revenues
1401 County Treasurer” $1,619,992 | $2,416,063 | $1,858,300
1402 Tax Deed Expense $59,120 $312 $25,250
1403 Sale of Maps & Plat Books $6,369 $5,251 $6,000
Total Revenues $1,685,481 | $2,421,626 | $1,889,550
Expenditures
1401 County Treasurer
Wages and Benefits $144,422 $158,732 $161,649
Operating Expenses 21,355 51,748 33,644
Capital Outlay 0 0 0
Sub Total $165,777 $210,480 $195,293
1402 Tax Deed Expense
Wages and Benefits $0 $0 $0
Operating Expenses 21,947 18,598 25,250
Capital Outlay 0 0 0
Sub Total $21,947 $18,598 $25,250
1403 Sale of Maps & Plat Books
Wages and Benefits $0 $0 $0
Operating Expenses 8,100 2,700 7,000
Capital Outlay 0 0 0
Sub Total $8,100 $2,700 $7,000
Total Expenditures $195,824 $231,778 $227,543
Tax Levy ($1,489,657)] ($2,189,848)| ($1,662,007)
Tax Levy % of Expenditures n/a n/a n/a

Notes:

! Includes various County-wide revenue sources such as interest on
taxes, interest and dividends on investments.

*Annual fluctuations are due primarily to interest income differences.
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County Treasurer’s Office Findings, Recommendations and Observations

Finding 5.4-1: While most departments generally indicated that they consistently try to deposit
funds received from operations on at least a weekly basis, there is no
documented policy in place to require deposit of funds at this interval. This issue
was noted in the most recent management letter from the County’s external
auditor, and language has been included in the revisions to the County’s
investment policy that is being considered by the Finance Committee.

RECOMMENDATION 5.4-1a: The County Treasurer should enhance the language in the
revised investment policy related to requiring departments to “remit funds at least weekly”
to include policies and procedures that discuss the flow of data, required forms, and
internal control processes. The policies and procedures should further identify minimum
dollar thresholds at which deposits would be required on a more frequent than weekly
basis. NON-FISCAL IMPACT: Ensures clarity of policies and procedures and provides
documentation for reference and knowledge transfer. Reduces risk of inaccurate accounting for
cash received and potential loss of funds, and to the extent that deposits are material in value,
cash flow and interest income may be improved. A moderate time investment by the County
Treasurer is anticipated to develop the policies and procedures.

Finding 5.4-2: The County Treasurer does not have documented policies and procedures
regarding cash controls (e.g., for cash drawers) and deposit intervals.

RECOMMENDATION 5.4-2a: The County Treasurer should develop, document, and
communicate policies and procedures to ensure adequate cash controls and to define
deposit requirements, including dollar thresholds at which County Treasurer deposits
must be made. NON-FISCAL IMPACT: Ensures clarity of policies and procedures and
provides documentation for reference and knowledge transfer. Also reduces the risk of loss. A
moderate time investment by the County Treasurer is anticipated to develop the policies and
procedures.

Finding 5.4-3: The County Treasurer’s office can benefit from certain banking services, such as
positive pay, and electronic imaging of checks. Although these services are not
available though its current banking relationship, the County has not placed a
high priority on solicited bids for banking services to see if other institutions can
provide improved services with comparable fees.

RECOMMENDATION 5.4-3a: The County Treasurer should solicit bids for banking
services, including such things as electronic imaging of checks, positive pay verification,
and lock boxes to evaluate cost-effective alternatives for banking services and to assess
the cost-benefit of new services not currently available to the County. The County
Treasurer should also implement a practice of soliciting bids for banking services on a
periodic basis (e.g., every five years), to ensure that it receives competitive pricing for
banking services, as well as to ensure that the County receives the array of banking
services necessary for the County Treasurer’s office to operate efficiently and effectively.
FISCAL IMPACT: Ensures competitive pricing for banking services. NON-FISCAL IMPACT:
Provides opportunity to analyze the cost and benefit of services (e.g., to determine whether the
efficiency gained by obtaining electronic checks will be greater or less than the cost of obtaining
electronic checks as a banking service).
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Finding 5.4-3: Procedurally, the County Treasurer's office may increase efficiency from a
taxation system that seamlessly integrates real time data from municipalities with
County data. The County’'s system does not currently provide this level of
integration; rather, local municipality data are uploaded into the County’s system
using a CD, which requires a slight delay in the integration of local and county
information.

CONCLUSION: It is anticipated that a large scale system enhancement or replacement
would be required to achieve this level of integration. Further, it would be necessary to
gain agreement from all municipalities to implement the integrated system. While real
time integration of local and county data would be an improvement to the current system,
the costs of obtaining this level of integration is expected to outweigh the benefits, due to
the seasonality of the tax data process and manageability of the volume of data
transferred. Comparatively, large Wisconsin counties including Dane County and
Waukesha County do not currently have real time integration of local and county data for
tax processing. Despite technological improvement opportunities, Jefferson County’s
current system for processing local taxes is at parity with the industry standard for
Wisconsin counties in terms of integrating local and county data.

Finding 5.4-4: Search capabilities in the receipting system are limited, which results in
cumbersome retrieval of financial receipt data.

CONCLUSION: The County Treasurer indicates that there is an infrequent need to
research financial receipting, and difficulties only arise when a customer does not
correctly recall the timeframe in which the transaction took place. Further analysis of this
issue shows that the ability to search by customer name is available in the JD Edwards
system using a “display spool file” feature, and selecting the “find option.” The County
Clerk’s office is familiar with this feature, and it is anticipated that very brief training
would be required for County Treasurer staff to ensure full use of the system’s
functionality to improve efficiency relative to receipt date retrieval.
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DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority Sh.o ftterm;(1°6mos) Suggested Action Steps Stakeholder Assigned to Monitoring Responsibility
medium term (6-12 mos) Concurrence
Number Number
- Determine approach for strategic planning (e.g., internal or external)
- Identify participating stakeholders/participants and assign roles and responsibilities
41-1a 13 Impl County-wide strategic planning High Short term - Seek guidance from peer counties as deemed appropriate Board Chair County Board
B process - Develop strategies and action steps
- Implement strategic plan
- Measure progress/results
- Review current structure
Review and realign County Board committee . - Evaluate alternative structures .
4.1-1b 13 structure Meoium Longiterm - Determine and implement structure changes Soardchalr County Board
- Communicate changes to affected parties
Develop standard financial summary report - Determine content and format of the summary tool
4.1-2a 14 format for quarterly presentation to the Medium Short term - Create the summary tool Finance Manager County Administrator
County Board - Implement the format and distribute quarterly
, - Create and adopt a policy to establish framework 5 P
4.2-1a 17 D:{‘;i':::;;::‘:;:’: :':egfla.% :Lasuremen t Medium Medium term - Identify stakeholders to be involved in developing the framework County Administrator /égrrglmmisr::tlve & Rules
P 9 - Develop and implement framework (4.2-1b, and 4.2-1c are sequential next steps)
= ez g - Identify stakeholders to be trained L .
4.2-1b 17 Prkonde "a'.n m%:o :;zl::at::;?:eg:surement Medium Medium term - Develop a training plan County Administrator ét;rr:lmmisé;ztwe & RUES
o gorp - Schedule and deliver training
- Evaluate measurement options that effectively gauge progress toward goals
4.2-1¢c 17 Develop meaningful performance metrics Medium Medium term Isn?::;:n::la::rde:?nl::ulrr\?g?emrﬁgzires Department Heads County Administrator
- Monitor results
- Develop document showing alignment of financial resources with articulated strategy
Enhance budget process by aligning resource| = % - Incorporate performance measures s . ,
421d 17 1l i with arti d gy High Medium term - Develop training program and deliver training regarding budget process (County Adminisiratar Finance Committee
- Implement and distribute alignment document to policy makers
. - Identify stakeholders to be involved in the development of a standard format
Develop standard report format to summarize ! . - Determine and create the format . Administrative & Rules
4.2-2a 19 departmental progress toward goals and Medium Medium term ~ Implement and communicate the format County Administrator Committee
issues with policy implications ~ Moﬁmor —
- Forecast vacancies
- Project future needs
E ish and i a o - Align succession efforts with vision of future needs and strategic planning
4.3-1a 20 — 9 High Medium term - Identify internal talent and talent needs, develop and retain talent County Administrator County Board
P - Develop recruitment and hiring strategy
- Establish transition processes
- Communicate efforts
- Prepare and adopt resolution to eliminate requirement that governing body approves hires
. " - already approved in budget
432 22 fRerwse .t:,’:nasp :lrov:I proc:s: t:ifrlillavacancues High Short term - Articulate new roles and responsibilities County Administrator Human Resources
-oea do po‘s i th ;ea ‘y approvef 9 - Ensure that accountabilities for monitoring budget are included in performance Committee
Sparmentoucge) management tool for each Department head
- Communicate changes to appropriate parties
- Communicate requirement regarding policies and procedures to department heads
Define critical work tasks and document . " - Identify critical tasks i
- . . Department H County Administrator
43-3a 28 policies and procedures for each department High Meditrterm - Document detailed policies and procedures P eads ty
- Distribute documentation as appropriate
g - Identify key functions in all departments
4.3-3b 23 :Esta:hsh !:aclltl :p St;" arrtangements forkey High Short term - Determine staff back up arrangements Department Heads County Administrator
unctions inal.ceparimen's - Implement and communicate staff back up arrangements
Implement cross-training plan for back up @ - Create training plan D H unty Administ
433 2 staff arrangements High Short term - Schedule and deliver training for staff with back -up assignments epartmisnt toaus Coliity inistrator
- Develop inventory of fees charged
E d tance of credit card payments - Determine fees that can be paid by credit card
4.4-1a 24 fxpan atccep nce of credit card payme! Medium Medium term - Evaluate services and vendors for credit card payment Finance/Accounting Manager County Administrator
rom customers - Determine credit card implementation plan
- Communicate options and requirements
44-1b 24 Develop_procedures to ensure that_.c r:adn:ard Medium Medium term - Develop and document procedures for reconciling credit card transactions Finance/Accounting Manager County Administrator
: osted ate, 4 an edl - Communicate and implement procedures County Treasurer
- Identify and document functional responsibilities of staff
R i ibility for ing and . - Identify and document reporting structure & o
B % . L " inty Administrator County Board
s.1-1a 30 payroll functions to Administration Figh Shorttenm - Communicate modifications to affected parties GountyA y
- Transition per 5.1-1b
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DRAFT
Timeline
Report Report
. . - short term (1-6 mos) 3 Stakeholder = o -
Recommendation | Page Recommendation Priority medium term (6-12 mos) Suggested Action Steps Concurrence Assigned to Monitoring Responsibility
Number Number
Iong term (12-24 mos)
- Develop reclassification and compensation adjustments
- Assess staffing, including:
- Identify dates for the phasing of staff reassignments between the County Clerk's office
and Finance Department
Create a detailed transition plan relative to - Identify opportunities to transfer functions
” staff and space relative to transferring A . - Establish interdepartmental agreements regarding back-up staff arrangements County Administrator
s:1:1b, = accounting and financial functions to the High Mediumiterm - Analyze impact of the current cross-training of staff to ensure that support of the County Clerk County Board
County Administrator’s Office statutorily required activities will continue to be performed in the County Clerk's office and
that the accounting and payroll workload can be handled by staff relocated to the Finance
Department
- Analyze need to provide staff training
- Conduct space planning
p f k for - Schedule weekly meetings to develop action steps and discuss transition status Administrative & Rules
5.1-1c 32 ing and fi High Long term - Jointly review budget instructions memo County Administrator Goritics
functions to the County Administrator’s office - Incorporate Accounting Manager in department budget meetings
- Refine agenda to include:
- Discussion of operational directives
. - Review Board action items o .
5.1-2a 32 ::e:;rtli‘:] agenda for monthly department head Low Short term - Discuss special projects County Administrator ér;r;:;isnt;aetlve < ules
9 - Discuss administrative issues (e.g., budget development)
- Provide management training (as necessary)
- Open forum for department discussion of issues and events
Formalize tools to communicate new . ) Develor_x memoranda and r?ther slandar_dlz_ed tools s Administrative & Rules
5.1-2b 33 SRR Medium Short term - Determine schedule for using communication tools County Administrator 2
initiatives to department heads T Committee
- Implement and distribute tools
- Assign responsibility for taking department head meeting minutes to the Administrative
Document and distribute minutes from Secretary o Administrative & Rules
s:1:2¢ £8) department head meetings kow Sfortem - Determine content, format and schedule for distributing minutes Lounty/Administrator Committee
- Forward minutes to departments per plan
- ldentify anniversary dates of reviewees
Create an annual calendar for scheduling : - Create review calendar with milestones for actions necessary before review is conducted . Administrative & Rules
oilz3a A department heads’ performance evaluations Medium Short term - Notify reviewees of scheduled review dates County Administrator Committee
- Conduct reviews per schedule
S line the of new vendors to . : - Assign responsibility for creating new vendors to the lead accounts payable clerk . " -
ol o accounts payables system Medium Medium term - Document and communicate process modification to affected staff fiinanee/AccountingiManager County Administrator
- Identify content and format of new vendor submission form
Create standard on-line new vendor i - Ensure on-line availability . . oot
5.1-4b 34 submission form Low Medium term - Update policies and procedures to reflect process change Finance/Accounting Manager County Administrator
- Notify affected staff of form/process change
Ersur supervior sprovl o thesclion o e e o S e
5.1-4c 35  |of each new vendor to the accounts payable High Short term Y PP V P 9 Finance/Accounting Manager County Administrator

5.2-1a

38

Increase human resources staff level to the
average of peer counties

High

Medium term

- Communicate process change to affected staff

- Document the process control in policies and procedures

- Confirm functional requirements for position
- Develop and document position description

- Establish compensation range

- Seek and obtain budget approval for position
- Recruit and hire

- Communicate staffing changes and assignments to affected parties

5.2-2a

40

Enhance and implement Human Resource
Department’s recruitment summary tool

Medium

Medium term

Human Resources Manager

Human Resources
Committee

- Confirm tool enhancements

- Make modifications to the recruitment summary tool

- Document requirement to use the recruitment summary tool in department policies and
procedures

- Communicate process to affected staff

- Implement consistent use of the tool

Human Resources Manager

Administrator

5.2-2b

a4

Ensure department approval of position
advertising materials

Medium

Medium term

- Introduce the recruitment summary tool to departments and communicate new process
- Obtain department approval per implementation of the recruitment summary tool (5.2-2a)

Human Resources Manager

County Administrator

5.2-2¢

41

Track and trend effectiveness of recruitment
advertising media

Medium

Medium term

- Determine method of tracking and trending advertising information

- Create the tool for tracking and trending and establish schedule for analysis
- Document the process change in department policies and procedures

- Communicate process change to affected staff, and train as necessary

- Monitor results

Human Resources Manager

County Administrator

5.2-2d

41

|Standardize process and tool for screening
application

Medium

Medium term

- Confirm content and format to be used
- Create standardized screening tool
- Document the process change in department policies and procedures

Human Resources Manager

County Administrator

- Communicate process change to affected staff and train as necessary
'age 2 ol



Jefferson County, Wisconsin
Administrative Services Operational Audit
Implementation Plan Framework

DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority sh_o It torm (1-6mos) Suggested Action Steps Stakeholder Assigned to Monitoring Responsibility
NiiifiBar Nirabor medium term (6-12 mos) Concurrence
long term (12-24 mos)
- Determine questions to be asked and format to be used for questionnaire
- Create the questionnaire and determine schedule for distribution
annual qu ire regarding - Create an analysis plan for the information that will be received
5.2-2¢ 42 " . Low Long term - Assign staff responsibility for administering the questionnaire and provide training as Human Resources Manager County Administrator
recruitment services risadad
- Distribute and analyze the questionnaire per plan
- Monitor results and use to inform continual improvement efforts
- Prepare a training program to enhance understanding (e.g., may be literature vs. in-person
training)
5.2-3a 43 Feclassiﬁcati:an 'p ur;‘;c;::lan d pron;e:; Medium Short term ) g:i/be“f:: ;ir:il:éng schiedule, Human Resources Manager County Administrator
- Link reclassification process to performance evaluation process
- Monitor results
- Discuss proposed change with affected parties
[o i fi of bargaining i - Confirm and communicate changes to affected parties Human Resources Manager 2
52:4a 43 agreement documents in County offices Low MEEIUmTtS - Establish schedule for drafting aad finalizing documents Corporation Counsel ¢ County Administrator
- Communicate document availability and schedule to affected parties
- Prepare a training program to enhance understanding
Enhance training for use of the County’s 9 Medium term - Establish training schedule .
5.2-5a 44 performance evaluation tools High “after 5.9-7a* - Deliver training 9 Human Resources Manager County Administrator
- Monitor results
- Establish a process to select appropriate reviewers
Ensure appropriate selection of evaluators - Incorporate questions on the evaluation tool that substantiate a close working relationship
5.2-5b 44  |who provide input using the County’s 360- High Medium term (e.g., frequency of professional contact) Human Resources Manager County Administrator
degree evaluation tool - Document policy change in HR policies and procedures
- Communicate changes to affected parties and implement process changes
. ; . : - Confirm policy and practice modification
5.2-6a 45 nge';ys::’f‘::‘:::nv;tzgo‘:s; ;lge::vg:ose High Medium term = Documeqt the policy gnd process modification in HR policies and procedures Human Resqu_rces Manager Human_ Resources
performance evaluations are incomplete 3 Con_\munlcate the_ POlICy and process change t'o c_ounty employees County Administrator Committee
- Assign responsibility and develop tool for monitoring results
- Modify performance evaluation tool to require narrative substantiation of all rankings
Revise performance evaluation tool and = Modif){ performance_ _evalue_n_ion tool to target the areas evaluated on the primary
5.2-7a 45 ranking substantiation requirements on High Medium term exp_ectanons forispecific p0§|t|ons . Human Resources Manager ““ma'? Resalirces
erformance evaluation form = Lmk_performance evaluatloq tool to the County strategic plan Committee
P - Modify performance evaluation tool to ensure that goals are set and that outcomes are
measurable
e i . - Identify HR staff to be trained
o il human . . Medium term - Communicate assignment to the HR staff and train 5
5.2:84 % rsnt::fe:;:a::zt:;::tr::r:;:::;:r‘::::ii:n High *after 5.2-1a" - Communicate point of contact information to the departments Human Resources Manger CountyAdministrator
- Consistently review performance evaluations from departments
5.2.92 a7 Contlinue_use_ qf_Krono_s system for NA NA NA NA NA
eping via time clock
Develop and implement an on-line - Identify and cqnflrm specifications to be included in the systen_'l _
< 7 P - Develop a project budget for the system development and training
ping system for all employees (with - Seek and obtain budget approval for the effort Human R es Manager
5.2-9b 48 exception of regular time recorded through a High Short term get approval for the effo um esourc g County Administrator
time clock) and ensure direct interface with B Devglop e syst_em andiest o MIS
JD Edwards payroll module = Real!gn sta\_ff_assgnments based on elimination of manual processes
- Provide training to affected employees
Use a single data source to align position - Determine the data source to be used for position control and budget development Human Resources Manager
5.2-10a 49 control and budget projections for wages and| Medium Medium term - Establish schedule for the availability of data needed to prepare budget Fi : County Administrator
y i : inance/Accounting Manager
benefits - Document and communicate process change to affected parties
Implement review of wage and benefit
5.2-10b 49 spreadsheets as an internal control for Medium Medium term - Identify reviewers and assign responsibility Human Resources Manager County Administrator

accuracy prior to distributing budget

Implement proactive review of revenue and

- Implement review process

- Determine content and format of revenue and expenditure information to be reviewed
- Prepare on-going schedule for review process

Finance/Accounting Manager

5.3-1a 51 - " High Short term - Assign responsibilities for preparing budget information Finance/Accounting Manager County Administrator
Sxpenditure reports Withdepartmsnts - Communicate collaborative review process and schedule to departments
- Conduct review meetings
- Determine best method for giving departments access to account information
53-1b 51 Increase the ability of departments to access Medium Medium term - Identify which employees need access Finance/Accounting Manager County Administrator

account information independently

- Grant access
- Provide training to affected employees

Page 3 of 4



Jefferson County, Wisconsin
Administrative Services Operational Audit
Implementation Plan Framework

DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority m::i‘:::ntf;:‘(::‘;":gs) Suggested Action Steps g;?fu':f::‘z; Assigned to Monitoring Responsibility
Number Number
long term (12-24 mos)
- Define and confirm features that would be necessary to make the voucher entry
enhancement beneficial
2k . - Assign responsibility for conducting research and development
direct \;'oucrt\:f;ntr o f:'wmdet‘:lat int rfa d =Conddcteicostibenelitianatysis Fi e/ A ting M.
5.3-2a 52 directly with JD E v progra nuiacs Low Medium term - Seek and obtain budget authority for enhancement Mlnsa hegiecounming Managen County Administrator
modul:': Had - Implement the system
- Develop, document and communicate standardized policies and procedures for using the
system
- Provide training to affected staff
. . - - Confirm process change with affected parties
5.3-3a 54 Elimingto goveirnmem body/committesreview Medium e Shortterm % - Establish, document and communicate changes to policies and procedures regarding Finance Committee County Board
of vouchers prior to payment after 5.3-3b & ¢! )
review and payment of vouchers
" o - Establish threshold at which pre-approval of vouchers is required based on risk
5.3-3b 54 t’vz?:r:ep'::_!;i:gg:‘:: g ::\:':;;:‘:srz::::r:‘d Medium Short term assessment by Board, comparative analysis, and operational efficiency Finance Committee County Board
- Document and communicate the updated policy to affected staff
- Determine the content and format of information for the invoice summary
Develop a summary of invoices paid for . - Prepare the invoice summary tool " . " ;
8:33¢ 54 monthly distribution to oversight committees Medium Shorterm - Establish distribution schedule for the invoice summary tool Finance/Accounting Manager Finance Gommitiee
- Implement consistent use of the tool
Acquire scanners and image vouchers and - Research/confirm cost for equipment
5.3-4a 54 suppo_rtlng documentation in/departmonts Medium i Shor tem i - Seek and obtain budget authority for scanners Finance/Accounting Manager County Administrator
that directly enter accounts payable source after 5.3-4b MIS
data
. . - Identify documents/types of information to be imaged
5.3-4b 55 gfzjbzﬁiﬁ;l;cgc?::;fe scanning.of Medium Medium term - Establish and document policy and process for imaging Finance/Accounting Manager County Administrator
- Communicate requirement/process for imaging to departments
- Identify content areas for training and develop training methodology and materials (e.g.,
Develop formal training program for staff with reteren_ce guide for use following formal training) !
5.3-5a 56 accounting and payroll responsibilities Medium Medium term - [dentify staff to be trained Finance/Accounting Manager County Administrator
- Prepare training schedule and notify trainees
- Deliver training
- Assign responsibility for coordinating the user group
- Identify potential user group participants
5.3-5b 56 Establish a user group for Oracle-JD Edwards| Medium Medium term - Create a methodology to determine topics to be discussed at user group meetings Finance/Accounting Manager County Administrator
- Schedule user group meetings and notify participants
- Conduct user group meetings
PR g - Inventory and document the responsibilities of telephone system coordination
5.3-6a 57 :L:r:::{m e Dep:x;:‘tww and | \edium Short term - Notify affected parties ﬁ(l:;nty Clerk County Administrator
- Transfer files, documents, etc.
Continue interdepartmental billing
5.3-6b 57  |prep for the telephone system in the NA NA NA NA NA
County Clerk’s office
Identify all information shared between the - Inventory information shared between the departments
Human Resources Department and County - Identify and document process and information owners in each department
Clerk’s office and takes steps to ensure that - Assess where accuracy and internal control may be compromised or efforts duplicated Human Resolrces Manager 5 o
5.3-7a 57 Medium Medium term County Clerk County Administrator

5.4-1a

59

efforts are not duplicated, accuracy is

d, internal controls are in place and
that privacy is maintained

Implement deposit policies and procedures
for departments

Medium

Medium term

- Streamline processes/process ownership based on assessment
- Realign staff responsibilities based on streamlining efforts
- Document and communicate policy and procedure changes

- Establish deposit policies and procedures regarding deposit requirements, including dollar
threshold

- Document policies and procedures regarding deposit requirements
- Communicate deposit requirements and thresholds to departments

Finance/Accounting Manager

County Treasurer

Finance Committee

5.4-2a

59

policies and procedures to ensure
cash control and define deposit requirements

Medium

Medium term

- Establish deposit policies and procedures regarding deposit requirements, including dollar
threshold

- Document policies and procedures regarding deposit requirements

- Communicate deposit requirements and thresholds to affected staff

County Treasurer

Finance Committee

5.4-3a

59

Seek bids for banking services

Medium

Short term

- Prepare RFP
- Evaluate alternatives/do cost benefit analysis
- Implement decision

County Treasurer

Finance Committee
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

. County R

Human Resources

Is your HR function centrallzed or decentrallzed by

' Jéﬁéfson Couhty '

department? Centralized
# of HR FTE (“central office") or centralized 3

# FTE dedicated to HR functions within departments 0.2-0.5
What, if any, HR IT system is utilized? JDE

Are job reclassification requests accepted and reviewed once

Once per year

per year or throughout the year’)
Payroll : L

Are Payroll staff located in HR? Finance? Both? Other?

Clerk (timekeeping in HR and departments)

Is your Payroll function centralized or decentralized by
department?

Centralized (timekeeping in departments and HR)

# of Payroll FTE ("central office") or centralized 1.25
# FTE dedicated to payroll functions in departments 0
What, if any, Payroll IT system is utilized? JDE

Is Time Recording performed as part of the Payroll function or
is it decentralized by department?

# of Time Recording FTE ("central office") or centralized

# FTE dedicated to Time Recording functions in departments

What, if any, Time Recording IT system is utilized?

Kronos for regular time on timeclock and manual

Is time recorded online or manually?

Manual

Are exempt employees required to complete time cards?

Yes

If yes, what is recorded (i.e., time in time out, total hours, or
exceptions only)?

Time in and out and total hours

Clerk :
# of Clerk's Offlce FTE

575

What role does the Clerk's office play in overaif county
reception?

Counter staff provide reception for customers

Is there a shared staffing between the Clerk and other offices?

No

Finance =

is your Finance function centralized or decentralized by
department?

Decentralized

# of Finance FTE ("central office") or centralized 1.75

# FTE dedicated to Finance/Accounting functions within 75
departments '

Do departments enter AP data directly or is this centralized? Centralized
Do departments enter AR data directly or is this centralized? Centralized

Virchow, Krause & Company, LLP

October 1, 2007
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

. _ County R
Jefferson County

approvai for a purchase?

What, if any, Accounting/Financial IT System is utilized? JDE
Does the County utilize/require Purchase Orders? Yes

If yes, what is the dollar threshold for requiring the use of a $1.000
Purchase Order? ’

At what dollar threshold does the County require Board $25.000

What type of financial reporting does the Board receive and in
what time intervals?

Annual audited financial report, annual budget, department annual report

Administration

# of Administration FTE ("central office”)

3,,,,

Please provide Position Titles (and job descriptions, if you feel
necessary) for your Administrative Staff

County Administrator
Administrative Secretary
Management Analyst

County Treasurer = i
# of County Treasurer FTE

,2;5 .

What, if any, IT System is used for processing tax bills and
collecting payments?

Marathon County - modified for Jefferson County

General.

Does the County accept credit card payments?

Clerk of Courts accepts credit card payments

If the county does accept credit card payments, how are fees
managed (e.g., are they passed on to the customer?)

Fees incurred by customer and adminstered by third party

Virchow, Krause & Company, LLP

October 1, 2007
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire =~

jHuman Resources : . S
Is your HR function centrallzed or decentrallzed by
department?

Centralized

# of HR FTE (“central office") or centralized

5

# FTE dedicated to HR functions within depariments

2 (Nursing Home)

What, if any, HR IT system is utilized?

Oracle-J D Edwards A73

Are job reclassification requests accepted and reviewed once

Union-negotiated. Non-union-Upon qualifications approved by HR

per year or throughout the year'?
[Payroll o e

Are Payroll staff located in HR? Finance? Both? Other?

Commmee

Health Facmty and nghway have payroll staff
Finance responsible for payroll for other departments

Is your Payroll function centralized or decentralized by
department?

Health Facility and Highway have payroli function
Payroll function is centralized for other departments
Benefit reporting and payment is centralized

# of Payroll FTE ("central office") or centralized

2

# FTE dedicated to payroll functions in departments

Health Facility-1.5 & Highway .5

What, if any, Payroll IT system is utilized?

Oracle-J D Edwards A73

Is Time Recording performed as part of the Payroll function or

Central-EE timesheets Health Fac-Kronos Highway-timesheet and time

is it decentralized by department? dispatch
# of Time Recording FTE ("central office") or centralized 0
# FTE dedicated to Time Recording functions in departments 0

What, if any, Time Recording IT system is utilized?

Health Facilitiy-Kronos

Is time recorded online or manually?

Card in and out and interfaced to JDE

Are exempt employees required to complete time cards?

Yes, except elected (bi-weekly)

If yes, what is recorded (i.e., time in time out, total hours, or
exceptlons onIy)

Time by pay type (e.g. comp. time accrual)

Clerk : . e
# of Clerk s Offlce FTE

2.5,’includingclerk T

What role does the Clerk's office play in overall county
reception?

County board, marriage/conservation lic., pub.rec.custodian, telephone
reception, information

Is there a shared staffing between the Clerk and other offices?

No

{Finance

Is your Finance function centralized or decentralized by
department?

”AII Otheyr-CéntréIi“zed, Health Facility, Highway, Human Services and
Health have financial functions
Financial functions are centralized for all other departments

# of Finance FTE ("central office") or ceniralized

4

# FTE dedicated to Finance/Accounting functions within
departments

Health Facility-1.25 & Highway 1.5

Do departments enter AP data directly or is this centralized?

Health Facility and Highway enter directly
Entry is centralized for all other depariments

Do departments enter AR data directly or is this centralized?

Health Facility, Highway and Sheriff enter directly
Entry centralized for all other depariments

Virchow, Krause & Company, LLP
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire _fesponse a0
Dodge
Health Facilty-Keane
. ) ; . N Highway-JDE
?
What, if any, Accounting/Financial {T System is utilized? Sheriff-Tiburon

All other departments - JDE

Does the County utilize/require Purchase Orders?

Yes, for qualified situations {(equipment and non-emergency supplies)

If yes, what is the dollar threshold for requiring the use of a
Purchase Order?

None specified

At what dollar threshold does the County require Board
approval for a purchase?

IT, Health Facility-$30K
Highway-$30K (Veh.& Equip.) Contracted Serv-$0
All other departments $15K

What type of financial reporting does the Board receive and in
what time intervals?

Annual audited financial report, annual budget, department annual report

Administration’

# of Administration FTE ("central office")

2

Please provide Position Titles (and job descriptions, if you feel
necessary) for your Administrative Staff

Administrative Secretary/Administrative Coordinator (Subject to Bd.Chr.-
Budget Proposer)

County Treasurer. =~ 00
# of County Treasurer FTE

45

What, if any, IT System is used for processing tax bills and

Marathon County-Modified for Dodge County

collecting payments?
General i

Does the County accept credit card payments?

Clerk of Courts and Treasurer accept credit card payments

If the county does accept credit card payments, how are fees

managed (e.g., are they passed on to the customer?)

Customer incurs fees

Virchow, Krause & Company, LLP
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire . =~

. County F

Ozaukee k

jHuman Resources =~ o a0
Is your HR function centralized or decentralized by

department? Centralized
# of HR FTE (“central office") or centralized 3.1
# FTE dedicated to HR functions within depariments 0

What, if any, HR IT system is utilized?

Great Plains Dynamics

Are job reclassification requests accepted and reviewed once

per year or throughout the year? Throughout
{Payroll CERE e 1
Are Payroll staff located in HR? Finance? Both? Other? Finance

Is your Payroll function centralized or decentralized by
department?

mostly centralized, Highway enters into a Project Accounting moduie

# of Payroll FTE ("central office") or centralized

1

# FTE dedicated to payroll functions in departments

1

What, if any, Payroll IT system is utilized?

Great Plains Dynamics

Is Time Recording performed as part of the Payroll function or
is it decentralized by department?

Decentralized

# of Time Recording FTE ("central office") or centralized

0

# FTE dedicated to Time Recording functions in departments

All employees fill out time card and supervisor reviews and approves,
posted in Finance

What, if any, Time Recording IT system is utilized?

None

Is time recorded online or manually?

Manually

Are exempt employees required to complete time cards?

Not required for exempt supervisors, but most do anyway

If yes, what is recorded {i.e., time in time out, total hours, or
exceptions only)?

Total hours and exceptions

Clerk v
# of Clerk's Office FTE

35
What role does the Clerk’s office play in overall county .
. Information
reception?
Is there a shared staffing between the Clerk and other offices? No

IFinance.

Is your Finance function centralized or decentralized by
department?

Decentralized

# of Finance FTE ("central office") or centralized

7 (including the 1 Payroll FTE)

# FTE dedicated to Finance/Accounting functions within
depantments

10.5

Do departments enter AP data directly or is this centralized?

Mostly centralized, Highway enters into a Project Accounting module

Do departments enter AR data directly or is this centralized?

Directly enterd but posted by Finance

Virchow, Krause & Company, LLP
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire ..

. County F

Oiaukée

What, if any, Accounting/Financial IT System is utilized?

Great Piains Dynamics

Does the County utilize/require Purchase Orders?

Yes

If yes, what is the dollar threshold for requiring the use of a
Purchase Order?

$100.00

At what dollar threshold does the County require Board
approval for a purchase?

None, as long as it is appropriated in the budget

What type of financiai reporting does the Board receive and in
what time intervals?

Monthly financial statements per department and in summary, all
departments required to issue statements in same format to facilitate

Administration

# of Administration FTE (“central office")

Board comprehension

35

Please provide Position Titles (and job descriptions, if you feel

County Administrator, Assistant County Administrator, Financial Systems

necessary) for your Administrative Staff Analyst
County. Treastrer i e
# of County Treasurer FTE 4.25

What, if any, IT System is used for processing tax bills and
collecting payments?

J.Maul for payments and in-house developed for tax bills, currently looking

General. =

into new system

Does the County accept credit card payments?

Accepted by Reg of Deeds and Property Tax (online only), Golf Courses
(in clubhouse)

If the county does accept credit card payments, how are fees
managed (e.g., are they passed on to the customer?)

Customer incurs fees

Virchow, Krause & Company, LLP
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

[Human Resources .
Is your HR function centralized or decentralized by

' St Croix '

department? Centralized
# of HR FTE ("central office") or centralized 4
# FTE dedicated to HR functions within departments 0

What, if any, HR IT system is utilized?

patt of finacial - IDI SAGE - designed for schools

Are job reclassification requests accepted and reviewed once

supposed {o be once a year

per year or throughout the year?

Are Payroll staff located in HR? Finance? Both? Other?

[Payrolt . b

Finance

Is your Payroll function centralized or decentralized by
department?

Centralized Payroll processing

# of Payroll FTE ("central office") or centralized

2

# FTE dedicated to payroll functions in departments

3

What, if any, Payroll IT system is utilized?

part of finacial - IDI SAGE - designed for schools

Is Time Recording performed as part of the Payroll function or
is it decentralized by department?

decentralized

# of Time Recording FTE (“central office") or centralized

2

# FTE dedicated to Time Recording functions in departments

??

What, if any, Time Recording IT system is utilized?

Hwy uses CHEMS, Nursing Home uses KRONOS, General County Depts

use Workforce and some departments are manual timesheets

Is time recorded ontine or manually?

Depends on department

Are exempt employees required to complete time cards?

If on Workforce they must submit timesheets

If yes, what is recorded (i.e., time in time out, total hours, or
exceptions only)?

Total hours are programmed, they just need to record PTO, holiday

Clerk: 0 e
# of Clerk's Office FTE

4

What role does the Clerk's office play in overall county
reception?

Handles elections, passports, licenses, and main Cty phone number

Is there a shared staffing between the Clerk and other offices?

No

Finance == = =

Is your Finance function centralized or decentralized by
department?

decentralized

# of Finance FTE ("central office") or centralized

5 (including 1 purchasing and the 2 Payroll FTE)

# FTE dedicated to Finance/Accounting functions within
departments

15

Do departments enter AP data directly or is this centralized?

Entered by 3 people - HHS/NH, Hwy, Gen'l Cty.

Do departments enter AR data directly or is this centralized?

Decentralized

Virchow, Krause & Company, LLP
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Jefferson County Wisconsin
Administrative Services Operational Audit
Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

St. Croix _

approval for a purchase?

What, if any, Accounting/Financial [T System is utilized? SAGE from IDI
Does the County utilize/require Purchase Orders? No
If yes, what is the dollar threshold for requiring the use of a

N/A
Purchase Order?
At what dollar threshold does the County require Board N/A

What type of financial reporting does the Board receive and in
what time intervals?

Monthly summary report of expense/revenues on General fund - provided
to Finance Committee & Board

Administration

# of Administration FTE ("central office’)

Please provide Position Titles (and job descriptions, if you feel
necessary) for your Administrative Staff

Administrative Coordinator & Risk Manager

County Treasurer = =
# of County Treasurer FTE

. ——

What, if any, IT System is used for processing tax bills and
collecting payments?

GCS

General

Does the County accept credit card payments?

' Tréasurér’s office 6nly accepts on-lihe '
Clerk of Counrt, Sheriff, and Health & Human Services accept on-site and
absorb the fees
Parks accepts on-site or over the phone and they increased their fees by
$1
Jail uses a different company which charges a fee to the card holder (quite
high fee)

If the county does accept credit card payments, how are fees
managed (e.g., are they passed on to the customer?)

On-line passed through to customer, some depts absorb & some
departments raised their fees $1.

Virchow, Krause & Company, LLP
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Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

Human Resources =~ :
Is your HR function centrahzed or decentrahzed by
department?

Centralized

# of HR FTE ("central office") or centralized

4

# FTE dedicated to HR functions within depariments

0.9 (Healthcare Center)

What, if any, HR IT system is utilized?

Part of County's central financial systern, MUNIS

Are job reclassification requests accepted and reviewed once

Generally once a year, but there is ability outside that time if extraordinary

per xear or throughout the year?

circumstance

department?

Payroll
Are Payroll staff located in HR? Finance? Both? Other? Finance
Is your Payroll function centralized or decentralized by Centralized

# of Payroll FTE ("central office") or centralized

2, but they also do AP and journal entries

# FTE dedicated to payroli functions in departments

0

What, if any, Payrol IT system is utilized?

Part of County's central financial system, MUNIS

Is Time Recording performed as part of the Payroll function or
is it decentralized by department?

Decentralized by department

# of Time Recording FTE ("central office") or centralized

0

# FTE dedicated to Time Recording functions in departments

Unknown, but none are "dedicated” to time recording

What, if any, Time Recording IT system is utilized?

Kronos for the nursing home

Is time recorded online or manually?

Original time collection varies by dept, but is often manual. All
depariments must record 2-week totals in MUNIS directly

Are exempt employees required to complete time cards?

Yes

If yes, what is recorded (i.e., time in time out, total hours, or
exceptions only)?

Total hours, in full day increments

Clerk e
# of Clerk's Offxce FTE

What role does the Clerk's office play in overall county

- None
reception?
Is there a shared staffing between the Clerk and other offices? No

[Finance

Is your Finance function centralized or decentralized by
department?

Decentralized

# of Finance FTE ("ceniral office"} or centralized

2.5, plus the 2 payroll/AP above, so 4.5 all together

# FTE dedicated to Finance/Accounting functions within
departments

Business managers exist in Hwy, Human Services, Health Care Center
and Sheriff. They have numerous staff doing only accounting/AP/AR

Do departments enter AP data directly or is this centralized?

Depts enter AP directly

Do departments enter AR data directly or is this centralized?

Depts enter AR directly

Virchow, Krause & Company, LLP
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Summary of County Responses to Comparative Benchmarking Questionnaire

County Benchmarking Questionnaire

- County Response
Sauk

What, if any, Accounting/Financial IT System is utilized?

MUNIS centrally
Hwy-CHEMS
HS-CMHC
HCC-Melyx

Does the County utilize/require Purchase Orders?

Not required. Ability exists if needed.

If yes, what is the dollar threshold for requiring the use of a
Purchase Order?

N/A

At what dollar threshold does the County require Board
approval for a purchase?

$10,000 per Wis Stats 59.52(12)(a). By annual resolution adopted by the
County Board, Hwy's level is $30,000 by 83.015(2)(a)

What type of financial reporting does the Board receive and in
what time intervals?

Quarterly financial reports of each depariment's budgeted versus revenues
and expenses

Administration .

# of Administration FTE ("centrél office") '

15

Please provide Position Titles (and job descriptions, if you feel
necessary) for your Administrative Staff

1 Administrative Coordinator (see
http://www.co.sauk.wi.us/data/ordinances/ch35.htm for AC details). 0.5
Management Analyst who does general project analysis (1 FTE with the

other half allocated to Accounting).

County Treasurer
# of County Treasurer FTE

- :

What, if any, IT System is used for processing tax bills and
collecting payments?

MUNIS used for general receipting, but a homegrown system is used for

General

Does the County accept credit card payments?

property tax processing.

Credit card payments accepted by Jail (Pay TRUST Solutions), Clerk of
Courts (Pay TRUST Solutions), Treasurer (Official Payments) and Planning
& Zoning (Pay TRUST Solutions)

If the county does accept credit card payments, how are fees
managed (e.g., are they passed on to the customer?)

The fee is passed on to the customer

Virchow, Krause & Company, LLP
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TRANSMITTAL LETTER
October 1, 2007

Mr. Gary R. Petre

Jefferson County Administrator
Jefferson County Courthouse
320 South Main Street, Room 111
Jefferson, Wisconsin 53549

Dear Mr. Petre:

Virchow, Krause & Company, LLP is pleased to submit its final report containing the findings and
recommendations regarding operations within Jefferson County’s administrative services
departments. We are confident, that should the County choose to implement these
recommendations that it will directly benefit from enhancements to the internal support provided
to other County departments.

This report is the culmination of on-site interviews with County officials and staff as well as an
extensive review of information related to the management and operations of the four
departments included in this operational audit. We appreciate and would like to thank the many
individuals who contributed to this review by participating in interviews, responding to requests
for information, providing timely responses to follow-up questions, and discussing feedback on
the preliminary issues and draft reports.

We look forward to presenting our report to the County Board on October 9.

Sincerely,

VIRCHOW, KRAUSE & COMPANY, LLP

Mkt

Michael Ley, CMC, Partner
Public Sector Consulting Group

ML/ral

Enclosure

Ten Terrace Court ¢ PO Box 7398 e Madison, WI 53707-7398 e Tel 608.249.6622 ¢ Fax 608.249.8532 « www.virchowkrause.com
VIRCHOW, KRAUSE & COMPANY, LLP

Certified Public Accountants & Consultants ¢ An Independent Member of Baker, Tilly International
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EXECUTIVE SUMMARY
1. EXECUTIVE SUMMARY

The Jefferson County Board of Supervisors retained Virchow, Krause & Company, LLP to
conduct an administrative services operational audit, with the goal of ensuring that departments
with administrative responsibilities are employing the best organizational structures, operational
processes and automated tools and supports for delivering internal County support services
efficiently and effectively. The scope of this review includes the following offices:

¢ County Administrator
¢ County Clerk
e County Treasurer

¢ Human Resources

An Administrative Work Group was appointed by the Jefferson County Board Chair to oversee
audit efforts and to ensure that specific audit objectives were met. The objectives of this project
include:

e Completion of an in-depth organizational analysis of the effectiveness of the existing
structure relative to the County’s administrative services departments,

e Evaluation of the staffing structure and levels in the administrative services departments
for appropriateness, effectiveness, and operational efficiency, and

e Assessment of service delivery processes to identify opportunities for improving
efficiency and effectiveness, as well as opportunities to enhance the organizational
climate with empowerment, accountability, and service alignment with strategic priorities.

This audit has been conducted with the philosophy that continuous improvement efforts help an
organization to consistently perform well and provide high value services. As such, the findings
and recommendations presented in this report are not evaluations of individual employees,
departments, nor the County overall. Rather, this report supports the County's desire to plan
astutely for the future by identifying improvement opportunities that will assist the County in
“going to the next level” of continuous improvement. The County is commended for its
stewardship and for seeking objective analysis and recommendations regarding organization and
operations of its administrative departments. As the result of its focus on areas in need of
improvement, the report does not focus on the many things that are working well, have been
recently changed, or have been previously discussed but not implemented.

The project team worked with County stakeholders to carry out this project, including close
collaboration with administrative services departments. Managers and staff in administrative
services offices provided insights that have benefited the analysis and strengthened the
recommendations made by the project team. During our evaluation, it was indicated that a
number of the findings, or variations thereof, presented in this report have been discussed
previously within these offices, or within the County more widely. This report serves as an
independent confirmation for some of these ideas, but not all, and should provide the County
Board with objective guidance intended to improve Jefferson County’s administrative services.

A total of 58 recommendations have been developed as a result of this audit. These
recommendations are summarized in FIGURE 1, and detailed recommendations can be found in
the body of the main report. Highlights of key recommendations include:

Virchow, Krause & Company, LLP 1
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EXECUTIVE SUMMARY
Implementing a County-wide strategic planning process to guide future policy direction
and resource allocation decisions.

Increasing the visibility and requirements related to performance management, both in
terms of operational driven performance measures and individual employee evaluations.

Creating a succession planning process to guard against risk associated with vacancies
in key management positions.

Realigning accounting and financial functions under the direction of the County
Administrator to establish clearer lines of authority and accountability.

Enhancing the budget development and monitoring processes to provide County Board
Supervisors and the public with information that aligns resource allocations at the

program level, within articulated County-wide strategic priorities.

e Streamlining and automating employee time-keeping processes.

¢ Reorganizing responsibilities of human resources staff and increasing the level of
professional staff within the Human Resources Department.

Overall, recommendations are designed to ensure that:

e Administrative services are provided using a strategic approach,

» Governance and day to day management decisions is data-driven,

e Processes are efficient,

e Automation is maximized,

o Organizational and staffing structures are effective and sustainable, and

¢ Future cost avoidance is realized as the County grows.

FIGURE 1
Summary of Final Recommendations

Report Reference | Recommendation
Number Page
L __Countywide-Strategic Issues
4.1-1a 13 Implement County-wide strategic planning process
4.1-1b 13 Review and realign County Board committee structure
4.1-2a 14 Develop standard financial summary report format for quarterly
presentation to the County Board
4.2-1a 17 Develop framework and policy for performance management and
measurement
4.2-1b 17 Provide training to ensure thorough understanding of performance
measurement
4.2-1c 17 Develop meaningful performance metrics
4.2-1d 17 Enhance budget process by aligning resource allocations with articulated
strategy at the program level
4.2-2a 19 Develop standard report format (annual and periodic) to summarize
departmental progress toward goals and articulate issues with policy
implications
4.3-1a 20 Establish and implement a succession planning process
4.3-2a 22 Revise the County Board approval process to fill vacancies for positions
already approved in a department budget
Virchow, Krause & Company, LLP 2
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EXECUTIVE SUMMARY

Report Reference

Recommendation

Number Page

4.3-3a 23 Define critical work tasks and document policies and procedures for each
department

4.3-3b 23 Establish back up staff arrangements for key functions in all departments

4.3-3¢ 23 Implement cross-training plan for back up staff arrangements

4.4-1a 24 Expand acceptance of credit card payments from customers

4.4-1b 24 Develop procedures to ensure that credit card transactions are accurately

reconciled and posted

____ Department Assessments =

'A"c‘lm'ihisytratiori B

5.1-1a 30 Reassign responsibility for accounting and financial functions to
Administration

5.1-1b 31 Create a detailed transition plan relative to staff and space modifications
necessary to transfer accounting and financial functions to the County
Administrator’s Office

5.1-1c 32 Implement communication framework for transitioning accounting and
financial functions to the County Administrator’s office

5.1-2a 32 Refine agenda for monthly department head meetings

5.1-2b 33 Formalize tools to communicate new initiatives to department heads

5.1-2¢ 33 Document and distribute minutes from department head meetings

5.1-3a 34 Create an annual calendar for scheduling department heads' performance
evaluations

5.1-4a 34 Streamline the addition of new vendors to accounts payables system

5.1-4b 34 Create standard on-line new vendor submission form

5.1-4c 35 Ensure supervisory approval of the addition of each new vendor to the

accounts payable system

Human Resources

5.2-1a 38 Increase human resources staff level to the average of peer counties

5.2-2a 40 Enhance and implement Human Resource Department’'s recruitment
summary tool

5.2-2b 41 Ensure department approval of position advertising materials

5.2-2¢ 41 Track and trend effectiveness of recruitment advertising media

5.2-2d 41 Standardize process and tool for screening County employee applications

5.2-2e 42 Implement annual questionnaire regarding recruitment services

5.2-3a 43 Enhance employee understanding of position reclassification purpose and
process

5.2-4a 43 Consolidate finalization of bargaining agreement documents in County
offices

5.2-5a 44 Enhance training for use of the County’s performance evaluation tools

5.2-5b 44 Ensure appropriate selection of evaluators who provide input using the
County’s 360-degree evaluation tool

5.2-6a 45 Modify practice of withholding wage increases for exempt employees
whose performance evaluations are incomplete

5.2-7a 45 Revise ranking substantiation requirements on performance evaluation
form

5.2-8a 46 Cross-train professional Human Resources staff to review performance
evaluation materials completed by depariments

5.2-9a 47 Continue use of Kronos system for timekeeping initiated via time clock

5.2-9b 48 Develop and implement an on-line timekeeping system for all employees
(with exception of regular time recorded through a time clock) and ensure
direct interface with JD Edwards payroll module

Virchow, Krause & Company, LLP 3
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Report Reference

Recommendation

Number Page

5.2-10a 49 Use a single data source to align position control and budget projections
for wages and benefits

5.2-10b 49 Implement review of wage and benefit spreadsheets as an internal control
for accuracy prior to distributing budget materials

County Clerk

5.3-1a 51 Implement proactive review of revenue and expenditure reports with
departments

5.83-1b 51 Increase the ability of departments to access account information
independently

5.3-2a 52 Investigate the potential for developing a direct voucher entry program that
interfaces directly with JD Edwards accounts payable module

5.3-3a 54 Eliminate government body/committee review of vouchers prior to payment

5.3-3b 54 Update policy regarding dollar threshold at which pre-approval of a
voucher is required

5.3-3c 54 Develop a summary report of invoices paid for monthly distribution to
oversight committees

5.3-4a 54 Acquire scanners and image vouchers and supporting documentation in
departments that directly enter accounts payable source data

5.3-4b 55 Develop policy to ensure scanning of accounting documents

5.3-5a 56 Develop formal training program for staff with accounting and payroll
responsibilities

5.3-5b 56 Establish a user group for Oracle-JD Edwards

5.3-6a 57 Transfer telephone system coordination and support to MIS Department

5.3-6b 57 Continue interdepartmental billing preparation for the telephone system in
the County Clerk’s office (or Finance Department upon implementation of
Recommendations 5.1-1a and 5.1-1b)

5.3-7a 57 Identify all information shared between the Human Resources Department

and County Clerk’s office and take steps to ensure that efforts are not
duplicated, accuracy is achieved, internal controls are in place, and that
privacy is maintained

County Treasurer

5.4-1a 59 Implement enhanced deposit policies and procedures for departments
5.4-2a 59 Implement policies and procedures to ensure cash control and define
deposit requirements
5.4-3a 59 Seek bids for banking services
Virchow, Krause & Company, LLP 4
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EXECUTIVE SUMMARY

These recommendations are based on objective analysis using a variety of inputs. The decision
to implement several of the recommendations included in this report rests with the Jefferson
County Board of Supervisors, while others are more administrative in nature and can be
addressed by staff. Regardless of the responsible party, an implementation schedule, which
summarizes the audit recommendations and provides implementation priority rankings, is
included as an attachment to this report (APPENDIX 1). The implementation schedule is
intended to be used as a working document, and it is expected that priorities and timeframes for
completion may be modified slightly as the County plans and begins implementation efforts. A
key feature of the implementation schedule is an opportunity for internal stakeholder input — in
other words, those who play a significant role relative to an audit recommendation have the
opportunity to participate in identifying the action steps necessary to implement the
recommendation. In addition, the County should ensure it develops a framework to track the
status of recommendation implementation including establishment of a calendar for reporting to
the County Board.

Thoughtful preparation for the future and intentional implementation of key recommendations will
assist the County to deliver quality administrative services in an efficient and effective manner.
The report that follows provides a framework to guide the County’'s continuous improvement
efforts.

Virchow, Krause & Company, LLP 5
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Implementation Plan Framework
DRAFT

Report
Recommendation
Number

Report
Page
Number

Recommendation

|Implement County-wide strategic planning

Priority

Timeline
short term (1-6 mos)

medium term (6-12 mos)

lo

Suggested Action Steps

- Determine approach for strategic planning (e.g., internal or external)
- Identify participating stakeholders/participants and assign roles and responsibilities
- Seek guidance from peer counties as deemed appropriate

Stakeholder
Concurrence

Assigned to

Monitoring Responsibility

4.1-1a 13 process High Short term - Develop strategies and action steps Board Chair County Board
- Implement strategic plan
- Measure progress/results
- Review current structure
Review and realign County Board committee . - Evaluate alternative structures .
A1:1b 18 structure Medim Longiterm - Determine and implement structure changes Board Chair County Board
- Communicate changes to affected parties
Develop standard financial summary report - Determine content and format of the summary tool
4.1-2a 14 format for quarterly presentation to the Medium Short term - Create the summary tool Finance Manager County Administrator
County Board - Implement the format and distribute quarterly
. - Create and adopt a policy to establish framework " .
4.2-1a 17 ;[::;ler‘:;r:acr:;v;z;kg:l:ez::;% fr:;asuremen t Medium Medium term - Identify stakeholders to be involved in developing the framework County Administrator égﬂ'::;:gwe & Rules
- Develop and implement framework (4.2-1b, and 4.2-1c are sequential next steps)
3 i - Identify stakeholders to be trained - X
4.2-1b 17 :;?j‘g:’seta‘:xadlinr:;go::z::‘:)l:::at:::::::surement Medium Medium term - Develop a training plan County Administrator é‘;:\':\';:;ﬂve &iRdles
- Schedule and deliver training
- Evaluate measurement options that effectively gauge progress toward goals
4.2-1c 17 Develop meaningful performance metrics Medium Medium term B Isrr?:aica:nn:?:lr‘]:iez;?nlr)neu]r:;g;mrszzlres Department Heads County Administrator
- Monitor results
- Develop document showing alignment of financial resources with articulated strategy
Enhance budget process by aligning resource . . - Incorporate performance measures z " .
42:1d 1z allocations with articulated strategy High Mediumiterm - Develop training program and deliver training regarding budget process Gounty;Administrator FinancelGomnitiee
- Implement and distribute alignment document to policy makers
4.2-2a 19  |departmental progress toward goals and Medium Medium term ~Impl tand icata tha f t County Administrator c it
issues with policy implications mplement and communicate the forma ommittee
- Monitor results
- Forecast vacancies
- Project future needs
bliskhandi - Align succession efforts with vision of future needs and strategic planning
4.3-1a 20 process - = High Medium term - Identify internal talent and talent needs, develop and retain talent County Administrator County Board
- Develop recruitment and hiring strategy
- Establish transition processes
- Communicate efforts
- Prepare and adopt resolution to eliminate requirement that governing body approves hires
Revise the approval process to fill vacancies alreagy approved in budget —
s = . - Articulate new roles and responsibilities 5 i Human Resources
4.3-2a 22 for positions already approved in a High Short term CE hat tabilities for monitoring budget are included in performanc County Administrator Committee
department budget nsure that accountabilities for monitoring budget are included in performance &
management tool for each Department head
- Communicate changes to appropriate parties
- Communicate requirement regarding policies and procedures to department heads
4.3-3a 23 Def] ne ciltical workitasks anddocument High Medium term ~Idenufyierical t.aSKS o2 Department Heads County Administrator
policies and procedures for each department - Document detailed policies and procedures
- Distribute documentation as appropriate
. - Identify key functions in all departments
4.3-3b 23 ,EStab.IISh !)ack up staff arrangements for key High Short term - Determine staff back up arrangements Department Heads County Administrator
in all departments B
- Implement and communicate staff back up arrangements
Implement cross-training plan for back up . - Create training plan i
450 23 staff arrangements High Shortierm - Schedule and deliver training for staff with back -up assignments Deparimentiieads CountyAdministrator
- Develop inventory of fees charged
Expand acceptance of credit card payments - Determine fees that can be paid by credit card
4.4-1a 24 f Medium Medium term - Evaluate services and vendors for credit card payment Finance/Accounting Manager County Administrator
rom customers ) ) . )
- Determine credit card implementation plan
- Communicate options and requirements
44-1b 2 Develop _proc:::ures to enfure that crf:::ard Medium Medium term - Develop and document procedures for reconciling credit card transactions Finance/Accounting Manager County Administrator

5.1-1a

30

posted

ibility for and

payroll functions to A

High

Short term

- Communicate and implement procedures

- Identify and document functional responsibilities of staff
- Identify and document reporting structure

- Communicate modifications to affected parties

- Transition per 5.1-1b

County Treasurer

County Administrator

County Board
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DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority sh_ort term (1-6 mos) Suggested Action Steps Stakeholder Assigned to Monitoring Responsibility
medium term (6-12 mos) Concurrence
Number Number
Iong term (12-24 mos)
- Develop reclassification and compensation adjustments
- Assess staffing, including:
- Identify dates for the phasing of staff reassignments between the County Clerk’s office
and Finance Department
Create a detailed transition plan relative to - Identify opportunities to transfer functions
staff and space relative to transferring " : - Establish interdepartmental agreements regarding back-up staff arrangements County Administrator
5.1-1b s accounting and financial functions to the High Medium;term - Analyze impact of the current cross-training of staff to ensure that support of the County Clerk County Board
County Administrator’s Office statutorily required activities will continue to be performed in the County Clerk's office and
that the accounting and payroll workload can be handled by staff relocated to the Finance
Department
- Analyze need to provide staff training
- Conduct space planning
f k for - Schedule weekly meetings to develop action steps and discuss transition status Administrative & Rules
5.1-1c 32 ing and fil High Long term - Jointly review budget instructions memo County Administrator Committas
functions to the County Administrator’s office - Incorporate Accounting Manager in department budget meetings
- Refine agenda to include:
- Discussion of operational directives
" - Review Board action items - "
5.1-2a 32 Rehn_e agendafor/monthly departmenthead Low Short term - Discuss special projects County Administrator Admlnl§trat|ve S.Rules
meetings " = A Committee
- Discuss administrative issues (e.g., budget development)
- Provide management training (as necessary)
- Open forum for department discussion of issues and events
= = - Develop memoranda and other standardized tools e .
Formalize tools to communicate new " " y o _— Administrative & Rules
5.1-2b 33 initiatives to department heads Medium Short term - Determine sched_ule_for using communication tools County Administrator Committss
- Implement and distribute tools
- Assign responsibility for taking department head meeting minutes to the Administrative
Document and distribute minutes from Secretary _— Administrative & Rules
5:1:2¢ 3 department head meetings kow Shortterm - Determine content, format and schedule for distributing minutes County Administrator Committee
- Forward minutes to departments per plan
- Identify anniversary dates of reviewees
Create an annual calendar for scheduling , - Create review calendar with milestones for actions necessary before review is conducted e Administrative & Rules
5:3a 34 department heads’ performance evaluations Medium Short term - Notify reviewees of scheduled review dates County Administrator Committee
- Conduct reviews per schedule
5.1-4a 34 the addition of new vendors to Medium Medium term - Assign responsibility tor_creatmg new vend_o_rs 19 the lead accounts payable clerk Finance/Accounting Manager County Administrator
accounts payables system - Document and communicate process modification to affected staff
- Identify content and format of new vendor submission form
5.1-4b g4 [Createstanddrd ondlinenew vendor Low Medium term > Encliclonline avalability Finance/Accounting Manager County Administrator
form - Update policies and procedures to reflect process change
- Notify affected staff of form/process change
B S0y pp oVl SEIE G st o s bt b i o
5.1-4c 35 |of each new vendor to the accounts payable High Short term 4 PP P 9 Finance/Accounting Manager County Administrator

5.2-1a

38

system

Increase human resources staff level to the
average of peer counties

High

Medium term

- Document the process control in policies and procedures
- Communicate process change to affected staff

- Confirm functional requirements for position

- Develop and document position description

- Establish compensation range

- Seek and obtain budget approval for position

- Recruit and hire

- Communicate staffing changes and assignments to affected parties

Human Resources Manager

Human Resources
Committee

5.2-2a

40

Enhance and implement Human Resource
Department’s recruitment summary tool

Medium

Medium term

- Confirm tool enhancements

- Make modifications to the recruitment summary tool

- Document requirement to use the recruitment summary tool in department policies and
procedures

- Communicate process to affected staff

- Implement consistent use of the tool

Human Resources Manager

Administrator

5.2-2b

a1

Ensure department approval of position
advertising materials

Medium

Medium term

- Introduce the recruitment summary tool to departments and communicate new process
- Obtain department approval per implementation of the recruitment summary tool (5.2-2a)

Human Resources Manager

County Administrator

5.2-2¢

a1

Track and trend effectiveness of recruitment
advertising media

Medium

Medium term

- Determine method of tracking and trending advertising information

- Create the tool for tracking and trending and establish schedule for analysis
- Document the process change in department policies and procedures

- Communicate process change to affected staff, and train as necessary

- Monitor results

Human Resources Manager

County Administrator

5.2-2d

@

Standardize process and tool for screening
application

Medium

Medium term

- Confirm content and format to be used
- Create standardized screening tool
- Document the process change in department policies and procedures

Human Resources Manager

County Administrator

- Communicate process change to affected staff and train as necessary
Page2of 4
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DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority m::ﬁ]?ﬂ'f;:';‘::;::"gs) Suggested Action Steps g::\k;l::;:i; Assigned to Monitoring Responsibility
Number Number
long term (12-24 mos[
- Determine questions to be asked and format to be used for questionnaire
- Create the questionnaire and determine schedule for distribution
SRl ire regarding - Create an analysis plan for the information that will be received
5.2-2¢ 42 recrruitment Services Low Long term - Assign staff responsibility for administering the questionnaire and provide training as Human Resources Manager County Administrator
needed
- Distribute and analyze the questionnaire per plan
- Monitor results and use to inform continual improvement efforts
- Prepare a training program to enhance understanding (e.g., may be literature vs. in-person
training)
5.2-3a 43 reclassificati;n ;, urpose and proce:; Medium Short term gﬁi]ﬂfﬂ;{;‘:&ng schedule Human Resources Manager County Administrator
- Link reclassification process to performance evaluation process
- Monitor results
- Discuss proposed change with affected parties
Consolidate finalization of bargaining 3 - Confirm and communicate changes to affected parties Human Resources Manager =
5.2-4a 43 agreement documents in County offices Low Medium term - Establish schedule for drafting and finalizing documents Corporation Counsel County:Administrator
- Communicate document availability and schedule to affected parties
- Prepare a training program to enhance understanding
Enhance training for use of the County’s . Medium term - Establish training schedule o s
azsa 4 performance evaluation tools High *after 5.2-7a* - Deliver training 5 FumanResources Manager County Administrator
- Monitor results
- Establish a process to select appropriate reviewers
Ensure appropriate selection of evaluators - Incorporate questions on the evaluation tool that substantiate a close working relationship
5.2-5b 44  |who provide input using the County’s 360- High Medium term (e.g., frequency of professional contact) Human Resources Manager County Administrator
degree evaluation tool - Document policy change in HR policies and procedures
- Communicate changes to affected parties and implement process changes
. o . . - Confirm policy and practice modification
5.2-6a 45 ?:l:::Lysg;af?rlceex:rfn::‘z:::z:;ege:;g:ose High Medium term - Documen_t the policy gnd process modification in HR policies and procedures Human Resgqrces Manager Humaq Resources
performance evaluations are incomplete - Communicate the policy and process change to county employees County Administrator Committee
- Assign responsibility and develop tool for monitoring results
- Modify performance evaluation tool to require narrative substantiation of all rankings
Revise performance evaluation tool and = Modif){ performance_ gva[ugtion tool to target the areas evaluated on the primary
5.2-7a 45 king sub iati qui on High Medium term exgectatlons for specific po_smons . Human Resources Manager Humaq Resources
performance evaluation form = mk_performance evaluatlon_ tool to the County strategic plan Committee
- Modify performance evaluation tool to ensure that goals are set and that outcomes are
measurable
Cross-train professional human resources : = dontify il Siait o bo iained :
5.2-8a 46  |staff to review performance evaluation High I.\/ledmm terrr: i Commun!cate a5§lgnment 1o the Hi stgff anditrain Human Resources Manger County Administrator
materials completed by departments after 5.2-1a - Comr_numcate pglnt of contact |nformanor_1 to the departments
- Consistently review performance evaluations from departments
5.20a 47 |Continue use of Kronos system for NA NA NA NA NA
timekeeping initiated via time clock
Develop and implement an on-line - Identify and co_nfirm specifications to be included in the syster_n _
timekeeping system for all employees (with - Develop a project budget for the system development and training
" . " - Seek and obtain budget approval for the effort Human Resources Manager -
5.2-9b 48 e_xceptlon of regular tlme_ reco_rded lhrough a High Short term - Develop the system and test MIS County Administrator
time clock) and ensure direct interface with - Realign staff assignments based on elimination of manual processes
JD Edwards payroll module - Provide training to affected employees
Use a single data source to align position - Determine the data source to be used for position control and budget development Human Resources Manager
5.2-10a 49 control and budget projections for wages and| Medium Medium term - Establish schedule for the availability of data needed to prepare budget Finance/Accounting Manager County Administrator
benefits - Document and communicate process change to affected parties
[Implement review of wage and benefit
5.2-10b 49 spreadsheets as an internal control for Medium Medium term - Identify reviewers and assign responsibility Human Resources Manager County Administrator

|accuracy prior to distributing budget

Implement proactive review of revenue and

- Implement review process

- Determine content and format of revenue and expenditure information to be reviewed
- Prepare on-going schedule for review process

Finance/Accounting Manager

53-1a 51 SXpERditiirs TeBorS With departents High Short term - Assign responsibilities for preparing budget information Finance/Accounting Manager County Administrator
P P P - Communicate collaborative review process and schedule to departments
- Conduct review meetings
- Determine best method for giving departments access to account information
5.31b 51 Increase the ability of departments to access Madiii Madiumasiii - Identify which employees need access Finance/Accounting Manager County Administrator

account information independently

- Grant access

- Provide training to affected employees
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DRAFT
Timeline
Report Report
Recommendation | Page Recommendation Priority Sh.ort term (1-6 mos) Suggested Action Steps Stakeholder Assigned to Monitoring Responsibility
Number Number medium term (6-12 mos) Concurrence
Iong term (12-24 m
- Define and confirm features that would be necessary to make the voucher entry
enhancement beneficial
f . Sais ) - Assign responsibility for conducting research and development
direct \;'oucrt\:lreerntr ro fcr,arm that interf:ced - Conduct a costibenefit analysis Finance/A ting M.
5.3-2a 52 directly with JD E d:::r dsgaccounts payable Low Medium term - Seek and obtain budget authority for enhancement N:InS ceReeoUning Manager County Administrator
module - Implement the system _ ) - _
- Develop, document and communicate standardized policies and procedures for using the
system
- Provide training to affected staff
L . . - Confirm process change with affected parties
5.3-3a 54 5?vm;:::;g:;:gr?:r:at;:g::ommmee review Medium ‘aftﬁrhggfggl o - E_stablish, document and communicate changes to policies and procedures regarding Finance Committee County Board
review and payment of vouchers
@ . - Establish threshold at which pre-approval of vouchers is required based on risk
5.3-3b 54 Upf:Iate policy regarding dollar th_reshold_ at Medium Short term assessment by Board, comparative analysis, and operational efficiency Finance Committee County Board
which pre-approval of a voucher is required : "
- Document and communicate the updated policy to affected staff
- Determine the content and format of information for the invoice summary
Develop a summary of invoices paid for " - Prepare the invoice summary tool : : 3
e o monthly distribution to oversight committees Meditim Shorkiem - Establish distribution schedu¥e for the invoice summary tool Finance/Accounting Manager kinance comiminee
- Implement consistent use of the tool
Acquire_scanners and ima_ge vouchers and - Research/confirm cost for equipment
5.3-4a xs:aptpdoi:::tglyd:';l::‘::l:t::?sl:;/:%T:r::l:—t:e Medium ,;lhe ":2‘;'2), - Seek and obtain budget authority for scanners :/:Ixsance/Accountlng Manager County Administrator
data
. . - Identify documents/types of information to be imaged
5.3-4b 55 Develop_pohcy to.ensurescanning of Medium Medium term - Establish and document policy and process for imaging Finance/Accounting Manager County Administrator
accounting documents ; . gt
- Communicate requirement/process for imaging to departments
- Identify content areas for training and develop training methodology and materials (e.g.,
- . reference guide for use following formal training)
5.3-5a 56 ::::::":i::;r::‘: ;::;;Elgrzr;g‘:::bfi;:i:?“ with Medium Medium term - Identify staff to be trained Finance/Accounting Manager County Administrator
- Prepare training schedule and notify trainees
- Deliver training
- Assign responsibility for coordinating the user group
- Identify potential user group participants
5.3-5b 56  |Establish a user group for Oracle-JD Edwards| Medium Medium term - Create a methodology to determine topics to be discussed at user group meetings Finance/Accounting Manager County Administrator
- Schedule user group meetings and notify participants
- Conduct user group meetings
. P - Inventory and document the responsibilities of telephone system coordination
5.3-6a 57 I;T;::retrto MIS Dep:ﬁ:;:‘;“”' and | \edium Short term - Notify affected parties Sﬁgnty Clerk County Administrator
- Transfer files, documents, etc.
Continue interdepartmental billing
5.3-6b 57 prep: ion for the system in the NA NA NA NA NA
County Clerk’s office
Identify all information shared between the - Inventory information shared between the departments
Human Resources Department and County - Identify and document process and information owners in each department
Clerk’s office and takes steps to ensure that - Assess where accuracy and internal control may be compromised or efforts duplicated Human Hesourcos Mandger 5 3
5.3-7a 57 Medium Medium term County Clerk County Administrator

efforts are not duplicated, accuracy is

internal are in place and
that privacy is maintained

- - it policies and p

- Streamline processes/process ownership based on assessment
- Realign staff responsibilities based on streamlining efforts
- Document and communicate policy and procedure changes

- Establish deposit policies and procedures regarding deposit requirements, including dollar
threshold

Finance/Accounting Manager

541 22 for departments Medm Medititorm - Document policies and procedures regarding deposit requirements County Treasier kihance.Commiltiee
- Communicate deposit requirements and thresholds to departments
- Establish deposit policies and procedures regarding deposit requirements, including dollar

policies and pl es to ensure o : threshold . .

5.4-22 59 cash control and define deposit requirements e Medlumitern - Document policies and procedures regarding deposit requirements County Treasurer Einance Commitiee
- Communicate deposit requirements and thresholds to affected staff
- Prepare RFP

5.4-3a 59 Seek bids for banking services Medium Short term - Evaluate alternatives/do cost benefit analysis County Treasurer Finance Committee

- Implement decision
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