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In 2018, the City of Austin created a strategic plan called Strategic Direction 2023 (SD23).
This five-year strategic plan guided City efforts and outlined ways to advance equitable
outcomes across Austin. While the City included some key elements of best practices

for strategic planning, the City did not execute certain critical elements to ensure SD23’s
success. Specifically, the City did not create and use effective performance measures.
Additionally, the City’s implementation of the strategic performance dashboard was delayed.
The City also did not regularly perform formal monitoring of strategic plan progress. Taken
together, these issues made it difficult for the City to measure and report on progress
towards the Economic Opportunity and Affordability (EOA) outcome of “having economic
opportunities and resources that enable us to thrive in our community.”
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ObjeCﬁve The objective of this audit was to determine if the City effectively
developed and implemented Strategic Direction 2023 (SD23) to measure
progress towards the Economic Opportunity and Affordability (EOA)
outcome.

The City of Austin conducted research in 2017 which identified four issues
BaCkgrOU nd the City could address through strategic planning efforts:

Lack of clear, shared citywide priorities,
Lack of engagement with critical issues,
Challenges in effective governance,
Inadequate feedback and learning loops.

As a result, the City began a multi-stage strategic planning process that
resulted in adoption of Strategic Direction 2023 (SD23) on March 8, 2018.
SD23 focused on improving quality of life and civic participation in the
Austin community. This strategic direction was intended to guide the City’s
efforts over the next five years and outlined key ways to advance equitable
outcomes across Austin.

Economic Opportunity and Affordability (EOA) is one of six strategic
outcome area outlined within the City’s strategic plan.! To reasonably limit
the scope of this audit and to investigate strategic plan progress on an
issue area pressing to many Austinites, this report focused only on efforts
the City made to implement and measure progress on the EOA outcome.
However, the conclusions drawn from this audit likely apply to the other
five outcome areas as well. Additionally, the City is currently in the process
of updating its strategic plan so the recommendations contained in this
report could be directly addressed in those efforts.

! The other outcome areas are “Culture and Lifelong Learning”, “Government That Works
For All”, “Health and the Environment”, “Mobility”, and “Safety.”
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Exhibit 1: Economic Opportunity and Affordability is made up of
challanges, strategies, indicators, and performance measures

4 Challenge Statements 12 Strategies

- Help assess environmental factors and identify critical - Actions the City of Austin will take to address identified challenges
issues and “move the needle” on indicators and measures.
Example: “As cost of living rises, how might we increase Example: “Acknowledge Austin’s history of racial segregation and
equitably distributed options for household affordability in counter it by applying an equity perspective to the City's land
all parts of town?” development code and associated programs and policies, aligning
with community priorities as articulated in Imagine Austin, and
ensuring affordable housing options throughout Austin.”

6 Indicator Categories 35 Strategic Performance Measures

Group strategic performance measures into issue areas Used to assess to what degree the outcome is being achieved
Example: “Number and percentage of residential plan reviews

Employment > Housing completed on-time”

Income equality > Skills and Capability of our See Appendix A for entire list of EOA strategic performance

Cost of living compared to community workforce measures

income » Economic mobility

Source: OCA Analysis of SD23 Plan Document and Strategic Performance Dashboard, December 2022

The EOA strategic outcome area is made up of six indicator categories.
Each indicator category groups a set of performance measures that were
designed to track and report on the progress the City has made in that
area. Certain indicators were established as “Top 10” indicators, meaning
that they were priority areas for the City and the Council. The EOA
outcome area examined in this audit report contains two of these high-
priority areas: “Housing” and “Skills and Capabilities of the Workforce.”
Lastly, the EOA outcome has strategies the City of Austin should take to
address identified the challenges and influence the strategic performance
measures for that outcome.

The desired result for the EOA outcome is defined in SD23 as “having
economic opportunities and resources that enable us to thrive in our
community.” There are ten departments involved in implementing the
EOA strategic outcome. Five of the ten departments report to the
Economic Opportunity and Affordability Assistant City Manager and have
EOA-specific performance measures, including:

Austin Convention Center?,
Development Services,

Economic Development,

Housing & Planning,

Small & Minority Business Resources.

2 While administratively under the Economic Opportunity and Affordability management
area, the Austin Convention Center Department does not have any EOA specific strategic
performance measures.

SD23: Progress on EOA Outcome 3 Office of the City Auditor



SD23: Progress on EOA Outcome

The other five departments are that not under the EOA Assistant City
Manager but were assigned performance measures under the EOA
outcome, include:

Austin Energy,
Austin Water,

Austin Public Health,
Human Resources,
Financial Services.

The City created an online tool where the public can track all SD23
performance measures called the SD23 Strategic Performance Dashboard.
The dashboard is organized by the six strategic outcome areas, which are
then broken down by indicator categories and performance measures, as
reported by City departments.

Exhibit 2: The SD23 Strategic Dashboard is an online tool where the
public can track all SD23 Strategic Performance Measures

Economic Opportunity &
Affordability Outcome

Having economic opportunities and resources that
enable us to thrive in our community

Indicator Category: A. Employment

Percentage
Unemployment Rate
(EOAA. ’I‘;

3.9%

Uremgployment Rate

/1721 - 12731721

Nurmber of Small
Businesses Per Capita
(EOA.A.Z)

0.03

11720 - 12/31/20

MNumber and
percentage of
commercial and mixe...

48.6%

of Cormmercial Permits

10/1/20 - 9/30/217

Target 0L03

Siory - Wiew Slory = Vigw Shory =

Source: City of Austin Strategic Performance Dashboard, February 2022

While there is not a single best practice for strategic planning, we used
the Government Finance Officers Association (GFOA) “Establishment
of Strategic Plans” guidance for this audit.® GFAO recommends that all
governmental entities use strategic planning to provide a link between
budgets and organizational goals.

3 See https:/www.gfoa.org/materials/establishment-of-strategic-plans
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According to the GFOA, strategic planning is a comprehensive and
systematic management tool designed to help organizations:

Assess the current environment,

Anticipate and respond appropriately to changes,

Envision the future,

Increase effectiveness,

Develop commitment to the organization’s mission,

Achieve consensus on strategies and objectives for achieving that
mission.

Exhibit 3: The Government Finance Officer’s Association (GFOA) recommends organizations include 13 key
elements in their strategic planning efforts.

1. Initiate the Strategic Planning Process Green hoxes represent best practice
elements followed by the City

2. Prepare a Mission Statement .
Orange boxes represent best practice

. elements that the City had issues
3. Assess Environmental Factors executing and are discussed further in

. 9nQ Findings 1 & 2
4. Identify Critical Issues
5. Agree on a Small Number of Broad Goals
6. Develop Strategies to Achieve Broad Goals
7. Create an Action Plan

8. Develop Measurable Objectives

Source: OCA Analysis of GFOA best practices of strategic planning, January 2023

The SD23 plan contains some key elements of best practices for strategic
planning, including a mission statement that is adopted from Imagine
Austin (the City’s Comprehensive Plan), challenge statements that are
evidence-based reviews of critical issues facing the Austin community,
and six broad goals, labeled as “outcomes”, that the City hopes to make
progress towards through SD23. The city is currently in the process of
updating its strategic plan.
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What We Found

Summary

Finding 1

The City did not
effectively create and use
performance measures
as tools for measuring
progress towards the
Economic Opportunity

and Affordability outcome.

GFOA recommends all organizations
identify, track, and communicate
performance measures to monitor
financial and budgetary status,
service delivery, program outcomes,
and community conditions

SD23: Progress on EOA Outcome

In 2018, the City of Austin created a strategic plan that focused on
improving quality of life and civic participation called Strategic Direction
2023 (SD23). This five-year strategic plan guided City efforts and outlined
ways to advance equitable outcomes across Austin. While the City
included some key elements of best practices for strategic planning, the
City did not execute certain critical elements to ensure SD23’s success.
Specifically, the City did not create and use effective performance
measures. Additionally, the City’s implementation of the strategic
performance dashboard was delayed. The City also did not regularly
perform formal monitoring of strategic plan progress. Taken together,
these issues limited the ability of the City to measure and report on
progress towards a significant outcome area, Economic Opportunity and
Affordability (EQA), of “having economic opportunities and resources that
enable us to thrive in our community.”

The City of Austin appears to have accomplished several recommended
best practice steps for creating a strategic plan as shown in Exhibit 1
above. However, the City did not effectively create and use performance
measures to help measure the progress toward achieving the Economic
Opportunity and Affordability (EOA) outcome. There are several reasons
why performance measures were not effective. First, more than half of

all EOA performance measures are “community indicators,” which are
broad community statistics and not ideally suited to serve as performance
measures. Also, many measures do not have targets. Additionally, there
were issues with the timeliness of reported data and the use of certain
statistics to support performance measures. Lastly, while SD23 mentions a
commitment to measuring equity, less than a quarter of EOA performance
measures can be segmented by key equity related characteristics to
understand progress through an equity lens. Taken together, these issues
limit the ability of the City to use the performance measures to measure
and report on progress toward the EOA outcome.

Economic Opportunity and Affordability Community Indicators Are Not
Well Suited To Serve As Performance Measures

The performance measures in SD23 are a combination of “community
indicators,” which track community information that is not specific to City
efforts, and “City of Austin (COA) contributions” which reflect direct results
achieved by City initiatives and services. Examples of COA contribution
measures are “percentage of residential plan reviews completed on time”
and “number of small businesses supported by City of Austin programs.”
Examples of community indicators are the “percentage unemployment
rate” and “median house value.”

Our analysis of EOA performance measures showed that 54% are labeled
as community indicators. In our survey of the department teams that
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provide data for EOA performance measures, 72% of the 32 respondents
agreed or strongly agreed that community indicators might be better suited
on a seperate site that hosts information about the community. Of the
comments related to performance measure effectiveness collected by this
survey, the majority (83%) were negative in sentiment. These responses
expressed a desire by department staff to use performance measures that
were more reflective of their work and areas where the City can make a
tangible, measurable impact. Some related comments include:

e “Community indicators belong in another report, they could be
referenced as a part of strategic direction, but they are confusing

The performance measures in SD23 to the public because we cannot allocate more resources to “move
are a combination of “community the needle” on them. It makes us look bad and erodes public trust
indicators,” which track community as this is seen as a report card by many. We need to focus on fewer

information that is not specific to
City efforts, and “City of Austin
(COA) contributions” which reflect
direct results achieved by City
initiatives and services. Many respondents for our survey felt that community indicators were
helpful and important contextual information, but they wanted to draw a
distinction between broad statistics and performance measures that the
City can directly move the needle on. Some related comments include:

indicators, not clutter it with more.”
e “The measure tells where we are, but the public can't translate our
work into actions that affect the measure.”

e “Making progress on the community indicators requires significant
coordination, so including them as part of the City’s performance
measures seems inappropriate. A separate site that includes the
community measures and context and general information would
be helpful.

e “This is important data but does not tie directly to the performance
of my department.”’

The Government Finance Officers Association (GFOA) guidance on
effective performance measures suggests that performance measures

The Government Finance should be both relevant - “measures can be clearly linked to the

Officers Association suggest that service delivery/program outcomes” and useful - “measures should

Performance measures should be: provide information that is helpful to decision making, understanding,

e Relevant - “measures can be or accountability efforts.” While community indicators track important
clearly linked to the service information about the community, they are not well suited to serve as
delivery/program outcomes” performance measures. Because they are not clearly linked to service

delivery and program outcomes, they are not especially useful in helping

e Useful - “measures should stakeholders and the public understand a department’s contributions

provide information that is
helpful to decision making,
understanding, or accountability Many Economic Opportunity and Affordability Strategic Performance
efforts.” Measures Lacked Targets

towards achieving the strategic plan outcomes.

The GFOA recommends that strategic plans include measurable objectives
and performance measures that provide information on whether goals and
objectives are being met. Currently, the status of each SD23 performance

measure is available on the City’s SD23 Strategic Performance Dashboard.
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Our analysis of the status of all 35 EOA strategic performance measures
for fiscal year 2021, showed that 49% of all measures did not have

an associated target. 31% of the measures that are labeled as “COA
contributions” did not have targets. Since these measures are more directly
tied to outcomes of City programs and services, the City should be better
positioned to develop and set targets. For the performance measure

that fall under the top ten indicator categories, “Housing” and “Skills and
Capability of our Community Workforce”, 39% did not have any associated
target information. Because these measures were established as key areas
the City wanted to influence, the lack of targets makes in very difficult

to determine where the City has been successful or where more effort is
needed.

The primary reason why so many measures lack targets is because a large
percentage of measures in the EOA outcome area are “Community
Indicators.” Because they are broad statistics about the community,
appropriate targets are difficult to determine. For example, a higher median
house value, a previously mentioned EOA performance measure, could be
a good thing, in the sense that Austin housing is a valuable asset and
property tax income will be stable for local government. However, higher
home values also mean that purchasing a home is more difficult for low-
and moderate-income Austin residents. For COA contribution measures
that lacked targets, staff reported that their strategic performance
measures do not have targets because they lacked clear policy direction of
what the target should be.

Exhibit 4: Almost 50% of all Economic Opportunity and Affordability performance
measures lack targets

Measure Groun Name Number of Measures Number of Total Measures Percentage
3 Without Targets Within Group Without Targets
All EOA Measures 17 35 49%
EOA Measures Labled as o
“COA Contribution” > 16 31%

EOA Measures Labeled as a
Top Ten Indicator
Source: OCA Analysis of SD23 Strategic Performance Dashboard, August 2022

5 13 39%

Without target information for roughly half of all EOA measures, the
performance measures do not provide vital information about the progress
the City has made towards its established outcome. Because there are

no targets, departments are not able to demonstrate if they are on, near,
or off target. This prevents the City from using the performance measure
information to change strategies or increase funding to move the needle
on underperforming areas. Instead of serving as a tool to understand
performance, the data is simply being recorded, with no opportunities to
change strategies or hold City departments accountable.
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SD23: Progress on EOA Outcome

Issues with Timeliness of Performance Measures

As stated above, the Government Finance Officers Association (GFOA)
recommends that performance measures should be useful, which in

part means measures should be kept updated with recent information.
Additionally, they mention that the design of strategic performance
measures should account for the availability of existing data sources or the
need for new systems.

During our review of SD23 strategic performance measures, we found that
City departments submit their performance measure updates for the SD23
Strategic Performance Dashboard according to an established schedule for
each measure. Departments are asked to submit data for the prior period.
Departments are also responsible for ensuring data quality and accuracy.
Our analysis of all EOA performance measures for fiscal year 2021 showed
that only 23% of measures displayed data that covered the most recently
completed fiscal year. Further, 60% of measures displayed data from a
period that was older than the most recently completed fiscal year or did
not display which period the data covered. This means that stakeholders
did not have access to up-to-date information on more than half of all EOA
performance measures.

Exhibit 5: 60% of SD23 strategic performance measures displayed data
from a period that was older than the most recently completed fiscal year
or did not display which period the data covered.

m Current Data
® Newer Data
® Unknown

m Old Data
Source: OCA analysis of SD23 Strategic Performance Dashboard, August 2022

As a part of this audit, the department teams that support EOA SD23
performance measures were surveyed and asked about the data quality
of SD23 performance measures. 24 comments received through the
survey addressed the theme of data quality. The majority (67%) expressed
negative opinions about the data quality of performance measures.
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Comments expressed concerns about the use of third-party data, the
sufficiency of data updates, and whether the data accurately reflected

the work of their department. Another concern shared by multiple staff
members was about the initial design and number of strategic performance
measures. They noted that the large number of measures made it more
difficult to track and the design of certain measures forced departments to
use data sources that could not be updated annually or were published on
a delay compared to the City’s reporting periods.

Issues with Using Third Party Data to Support Performance Measures

We also found that some performance measures presented United States
Census Bureau data in a manner that does not align with the bureau’s
recommended guidance. The United States Census Bureau has published
guidance on how to interpret and use its various datasets, including
estimates from the American Community Survey (ACS). The ACS provides
valuable statistical information about communities across the United
States, but users of this data must take special care to properly present
these estimates and statistics, especially when the information is meant to
be used to understand City performance and to make important decisions
about City resources. Out of the 35 EOA strategic performance measures,
our analysis found that there were at least three instances in which the use
of ACS statistics does not appear to follow recommended guidance, as
shown in Exhibit 6 below.

Exhibit 6: The City's use of US Census Bureau statistics for some
performance measures does not follow recommended guidance

Recommended Guidance

Measure Issue Noted from U.S. Census Bureau
Distribution of Using 5-year estimate U.Ser.ShOU|d. use extrerr)e
: Lo, . caution in making comparisons
household income statistics but reporting With consecutive vears of
(EOA.B.2) annually Y

multiyear estimates

Number and percentage
of Census tracts that Using 5-year estimate
are economically and/ | statistics but reporting

User should use extreme
caution in making comparisons
with consecutive years of

or racially segregated annually . .

(EOA.B.4) multiyear estimates
Numbgr anf:l perc-entage Mixing ACS statistics AC§ and- Census differ in
of residential units that and 2020 Census their design, users should

are considered vacant foures not compare ACS with 2020

(EOA.D.2) g Census

Source: OCA analysis of SD23 Strategic Performance Dashboard, August 2022

Using ACS information differently than recommended by the US Census
Bureau may misrepresent the progress the City has made toward
outcomes. It is also important to note that all three of the performance
measures that do not follow recommended guidance are community
indicators. This issue further underlines why community indicators are not
well suited to serve as performance measures.
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Peer City Practices With Performance Measures

Our team conducted peer research to better understand strategic planning best practices. During our
conversations with representatives from San Diego, Raleigh, and Colorado Springs, cities we identified
to have short-term strategic plans, we heard several noteworthy practices which may be useful for the
City of Austin to consider. These cities have a process for ensuring data quality and accuracy that does
not solely rely on city departments.

e San Diego’s Performance & Analytics Department facilitates data collection for departments and
conducts a quality assurance/quality control review of data. They also directly receive performance
measure data from the departments’ respective systems and its queries ensure accuracy in keeping
with best data management and analysis practices.

Raleigh’s Office of Strategy and Innovation has two full-time staff positions that are dedicated

to managing their strategic plan and providing support as needed. The two position titles are

a Strategy & Impact Manager and a Senior Strategic Planning and Performance Analyst. These
employees compile summary reports that include the updated performance measures and connect
with department data owners if reported measures seem inaccurate.

Colorado Springs has a Strategic Plan Analyst who reviews all submitted information and schedules
one-on-one meetings with each department to talk through any discrepancies or concerns.
Additionally, Colorado Springs has a Strategic Advisory Team that consists multiple department
representatives that are responsible for keeping their department focused on meeting regularly
with their respective teams to discuss performance progress and challenges, informing them of
on-going strategic plan activities, and representing their strategic interests.

In a section of the City’s SD23 plan
describing the City’s “Adaptive
Philosophy,” the document states
that “as we measure performance,
we are committed to segmenting
data by race/ethnicity, age, gender,
income, geography, and more
whenever possible to understand
how well performance is being
achieved from an equity standpoint.”

About 25% of Strategic Performance Measures Can be Use to Measure
Equity Impact, But More Than Half of Measures Lack The Necessary Data
To Determine if Strategic Efforts Advanced Equitable Outcomes

Within the SD23 document, the City of Austin discusses the importance of
strategic planning with equity in mind. In a section of the plan describing
the City's “Adaptive Philosophy,’ the document states that “as we measure
performance, we are committed to segmenting data by race/ethnicity, age,
gender, income, geography, and more whenever possible to understand
how well performance is being achieved from an equity standpoint.”

The SD23 document states that “to advance equitable outcomes, the City
of Austin is leading with a lens of racial equity and healing. Race is the
primary predictor of outcomes, and it is time to recognize, understand, and
address racism at its various levels: personal, institutional, structural, and
systemic.”

As described in the City's adaptive philosophy above, it is important to be
able to break down performance measures by race/ethnicity to observe
performance across different racial groups in order to understand how
equitably progress is being made. Despite this, only 23%, or 8 of the 35
total EOA measures, include information that can be broken down by race/
ethnicity on the SD23 dashboard.

Some SD23 performance measures that currently cannot be broken down
by race could have been segmented by race/ethnicity as written, such as:

e “percentage unemployment rate”
¢ “median family income.”

SD23: Progress on EOA Outcome
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Other measures may not make sense to directly segment by race as written
but could have been adjusted to allow for an equity analysis, for example:

The SD23 document states that "to e “number and percentage of commercial and mixed-use plan reviews
advance equitable outcomes, the completed on time”

City O,f Aus“,n s lead'ng,w'th a Ien.s ¢ “number of subsidized and incentivized rental units considered to be
of racial equity and healing. Race is

the primary predictor of outcomes, affordable.’

and it is time to recognize, Opportunities for equity analysis may not have been fully considered or
understand, and address racism atits ~ prioritized while designing these measures. For example, performance
various levels: personal, institutional,  measure about plan reviews completed on time could have been
structural, and systemic.’ segmented by the zip code of the locations of the proposed commercial

and mixed-use plans, to understand if there are differences in completion
times across communities. Depending on available data, performance
measure about affordable housing could have been broken down by

the race/ethnicity of the tenant in measured units, or the information
could have been segmented by the zip code of the rental’s location to
understand which Austin communities have accessible affordable housing.

Peer City Practices With Equity-Based Performance Measures

Based on our research, we found that the City of Dallas’s Racial Equity 2022-23 plan provides an
approach to strategic planning with equity at the forefront.* This plan may be useful for the City

of Austin to review strategic planning approaches to advance equitable outcomes for the Austin
community. The plan features five long-term racial equity vision statements that are similar to the six
strategic outcome areas featured in Austin’s SD23. However, short-term performance measures are not
only assigned to specific departments to complete, but they also are designed to:

e Specifically name a historically disadvantaged community,
e Identify a baseline that provides a current or most recent status of the measure,
e Specify a 3-5 year goal that includes the completion year

To achieve the long-term vision of equitable economic development, workforce, and community
development, Dallas departments have been assigned the following performance measures:

e Development Services: “decrease average number of days to complete first review of residential
permit application in equity priority areas from 12 to 4 weeks by March 2024”
Economic Development: “Increase the number of affordable housing units created or retained
through economic development incentive programs from 75 in [fiscal year] 2021 to 300 in [fiscal
year] 2027 in High Opportunity Areas.”
Housing & Neighborhood Revitalization: “complete revisions to the Comprehensive Housing Policy
based on the Equity Audit by December 2022

These performance measures are clearly assigned to departments such that they can be held
accountable for their progress. Additionally, these performance measures reflect tangible goals that
departments can accomplish within the assigned timeline in pursuit of achieving a broader vision.

SD23: Progress on EOA Outcome 12 Office of the City Auditor



Flndlng 2 In addition to guidance about performance measures, the GFOA also
recommends that organizations should promptly implement key elements

The City’s delay in of a strategic plan and monitor the results of the related strategic efforts.
implementing SD23 In our review of SD23, we found that the City’s implementation of the
and the lack of formal strategic performance dashboard was delayed, and the City did not

ol . .. . regularly perform formal monitoring of strategic plan progress. Both
monitoring limited its : o

- departures from recommended guidance reduced the City’s ability to
ability to assess and measure progress toward EOA outcomes.
report progress towards
the Economic Opportunity

and Affordability outcome.

The City's Implementation Of The Strategic Performance Dashboard Was
Delayed

The SD23 strategic plan and performance measures were adopted by City
Council on March 8, 2018. However, the development of the dashboard
did not start until approximately two years after adoption of the plan. The
SD23 Strategic Performance Dashboard was developed in three waves
starting in March 2020 and ending in December 2020. The preliminary
version of the dashboard launched in May 2020 with about 101 out of the
planned 210 measures. In January 2021, the City reported that most
measures were functional on the dashboard. Taken together, the final
version of the Strategic Performance Dashboard that is in use today took
over two and a half years to implement.

Exhibit 7: There were two and a half years between plan adoption and the completion of the
SD23 Strategic Performance Dashboard.

~
¢ SD23 plan and strategic performance measures were adopted on March 8, 2018
o Approved FY19 budget organized by SD23 outcomes
o City structure reorganized by SD23 outcomes
J
N Nearly 3 years
¢ Analysis of department alignment data betV\_/een plan adc_)ptlon
and implementation of
J SD23 Strategic
Performance
e Development of dashboard 2.0 begins in Socrata (also called Open Data Portal) and becomes the SD23\ Dashboard
Strategic Performance Dashboard
e Quarterly alignment team meetings begin
o Performance measures start to be published in 3 waves in SD23 Strategic Performance Dashboard )
~
* SD23 Strategic Performace Dashboard hosting a large marjority of SD23 strategic performance
measures by December 2020
o Strategic Measure Maintenance Begins
J
N
© SD23 Update to City Council on October 28, 2021
o Strategic plan refresh meeting with City Council conducuted on February 8, 2022
J

Source: OCA Analysis of SD23 Strategic Plan Implementation, January 2023
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Organizations should create an action plan that describes steps to achieve
goals and the related timeline. Because the implementation of key aspects
The GF_OA recomme?ds that like the SD23 Strategic Performance Dashboard of the strategic plan
the action p'fﬁ” defsc”lbes how were delayed, the associated performance measures that were adopted
§trateg|es i _b.e 'mp emen_ted and at the same time as the plan itself were not available to be reviewed. This
includes activities and services . . .
N meant that stakeholders and the public could not regularly review strategic
to be performed. Organization )
performance measure data for almost three years of a five-year strategic
stakeholders should work together o o .
to implement the plan. Moreover, plan. The delay also limited the C]ty s ability to assess pr:ogress and hold
the strategic plan should drive the departments accountable for their performance. Assessing progress could
operating budget, the capital plan, have provided opportunities to better understand where the City needed
and the government’s other financial ~ to change course or strategy.
planning efforts.

The City Did Not Regularly Perform Formal Monitoring Of Strategic Plan
Progress

The GFOA recommends that the progress toward planned goals should

be monitored at regular intervals and organizations should develop a
systematic review process to evaluate if strategic goals have been met.
This is because it can help organizations identify bottlenecks in operations,
strengthen accountability, and foster greater transparency with the
community.

We found that the City has not formally presented performance measure
updates and plan progress on a regular basis. The only formal monitoring
meeting held throughout the 2018-2023 life of the SD23 plan was a work
session with City Council on October 28, 2021. There are no additional
progress check-in meetings scheduled for SD23.

The delay in developing the performance dashboard appears to have
prevented City staff from conducting regular check-in meetings with
elected officials and making information about performance measure
progress available to the public. There was little to no publicly available
information on SD23 performance measures and progress towards
achieving SD23 EOA outcomes until December 2020, when the strategic
performance dashboard was mostly operational and all departments had
gone through the necessary steps to publish their assigned measures.
Additionally, the SD23 document itself does not include information
about how the progress towards strategic outcomes would be monitored.
There was no pre-established review process or plan to hold meetings

to regularly check-in and report on plan progress. The lack of formal
monitoring of SD23 plan progress limited the ability of stakeholders and
the public to assess progress towards outcomes and hold departments
accountable for their performance.

Peer City Practices With Formal Monitoring of Stratigic Plan Progress

Based on our conversation with cities with short-term strategic plans we noted that Colorado Springs
presents their strategic plan’s progress at least once a year.

e Colorado Springs shares department strategic plan successes three times a year with the city’s
mayor, senior officials, and all City staff. The City also publishes strategic plan performance measure
success stories on its open data site on a quarterly basis which is accessible 24/7 by all internal City
team, stakeholders, and constituents.
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Recommendations and Management Response

To ensure the City can effectively measure progress towards outcomes, the Chief Financial Officer

should work to discontinue the use of “Community Indicators” strategic performance measures to
ensure all measures are within the City’s span of control. As part of this removal, the CFO should

:I_ consider alternative locations for this information such as working with the City Demographer to host

this information online that ensures it is properly contextualized and available to the public and City

stakeholders.

Management Response: Agree

Proposed Implementation Plan: As FSD continues work on the new strategic plan, we will work across
the organization to ensure measures that are developed and incorporated in the plan are within the
City’s span of control. Consistent with the interest and need to understand community health and
indicators of success, the City Demographer has developed a demographics dashboard. The dashboard
continues to report information shared through SD23 community indicators as well as additional
insights and statistics that will help inform the public, City staff and stakeholders. The dashboard
debuted December 2022 and will be updated annually. The dashboard can be found at the following
URL and contains a request for additional information link at the bottom of the page - austintexas.gov/
demographics.

Proposed Implementation Date: December 2023

To ensure the City can effectively measure progress towards outcomes by using a limited number of
performance measures that follow best practice guidance, the Chief Financial Officer should work
with City departments to:

Design all performance measures to have clear, quantifiable targets

. Design all performance measures in a way that they can be updated regularly throughout the
2 life of the strategic plan,

c. Increase the amount of strategic performance measures that can be disaggregated by equity-
related characteristics or can otherwise be segmented to view progress on strategic outcomes
through an equity lens,

d. Maintain the strategic measure dashboard with measures updated at regular intervals to
enable the public and City stakeholders to have access to the most recent data,

e. Follow recommended best practices regarding the use of data gathered from third-party
sources (e.g., US Census Bureau) when using this information to report performance measures.

Management Response: Agree

Proposed Implementation Plan: In agreement with this recommendation, the City will continue to
focus on developing measures that follow the guidelines listed. FSD agrees that a dashboard which
showcases the highest priority measures of success within our influence must be reported in a way
that is informative to the public and City stakeholders as well as is accurate and maintainable with the
community’s best interests in mind.

Proposed Implementation Date: December 2023

SD23: Progress on EOA Outcome 15 Office of the City Auditor


http://austintexas.gov/demographics
http://austintexas.gov/demographics

To provide opportunities to identify potential improvements in operations, take accountability
actions, and foster greater transparency with the community, the Chief Financial Officer (CFO) should

3 develop a plan to periodically review and report the City’s progress on strategic plan outcomes to City
stakeholders and the public.

Management Response: Agree

Proposed Implementation Plan: Upon completion and implementation of the next strategic plan, FSD
proposes regular reporting and progress review with executive management and internal stakeholders
in order to ensure advancement on key City priorities. FSD will also lead efforts to provide annual
updates on the plans progress as a tool to inform policy decisions and budget development.

Proposed Implementation Date: June 2024
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Appendix A: List of All 35 Economic Opportunity and

Affordability (EOA) Performance Measures*

Indicator Category Measure Im_?_;::::or D':;Zﬁr::n t Measure ID
A. Employment Percentage unemployment rate ﬁ%ﬂ;ﬁ?lty FSD Budget Office EOA.A.1
Communit Economic
A. Employment Number of small businesses per capita . Y Development EOCA.A.2
Indicator
Department
Number and percentage of commercial and
mixed-use development permits that are COA Development
A By e issued in Imagine Austin Activity Centers and Contribution | Services ERd
Corridors
A Emplovment Number and percentage of commercial and COA Development EOAA4
- Employ mixed-use plan reviews completed on-time Contribution | Services T
Percentage of prime contractors that meet
solicitation goals (at time of award) through
the utilization of certified minority-owned, .
A. Employment women-owned, and disadvantaged businesses g?rﬁribu tion SBTS:S:stl\:sl,ga:gs EOA.A.5
on applicable City of Austin contracts set by the
Small and Minority Business Resources (SMBR)
Department.
. . Economic
A. Employment Numbe‘r of small businesses supported by City | COA o Development EOAAG
of Austin programs Contribution Department
. o . Housing and
5 e el Number and percentage of residents living Cor:nmumty Sl EOAB.1
below the poverty level (poverty rate) Indicator e
Communit Housing and
B. Income Equality | Distribution of household income Indicator Y Planning EOA.B.2
Department
Number and percentage of Census tracts Communit Housing and
B. Income Equality | meeting criteria for R/ECAP (Racially/Ethnically Indicator Y Planning EOA.B.3
Concentrated Areas of Poverty) Department
. Housing and
B. Income Equality Number anq percentagg of Census tracts that Communlty Planning EOAB.4
are economically or racially segregated Indicator Department
Number of jobs provided by City of Austin COA
B. Income Equality | (regular, contract, and temporary employees) Contribution Human Resources EOA.B.5
that do not pay a living wage
B. Income Equality | Median family income E\%r;glg?'ty FSD Budget Office EOA.B.6
C. Cost of Living Percentage of households paying more than 30 Communit Housing and
Compared to percent (and more than 50 percent) of income Indicator Y Planning EOA.C.1
Income toward housing Department
C. Cost of Living Dollars-per-hour wage that an individual must | Community Economic
Compared to o . . Development EOA.C.3
earn to support a family in Austin Indicator
Income Department
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. Indicator Assigned
Indicator Category Measure Type Department Measure ID
C. Cost of Living Numl?er ar'1d percgntage of re5|d'e.nt|al units COA Bevelepiment
Compared to permitted in Imagine Austin Activity Centers G . EOAC4
. Contribution | Services
Income and Corridors
C. Cost of Living COA
Compared to Austin Energy average annual system rate Contribution Austin Energy EOA.C5.a
Income
C. Cost of Living . .
Percent of median household income spent on | COA .
ﬁ\i’:rzzred to the average annual residential Austin Water bill | Contribution A YR HORESE
C. Cost of Living . .
Dollar amount and percentage increase of major | COA
I(Ilqc;;nrzzred to rates and fees for a range of customer types Contribution FSD Budget Office EOACS.c
C. Cost of Livin Number and percentage of residents living in an Housing and
C;)m ared to & area considered to be a “Complete Community” | COA PIanning EOAC6
Incorrr)1e (i.e. a community where people’s basic needs/ | Contribution De artrient o
essential services can be met with short trips) P
Number of unsubsidized affordable market-rate Communit Housing and
D. Housing** rental units* (*Note: Tracked in relationship to Indicator Y Planning EOA.D.1
Strategic Housing Blueprint targets) Department
D. Housing** Number and percentage of residential units that | Community Elzlrj];li?]g &g EOAD.2
’ & are considered vacant Indicator 5 T
Department
D. Housing** Median house value ﬁ\%?;:lg?'ty FSD Budget Office EOA.D.3
. . .. . Housing and
D. Housing** Number of subsidized and incentivized rental Community Sl EOA.D.4
’ units considered to be affordable* Indicator T
Department
D. Housing** Number and percentage of residential plan COA Development EOADS
’ & reviews completed on-time Contribution | Services T
Number and percentage of newly constructed
housing units that are in a range of housing COA Housing and
D. Housing™* types from small lot single-family to eight- I Planning EOA.D.6
Contribution
plexes* (*Note: Tracked in relationship to Department
Strategic Housing Blueprint targets)
Ratio of residents whose income is less than 60
percent median family income (MFI) residing in Communit Housing and
D. Housing** the City of Austin to residents whose income is Indicator Y Planning EOA.D.7
less than 60 percent MFI residing in the Greater Department
Austin Metropolitan Statistical Area.
F. Skills and Number and percentage of students graduating
Capability of from high school (including public, charter, Community . .
our Community private, and home schools and students earning | Indicator L
Workforce** high school equivalent if data is available)
I(::.aSIngis”inif Number and percentage of students attending Communit
P yor schools rated as "F” by the Texas Education . Y| Austin Public Health | EOA.F.2
our Community Agenc Indicator
Workforce** gency
F. Skills and
Capability of Number of apprenticeship and internship COA
our Community positions offered by City of Austin Contribution i Reseliess O
Workforce**
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Indicator Category Measure Inflr;::::or Dﬁ;::rgtr::n t Measure ID
F. Sklll.s‘and Number and percentage of people who Economic
Capability of COA
. successfully complete Workforce Development S Development EOCA.F4
our Community trainin Contribution Department
Workforce** g P
0 Sklll‘s‘and Number and percentage of digital inclusion e .
Capability of ;. . COA Telecommunications
. program participants who report improved N EOA.F.5
our Community dicital skills Contribution | and Regulatory
Workforce** & Affairs
E Skills and Number and percentage of children enrolled
C'a ability of in high-quality Early Childhood Education Communit
P yor programs (as evidenced by meeting National . Y| Austin Public Health | EOA.F.6
our Community - .. Indicator
Workforce** Accreditation and/or Texas Rising Star 4 Star
level criteria)
Number and percentage of leased dwelling
units with look-back periods meeting a local fair
. housing standard (Note: Intent is to measure . Housing and
G. Economic Community .
i~ support for successful re-entry of ex-offenders . Planning EOA.G.2
Mobility . .. . . Indicator
and people with criminal history, focusing on Department
housing access in public and private multi-
family housing)
G. Economic Number of persons moved out of poverty into | Community Economic
i~ . i . Development EOA.G.3
Mobility middle-skill jobs Indicator Department
G. Economic Number of households benefitting from COA .
Mobility Customer Assistance Program (CAP) Contribution AU T Eobis

*QOriginally, indicator “E. Homeslessness” and the associated performance measures were listed under the
Economic Opportunity and Affordability outcome, but was later administratively moved to the Health and the
Environment outcome after the plan was adopted.

**Indicator was selected as a top 10 indicator across the entire Strategic Direction 2023 plan.
Source: SD23 Plan Document and Strategic Performance Dashboard, December 2022
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SCOpe The scope of this audit included City's practices relating to development
and implementation of the Strategic Direction 2023 Plan for the Economic
Opportunity and Affordability outcome for the period of Council adoption
of SD23 to November 2022

Methodology To complete this audit, we performed the following steps:

e Interviewed staff from Financial Services Department, Housing and
Planning Department, Development Services Department, Small
and Minority Business Resources, Austin Convention Center, and
the City Demographer

e Reviewed City's Strategic Plan 23 related to Economic Opportunity
and Affordability outcome, various Alignment Manager meetings,
and City Council workshops on SD23 and future strategic planning
efforts

e Reviewed best practices provided by Government Finance Officers
Association for the strategic planning and performance measures;
reviewed best practices related to the use of American Community
Survey results published by the U.S. Census Bureau

e Surveyed Strategic Alignment Teams (94 received survey, 32
responded, completion rate of 34%) who support performance
measures related to Economic Opportunity and Affordability
outcome of SD23

¢ Analyzed fiscal year 2021 City's SD23 Strategic Performance
Dashboard related to measures and indicators within the Economic
Opportunity and Affordability outcome of SD23 for timeliness,
equity considerations, target information, and use of data

e Conducted a review of selected cities for their strategic planning
practices

e Evaluated internal controls related to the City's practices for
development and implementation of SD23 plan

e Evaluated the risk of fraud, waste, and abuse for the City’s
practices for development and implementation of SD23 plan

H We conducted this performance audit in accordance with Generally
AUd It Sta nda rdS Accepted Government Auditing Standards. Those standards require that
we plan and perform the audit to obtain sufficient, appropriate evidence
to provide a reasonable basis for our findings and conclusions based on
our audit objectives. We believe that the evidence obtained provides
a reasonable basis for our findings and conclusions based on our audit
objectives.
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The Office of the City Auditor was created by the Austin City
Charter as an independent office reporting to City Council to help
establish accountability and improve City services. We conduct
performance audits to review aspects of a City service or program
and provide recommendations for improvement.

Audit Team

Neha Sharma, Audit Manager
Tyler Myers, Auditor-in-Charge
Sarah Evers

Tameen Imraan

Jasmine Triplett

City Auditor
Corrie Stokes

Deputy City Auditor
Jason Hadavi

Office of the City Auditor

phone: (512) 974-2805

email: AustinAuditor@austintexas.gov
website: http:/www.austintexas.gov/auditor

n AustinAuditor
u @AustinAuditor

Copies of our audit reports are available at
http:/www.austintexas.gov/page/audit-reports

Alternate formats available upon request
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