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(President Bobbie Steele has done a critically important service for
Cook County by leading the work on the 2006 Jranaition Jeam Final
Roport. Because of hor dedication, we have a document that lays out
the scrious fiscal probloms we face and outlines a list of
recommendations about how to solve these problomas.

Thia reponrt should be taken as seriously as President Steele, the
Tranaition Jeam, and the volunteers who wonked on this report took
their mission. We should review all of the report's proposals in a
timely fashion and imploment all those that will help eliminate the
County s growing deficit while ensuring that residents receive the

- Congresswoman Jan Schakowshy
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TRANSITION TEAM COMMITTEE CO-CHAIR

The Illinois State Senator for the Sth District, Rickey Hendon has served in this post since 1992. Hendon serves
as an Assistant Majority Leader, Co-Chairman of the Senate Executive Appointments Committee, Vice-Chairman
of the Environment and Energy Committee and member of the Labor and Commerce Committee and the Illinois

Legislative Black Caucus.

Senator Hendon is the youngest African American male ever to serve as Assistant Majority Leader in the Illinois
State Senate. He is an advocate for "affordable and quality health care," and an advocate for expanding govern-
ment intervention to deliver such services. He continues to contribute to the dialogue concerning a national
health insurance system as an alternative to the stifling financial burden imposed upon economically

disadvantaged families who could not otherwise afford health coverage.

He has served at the city level, previously as Alderman of the 27th Ward and was formerly Secretary/Treasurer of

the Cook County Forest Preserve.

He is married, wife Dawn, and has five children. His favorite past times include softball and table games. His
team, The Fighting 5th competed in the National Amateur Softball Association (ASA) Tournament in 2006 coming
in 15th out of 56 teams. They also played 3 games in the National Softball Association (NSA). Rickey recently
invented a double-deck card game that has become the rage with community volunteers and his

legislative cohorts.
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©US Congresswoman Jan Schakowsky

Jan Schakowsky was elected to represent Illinois 9th Congressional District on November 3, 1998, after serving

for eight years in the Illinois State Assembly.

Schakowsky, who serves on the House Democratic Leadership team as Chief Deputy Whip, is a member of the
Energy and Commerce Committee, where she will work to accomplish her top priority in Congress - providing

universal healthcare coverage for all Americans.

A citizen advocate, grassroots organizer and elected public official, Schakowsky has fought throughout her career
for economic and social justice and improved quality of life for all; for an end to violence against women; and for

a national investment in healthcare, public education and housing needs.

In the House, Schakowsky has won major legislative victories to increase federal assistance for abused women
and children and to protect the rights of battered immigrant women; to reform election laws guaranteeing that
no registered voter is turned away at the poll; to expand housing opportunities for low-income people; and to

assist small business owners and farmers.

Schakowsky is an active member of the Congressional Human Rights Caucus and is a champion expanding our

nation’s hate crime laws.

Schakowsky resides in Evanston, Illinois with her husband, Robert Creamer. She has three children, Ian, Mary
and stepdaughter, Lauren Creamer, and four grandchildren, Isabel, Eve, Lucy and William. She graduated from

the University of Illinois in 1965 with a B.S. in Elementary Education.
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Introduction

On July 19, 2006, the Cook County Board of Commissioners cast their votes unanimously electing Commissioner Bobbie
L. Steele as Interim President of the Cook County Board. She would serve from August 1 - December 4, 2006, roughly
120 days, completing President John H. Stroger’s four—year term. A twenty-year veteran of the Cook County Board,
Commissioner Steele is its longest serving Aftican American female. No stranger to Cook County leadership, she serves
as Chairperson of the Cook County Forest Preserve Finance Committee, Vice Chair of the Cook County Board Finance
Committee, President of the Illinois Counties Association, inmediate past President of the National Association of Black
County Officials, former chair of the National Association of Counties Deferred Compensation Advisory Council, etc.
These accomplishments, however impressive as they might be, were eclipsed by the fact that Commissioner Steele would

become the first woman President in Cook County’s 175-year history.

At the time of its incorporation on January 15, 1831, Cook County’s populace was merely 100 residents, represented by a
three-member board. By 2004, Cook County’s population had grown to approximately 5.3 million, 2.9 million of whom
resided in the City of Chicago, the most well known of its 133 municipalities. The second most populous county in the
nation, Cook County is currently the 19th largest governmental body in the United States. Its complex business
operations are supported by 96 departments and 27,000 employees, who work to fulfill its responsibilities, duties and
obligations. Its departments and employees are managed by county elected officials, who include: The President of the
County Board - the county’s Chief Executive Officer, 17 Board of Commissioners, 3 Board of Review Commissioners, the
Assessor, County Clerk, Clerk of the Circuit Court, Recorder of Deeds, State’s Attorney, Sheriff, and Treasurer. The
President of the Board has direct authority over 41 departments and the other elected officials, in total, oversee 55
departments. Cook County’s principal responsibility is the protection of persons and property, the provision for
Responsive Leadership - contributing to Cook County’s efforts to restore public trust, public health services and the
maintenance of County highways. The obligation to protect persons and property, commonly called public safety, is
fulfilled by the provision of County judicial and law enforcement services. The obligation to provide public health services
is fulfilled by the provision of comprehensive medical services to the citizens of the County, regardless of their

ability to pay. The obligation for maintenance of highways is fulfilled by its Highway department who oversees

maintenance and improvements of approximately 1,461 miles of roads comprising the County highway system. 13
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The Cook County FY 2006 budget is $3,080,646,834 billion, which covers the activities of the county itself, including
expenses for the Circuit Court of Cook County and all the independently elected county official. It does not cover the
Cook County Forest Preserve District which is a special taxing district with a separate budget. Although public safety and
health care services do not reflect all County obligations, appropriations for these services comprise over 90% of the

County's General Funds Budget (51% for public safety and 41% for public health).

Few if any questioned Commissioner’s Steele’s knowledge of Cook County's complicated business operations or her
ability to lead, it was Cook County’s highly publicized and deepening budget deficit which they believed represented her
greatest challenge. By May 2006, half way into the fiscal year, Cook County’s 2006 budget deficit was estimated at $44M.
By June 2006 it was estimated at $56M, with the revenue shortfall in large part resulting from $40M+ in unbilled revenues
in the Health Fund. (The funds used to operate the Bureau of Health Services and its expansive network of hospitals,
clinics and pharmacy operations). By late July 2006, there was speculation that Cook County would experience a deficit in
budget year 2007 somewhere in the neighborhood of $400M and there was no bigger headline news, except that which
centered around: (1) the operational issues at the Cook County Juvenile Detention Center and (2) the impending crisis
at the Bureau of Health Services, the country’s second largest public health safety net. Political pundits questioned

what would happen if no action was taken and they were uncertain if Cook County’s financial and operational challenges

could be reversed during Commissioner Steele’s brief 120 day term.

Commissioner Steele wasted no time engaging in speculation and within a week of her appointment she solicited the
Cook County Commissioners, requesting their input and ideas about how to remedy Cook County’s problems. She also
quickly presented the framework that she wanted to use for a close analysis of these problems. It would take the shape
of a public-private partnership under the rubric of a Transition Team. Each Commissioner was asked to recommend

individuals who could serve on the team.

On August 1, 2006 Commissioner Bobbie Steele took the oath of office and became President Bobbie Steele. President
Steele hit the ground running and promptly convened a meeting with the departments that fall under the Office of the
President allowing them to provide input and ideas free of reprisal. She also asked for their help in identifying opera-

tional improvements and elimination of waste, even if it meant divesting themselves of non- performing employees. 14
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By all measures, through these actions President Steele had already placed Cook County on a new course of inclusion
which embraced bi-partisan solution building, open communications with department managers, and a business climate

of transparency and accountability.

Two days after taking the oath of office, President Steele greeted a room full of individuals, many of whom she had
appointed to the Transition Team, and an equal number of whom had been invited by other Commissioners. As they
introduced themselves it became clear that the volunteers included accomplished individuals from various backgrounds -
- business professionals, civic leaders, state and federal legislators, attorneys, doctors, association executives, etc.
President Steele informed everyone that government benefits when experienced professionals and thoughtful leaders are
allowed to participate in the solution-building process and she welcomed their involvement. She also informed the team
that her chief objective was to approach Cook County’s problems in a business fashion, i.e. by using best practices. She
indicated that the team should remain solution focused, taking a look at ways to improve revenue, operational efficiency,

performance reporting and accountability.

The president conveyed that her office was being flooded with calls from employees who wanted to help. The question
she raised was, “are we effectively engaging our employees?” She relayed that 8,000 employees (at the Bureau of Health

Services) would be asked to respond to this question through an Employee Survey.

The team, President Steele indicated, would be expected to evaluate all of Cook County’s operations within six weeks.
The final report would be due by mid-September, the midpoint of her term, allowing her an equal amount of time there-
after to work on implementing high-impact short-term recommendations. Steele relayed that she would make every
effort to be respectful of the citizens of Cook County by ensuring that the study information was passed on to the next
administration and made available to the public. By the end of their first meeting on August 3rd, the sixty members of the
Transition Team had been organized into four committees: Budget & Finance, Health & Hospitals, Contracts &

Procurement and Intergovernmental.
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By August 10t h the Transition Team had been provided with an arsenal of information to help expedite their efforts,
including past studies about Cook County dating back to 1996, the Cook County organization chart and its 2006 Budget
and Appropriations. Cook County departments under the Office of the President were also notified about the Transition
Team study and were asked to facilicate their requests. The following studies were included among those distributed to
the Transition Team: (1) “The Cook County Cost Control Task Force Report”, authored by the Chicagoland Chamber and
the Civic Federation, 2001; (2)"Reinventing Cook County Part 1 and II”, authored by Cook County Commissioner Mike
Quigley, 2003; (3) “The Civic Federation : Cook County FY2006 Proposed Budgei: Analysis and Recommendations”,
authored by The Civic Federation, 2006; (4) “Protecting the Legacy of Caring for Vulnerable Populations: Essential
Priorities for the Cook County Health Care System”, authored by Northwestern University Feinberg School of Medicine

Institute of Healthcare Studies, 2006.

On September 28th, the esteemed members of the Transition Team assembled in the Cook County Board room as
President Steele introduced them. She was joined by Cook County Board of Commissioners, the other elected officials of
Cook County, and key department heads. Highlighting only a portion of the Findings and Recommendations of each
committee and the results of the Employee Survey, she was able to quickly demonstrate the value of the study efforts.
Armed with objective information, President Steele committed that she would move decisively to implement high-impact
solutions. In addition, she enumerated reforms she had already put in place and proceeded to outline a strategy for
offsetting the 2006 and 2007 budget deficits. The budget strategy would entail 4% in cost-cuts for each department in
2006 and 10% in 2007 — for all departments. Essentially amounting to a spend-down strategy predicated upon

cutting waste.

President Steele then presented financial graphs to dispel the perception that the budget could be balanced solely on
the backs of the 41 departments that fall under the President’s office, reiterating that this was an absolute impossibility.
She challenged the other constitutionally elected official to re-visit their core missions and to abandon “feel-good” pro-
grams. She relayed that they needed to work with the Board of Commissioners to become pro-actively engaged in the

proposed budget reforms.




Cook Coumty 2006
Transition Team

,j'

Cook County Commissioners from each party offered extensive responses about the Transition Team study results. The
quality of the study they indicated illuminated the Transition Team’s commitment to excellence, the clear guidance they
and the Cook County departments had been given early on, and the impressive leadership of the Transition Team
Co-Chairs, US Congresswoman Jan Schakowsky and State Senator Rickey Hendon. They reiterated that a new course had
been charted for Cook County which clearly benefited both its citizens and employees. A course which re-directs how

Cook County does business and “we simply can not turn back,” appealed several commissioners.

This report outlines the Project Methodology that was adopted to complete the Transition Team study and it provides
and abbreviated version of the Findings and Recommendations from each its four committees. Included is an analysis of

the results from the Employee Survey.

The report, in general, is intended to serve as a roadmap that outlines both short-term and long-term recommendations.
Because of time constraints, only a portion of the short-term recommendations could be implemented. However, the

recommendations in their entirety will be presented to the next administration.

This report concludes with a Summary Statement which details the corrective course that President Steele quickly chart-
ed during the second-sixty days of her term in office. The results are measurable and provide a solid foundation to help
transform Cook County’s fiscal and management operations. More importantly, they promote Transparency,

Accountability and Effective Leadership, thus contributing to Cook County’s efforts to restore public trust.

17
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Cook County 2006 Transition Team  FINAL REPORT

PRrROJECT METHODOLOGY - PHASE I: BUILDING STAKEHOLDER COMMUNITY

Internal to Cook County External to Organization

President of

Cook County Board }------------ Transition Team Chair
State & Federal Legislators

Cook County Cook County Board Transition Team Members
Constitutional of Commissioners Public-Private Partnership
Offices
[ 1
Cook County Cook County Cook County
Bureau Chief Bureau Chief Bureau Chief
C0O0, CFO

Department Heads

Employee
Representatives of
Groups

Employees

External to Cook County Consultants,
(non-employees) Business Partners

Academic Institutions,
Advocacy
Organizations
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PRrROJECT METHODOLOGY - PHASE II: DATA GATHERING

FOUR COMMITTEES:

IR
-

8-03-06 thru 9-11-06

9-11-06

#/ Budget& X Development of Oral Presentation
Finance Findings & to Transition
\, Committee 4 Recommendations Team
N
7 Health & Development of Oral Presentation
HOSpitalS ) Findings & Gl S to Transition
Committee / Recommendations Team
‘\W\\—«........-a«"‘ =
ontracts& AN Development of Oral Presentation
Procurement Findings & to Transition
Committee Recommendations Team
/ c oy Development of Oral Presentation
Lengla:twe Findings & to Transition
Committee Recommendations Team
) 8-15-06 thru 9-15-06
: Employee Anonymous
Employee D Feedback &
Survey Suggestions
Managed by third party
firm , independent of
Cook County or

Transition Team
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PrROJECT METHODOLOGY - PHASE III: INFORMATION EXCHANGE

Corroboration of
Findings

9-18-06 thru 9-22-06

55

{ Health & Hospital

1l

{, Committee Report 4

S

Contracts &

Procurement Legislative
Committee Committee Report 4
Report R d
"“\%wwuﬁ P oSS e

NOTE:

Committee Chair met with President Steele to support their findings
and recommendations. They were asked to communicate relevant
information to other committees and to corroborate findings. In
several cases they had to work together to negotiate a new set of
recommendations.
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PrOJECT METHODOLOGY - PHASE IV: ITERATIVE SOLUTION REFINEMENT

@ %
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N

Transition Team Transition Team &
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W = P\ ) X = P
=1 .
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% &mlmz \:*‘f:;_ chl:'s‘znlnxivc ﬁ
% [z ] & 2% 3! = % = &
Cook County  \§ Local %
Board Health & Community
% chn.scnmlivc J % % éﬂ
% Collaborative meeting formats used

to exchange ideas and create a
“shared vision” for change.
Group 1: COO

e | Group 2: Nurse Coordinators
Group 3: Medical Directors

Focus Groups Conducted. Meeting
objective to extend analysis of find-
B )} ings & recommendations relating
to: (1) Cost Saving Opportunities

and (2) Revenue Opportunities

Summary of 2006 cost savings
opportunities developed and
business impact identified

Group 4: Department Chair

i

¥

Summary of 2006-2007 revenue
opportunities developed and
business impact identified

> |Agreed plan of action

Presented to President of Cook
County Board and Cook County
Health & Hospitals Committee

Researched laws, regulations, and
settlements to determine risk, if
any

L

Follow-up with groups to

continue collaboration and to
empower them to serve as “change
agents”

This is an iterative process engine that allows the solution to be implemented in incre-
mental phases, measured and refined, etc.. It is adopted from Barry Boebm's model on
iterative and hicrememal Development. 22
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BUDGET & FINANCE COMMITTEE

COMMITTEE CHARGE AND CHAIR
The Cook County Transition Team Budget & Finance Committee had the overall charge of reviewing the financial posi-
tion of the County, particularly with respect to the operating budget. The operating budget encompasses the day-to-day

operations of the County including the following funds: Corporate, Public Safety, Health and Grant Funds.

COMMITTEE CHAIRS

Co-Chairs: The Honorable Donne E. Trotter, State Senator (D) 17th District
Ronald D. Picur, Professor Emeritus, University of Illinois at Chicago

COMMITTEE METHODOLOGY
The Committee chose to draw upon a number of prior studies and reports for both background information and
recommendations. The Committee's philosophy was that these reports had already identified key structural issues facing

the County, and included recommendations to address those issues that have been thus far largely unimplemented.

Many of these studies had identified potentially material cost-saving opportunities; thus, they provided a blueprint to
address the significant budget deficits of well over half a billion dollars facing the County in fiscal years 2006 and 2007.
The prior reports used in this comprehensive review and analysis were:

~ The Cook County Cost Control Task Force Report, June 2001 (work commenced in 1999) by the Chicagoland
Chamber of Commerce and the Civic Federation

= County Operations Review Team (CORT) Report, July 2001

- Reinventing Cook County, Part I, October 2003; Part II, December 2003, by Cook County Commissioner
Michael Quigley, 10th District

~ The 1006 Review Enhancement Committee

* The Civic Federation: Cook County FY2006 Proposed Budget: Analysis and Recommendations

In addition to these reports, and as supplementary background information, a review was conducted of the audited

financial statements of the County as incorporated in the Comprehensive Annual Financial Reports (CAFRs) of the 24
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County from fiscal year 1995—-2004. The purpose of that review was to identify key trends and financial information that

could characterize the overall financial position of the County.

The Committee then turned toward identifying the components and quantifying the amount of operating budget deficits
for the fiscal years 2006 and 2007. In developing these estimates, the Committee was assisted by the Finance Team of the

County, including the Chief Financial Officer, Comptroller, Budget Director and Chief Counsel.

PROJECTED BUDGET DEFICITS: FY2006 AND FY2007
In developing the projected budget deficits, the Committee conferred with the County’s Financial Team (the Chief
Financial Officer, Comptroller and Budget Director). Reflecting these discussions, estimated deficits for FY2006 and

FY2007 were developed and are summarized in Table I that follows.

The projected results encompassed all operating funds (i.e., the Corporate, Public Safety and Health funds), thereby
excluding the Capital Projects, Grants and Debt Service Funds and other smaller funds that are not used for annual oper-

ating purposes. (Operating purposes reflect the day-to-day activities of the County in providing services to its citizens.)

The results are summarized by year. The starting (baseline) point was the FY2006 enacted budget which was balanced on
the assumption of a fund balance reduction of approximately $66 million. That is, the County adopted a deficit budget
that was legally balanced by using up reserves built-up in prior years. Revenue Shortfalls from budgeted revenues (e.g.,
hospital fees and cigarette taxes) and Spending Overruns (e.g., unbudgeted overtime at the hospitals) are separately cate-
gorized in order to arrive at the projected FY2006 Operating Deficit of $136 million. In essence, an incremental operating
deficit of another $70 million is projected beyond the $66 million operating deficit in the adopted budget. When added
to the beginning Unreserved Fund Balance of $89 million, the result is a projected Fund Balance deficit of $47 million at

November 30, 2006.

The same approach was used to categorize the projected revenue shortfall and additional spending (beyond the FY2006

level of spending) for FY 2007. Table I also provides an explanation for each revenue shortfall or additional spending
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item projected to occur during 2007. These projections do not include a cost of living adjustment (COLA) for non-union-
ized employees of approximately $40 million. While recognizing these employees have not has such an increase for the
past several years, the provision of such a COLA at this time cannot be supported by the Committee and we would
recommend that President Steele not pursue one in the near-term. Based upon these projections, the projected FY2007
operating deficit is estimated to be $455.5 million, which could result in an estimated Fund Balance deficit of $502.5

million by the end of that year.

The projected results are based upon an assumption of the status quo. That is, if no changes are implemented and
operations continue as the status quo, the County could be incurring a total deficit between the two fiscal years of

$591.5 million ($136 million for FY2006 and $455.5 million for FY2007).

KEY FINDINGS
The Committee noted that a common theme, implicit throughout the previously issued reports, was the absence of a
"will to action." The action to enact policy changes and/or proactively contain costs within inflation in a timely manner

was absent.

The Committee identified that the issue of fragmentation is a fundamental and systemic problem within Cook County
government that must be addressed if any future president is to provide the accountability and results owed to Cook

County taxpayers and constituents.

The need for clarity on the County’s mission in its key service areas as well as metrics for assessing how well the County
achieves its goals was also identified throughout the course of the analysis. Areas deemed critical included Health Care,

Sheriff's Office services and Property Tax Office services.

COMMITTEE RECOMMENDATIONS
Having identified and quantified the estimated budget deficits for these two fiscal years, the Committee then developed a
series of recommendations which have been categorized each in the following areas. The Committee concluded the

report by developing a list of recommendations and options to address the projected deficits. The Committee reviewed

all recommendations and classified each relative to urgency. 26
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Immediate
* Exert budget control over all County Offices and Departments, including those of elected officials
* The County CFO should have responsibility for all County finances including Hospitals
> Review the mission of the Bureau of Health Services

* Bill and collect every dollar the Bureau of Health Services is entitled to receive

Fiscal Year 2007

* Examine the mission and core services of the County by undertaking a thorough review of statutorily-

mandated functions and clearly differentiating those from discretionary programs assumed over time

* Negotiate an intergovernmental reimbursement agreement for Collar County patients
* Review the mission of the Sheriff's Office with the goal of reducing costs by eliminating (or limiting)

discretionary programs which are subject to State and Federal funding

* Review and reduce staffing levels of the Court system (Courts, State’s Attorney and Clerk of the Court) by

benchmarking versus other peer counties; increase use of automation to replace excessive staffing
determined by benchmarking studies

> Reform Pension Board composition to provide balance between annuitant, government and taxpayers

« Sell surplus County property and use the proceeds for one-time budget expenditures

- Continue to pursue joint purchasing agreements with major Chicago area governments

* Outsourcing management of selected services to other governments

* Outsource County highway system to local municipalities

« Qutsource animal control to municipalities

= Consolidate the County’s four print shops

* Establish a Cook County Auditor General’s Office

* Improve performance measures

+ Implement a formal long-term financial planning process

¢ Pursue other non-tax revenue enhancements

27




Cook Coumiy 2006
Tramnsitien Teeam

e
DA
Long Term

- Establish an Office of Tax Administration.

BUSINESS IMPACTS

BILLING & REVENUES

The collection of outstanding revenues from Health Services should be the first step taken to stop the “fiscal bleeding”
created by the current hospital environment in Cook County. This foregone revenue, resulting from unbilled/uncollected

inpatient services, outpatient services and physician services, represents a net $20 million opportunity.

An audit of such by an external vendor, which should affect a minimal cost compared to potentially collectible past due

revenues, should be made a priority.

Additionally, revenues will be heavily impacted by negotiating an intergovernmental reimbursement agreement with

Collar Counties to begin settlement of the $45M+ in un-reimbursed services provided for non Cook County residents.

The sales of surplus property holdings by the County can be used for one-time budget expenditures; additionally, if sold
to private interests (with the utmost regard to transparency and an open bid process) these unused/underused tracts of

land will be returned to the property tax roll and continue to generate revenues for years to come.

CONSOLIDATION OF SERVICES & STREAMLINED PROCESS
The consolidation of services will address the critical issue of Fragmentation by increasing both responsibility and

accountability, and not least, impact the cost efficiency of services provided by halting the unacceptable cost escalation

that has continued to grow unabated.

IMPROVED PERFORMANCE MEASURES
An overhauled performance measurement system, that measures efficiency and effectiveness rather than workload, will
provide managers with the tools they need to identify strengths and weaknesses in service delivery and to use that infor-

mation to implement efficiencies — and increased efficiencies will lead to lower costs in the long-term. 28
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SERVICE DELIVERY OUTSOURCING

Outsourcing certain programs to other governments rather than maintaining full-scale operations more suited to a
bygone era makes good fiscal sense. If the County were to outsource maintenance of the highway system to local munici-
palities, it could save up to $9.8 M per year (based on 1993 estimates). The County could save up to $2.9 million if it paid

municipalities to conduct animal control activities rather than maintain its own department according to the same report.

WELL-DEFINED MISSION & METRICS
Initiating a discussion with the Board and County citizens regarding the core mission of the County and its major entities,
is essential in establishing a framework for achieving and assessing progress. Reduction of the projected deficit can only

begin by asking the basic question; what is the mission of the County and its major service areas, especially the hospitals?

As readers will note, this report is not the first study or set of recommendations regarding County finances. However, the
problem has continued to build for years, reflecting an ongoing structural deficit. These are problems that involve the
President, County Board, all elected officials, all County employees and ultimately the citizens of Cook County. While the
Committee had limited time to review these issues, there is no more time for analysis, but only time for immediate
action. Failure to act immediately and decisively, will limit Cook County's options with severe negative impacts on all

stakeholders, but especially those citizens who depend upon Cook County for essential services.
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VI. APPENDICES

Appendix A: PRIOR COUNTY REPORTS

A

A. The Cook County Cost Control Task Force Report, June 2001 (work commenced in
1999), by the Chicagoland Chamber of Commerce and The Civic Federation.

Overview: The report details the inner working of Cook County (“County”) government or
the purpose of making recommendations for system-wide change that will eventually result
in cost-efficiencies and overall savings to the taxpayer. The initial goal of reducing the
structural deficit was revised as the study proceeded and a determination was made that a
separate investigation concerning the County’s structure and governance was needed before
specific cost-cutting measures could be suggested. Key findings of the report include:

e Cook County is highly fragmented among 28 elected officials, causing confusion and
lack of accountability.

e Ninety-nine different departments have inconsistent organizational and reporting
structures, leading to a fragmentation of authority.

e There is widespread resistance to change.

Various processes, functions and activities are inefficient, unnecessary
counterproductive and wasteful.
The business culture of the County must be changed.

e Cost reductions can only occur through comprehensive restructuring of County
government.

e Current focus on process must be replaced with focus on service and quality (included
specific recommendations on decentralization, performance evaluation and streamlining
services).

¢ Centralized management is necessary for procurement and personnel functions (included
specific recommendations for purchasing).

2. County Operations Review Team (CORT) Report, July 2001.

Overview: The County Operations Review Team (CORT) was an internal task force charged
with reviewing operations in all departments. The goal was to engage department heads and
elected officials in identifying potential efficiencies and cost savings opportunities. The
report identified more than 100 opportunities that over time had the (claimed) potential to
save more than $100 million. The CORT process and key findings include:

e Composition: CORT consisted of the Chief of Staff, Chief Financial Officer, Chief
Administrative Officer, Special Assistant to the President, CFO of the Bureau of Health,
industrial engineers and representatives of the elected officials.

o Scope: Focused on Operations only and excluded capital and special revenue funds.
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e Prior Studies: . . note that many of the cost savings opportunities are based on
previous Industrial Engineering studies, surveys and budget-related investigations.”

e Cost Savings Ideas: In November of 2000, the President requested all Department heads
and elected officials to identify cost savings ideas. In addition, CORT Team members
presénted major areas that were to be considered by each department or elected official’s
office when reviewing operations.

e Budget Reductions: CORT also presented a budget to each department and office
showing 5% and 10% budget reductions for the FY2001 appropriations and solicited
written responses from the elected officials.

¢ Recommendations: Cost savings opportunities include specific suggestions on public
safety spending, functions of the elected County officials, reduced staff in offices under
the President, and consolidation, privatization, and centralization of various services
countywide.

e See Attached Document: Select Cost Savings Opportunities Identified in the CORT
Report. Total estimated savings: $49.5M - $68.45M

3. Reinventing Cook County, Part I, October 2003; Part 11, December 2003, by Cook
County Commissioner Michael Quigley, 10" District

Overview: Part I of the report deals exclusively with restructuring county government and
provides very rough estimates of potential savings. Some of the changes recommended
intend to streamline core operations; others deal with peripheral responsibilities in a county
with a declining amount of unincorporated land. Part II focuses on current revenue and
fiscal policy and suggestions for improving productivity. Presented below are key
recommendations included in the Quigley Report, Part I, grouped by the action required to
implement.

The first set of recommended changes requires state legislation, referendum or
intergovernmental agreements.

o Combine property tax functions of the Assessor, Auditor, Clerk, Treasurer and Recorder

of Deeds and combine the offices of Clerk and Recorder of Deeds.

Dissolve Sheriff’s Police and transfer patrol duties to adjacent municipalities.

Dissolve townships and transfer duties to other governmental units.

Merge Chicago Board of Election and Clerk’s Election Department.

Merge municipal health clinics into Department of Public Health.

Transfer county highways, building and zoning, animal control, and liquor control to

local municipalities.

e Metropolitan Water Reclamation District to absorb sanitary districts and itself be
absorbed by the County.

e Absorb the four mosquito abatement districts and the Suburban Tuberculosis Sanitarium
District into the Department of Public Health.

These recommended changes only require County Board action.
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Transfer maintenance of the courthouse and county building from the Sheriff to
Facilities Management Department

Transfer Sheriff’s Corrections Department to Bureau of Public Safety

No longer permit the President to serve as a Commissioner

Presented below are key recommendations included in the Quigley Report, Part II.

Reduce reliance on taxes and fees, including one-time revenue sources.

Reduce expenses by capping consultant fees, minimizing overtime, privatizing and
eliminating some county services.

Improve productivity by streamlining the County’s purchasing system and conducting a
countywide employee audit.

Utilize zero-based budgeting and reduce mid-year transfers.

4. The 1996 Revenue Enhancement Committee

Overview: Throughout the report, the committee in 1996 urged that there be a 2 year
program to cut all budgets, including those of the elected officials, by 5% per year to help
bring the budget into balance. The 1996 report found deficits similar to those that exist
today and felt that asking all departments and the elected officials to make consecutive
annual 5% cuts was a critical first step, regardless of any revenue enhancements. The report
recommended increasing the property tax (real estate tax) the maximum amount allowable
annually — i.e,, 5% or the Consumer Price Index, which ever is lowest. Other key
recommendations can be found in Appendix D4.

Increase the Cook County Alcoholic Beverage and Beer taxes by $0.25 per gallon
from $2.00 to $2.25. This was projected to produce $2.1 million in annual income.
Increase the County's Cigarette tax from $0.10 per package of 20 cigarettes. It was
projected each $0.01 would produce $2.5 million in annual income.

Increase the County's gasoline tax from $0.06 per gallon. Each $0.01 equals $14
million in annual income.

Increase the County's Real Estate Transfer tax from $0.25 per $500 of property
value. Each $0.25 equals $50 per sale.

Increase the County's Retailers Occupation Tax (sales tax) from 3/4% to 1%. This
will generate $75 million annually.

Increase the County's Use Tax from 3/4% to 1%. This will produce $9 million
annually. (This is a tax on motorcycle, auto and truck sales)

Add a County Amusement Tax of 1%. This will produce $5 million annually.

Add a County Automatic Amusement Device Tax. Each $0.25 produces $17.5
million in annual revenue.

Implement a County Diesel Fuel Tax. Each $0.01 produces $2.0 million annually.
Impose an admission fee tax on off-track betting parlors. Each $1.00 produces $1.5
million annually.

Increase a tax on parking in lots or garages that charge a fee. Each $0.25 will produce
$7.5 million annually.

Impose a hotel/motel tax. Each 1% will produce $7 million annually.
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e Add a County tax on the lease, rental or use of personal property, other than autos. A
1% rate will produce $13 million annually. (The report noted this may be
difficult to collect and administer.)

LY

Some fees/taxes suggested, but which the committee felt would need legislative approval:

e Airport landing fees. A fee of $0.50 per 1,000 pounds would produce $27-million
annually. (The City of Chicago fee at the time was $2.022 per 1,000 pounds.)

e A Cable TV franchise fee. A 1% fee on gross revenue would produce $3.12 million
annually.

e An employer expense tax on employees for employers with 50 or more employees. A
$1.00 per month fee would produce $10 million annually.

e A Telecommunications tax. A 1% tax would produce $23 million annually.

e A Utility tax on natural gas and electric. A 1% tax on both would produce $44.5 million
annually.

The Civic Federation: Cook County FY2006 Proposed Budget: Analysis and
Recommendations

Overview: The Civic Federation annually reviews the proposed County Budget and
provides both an analysis and series of recommendations for the County Board. The analysis
focuses on major components of the proposed budget including the overall appropriation and
staffing level as well as proposed new revenues to close the $95 million deficit estimated at
the time the budget was submitted. Key recommendations include the following:

¢ Eliminate automatic step increases. Total annual % increases should be limited to 3%
or the rate of inflation, which ever is less.

e Increase employee contributions to health insurance costs. If employees contributed
a sum equal to an additional 1% of total hospitalization insurance projected costs in
FY2006, the County would save $2.5 million. Increasing co-pays for office visits could
save the County from $7.6 million to $8.8 million.

¢ Reduce employee pay periods from 26 to 24 times per year. Reducing pay periods to
24 times per year or twice a month, would eliminate the processing and related coasts for
2 pay periods each year.

e Aggressively pursue joint purchasing agreements with major Chicago area
governments. According to a 2001 study commissioned by the Civic Federation,
forming a joint health insurance pool could save the County as much as $22.5 million in
the first year.

e Pursue alternative service delivery opportunities, including privatization. Possible
candidates for privatization include: janitorial services under control of the Cook County
Sheriff’s office, pharmacy function, print shop function, dietary and food service
functions in the Bureau of Health Services, and service of process function for civil
lawsuits.

e Outsource county highway system to local municipalities. The Reinventing Cook
County report estimates that the County could save up to $9.8 million per year if it paid
municipalities to maintain roads in unincorporated Cook County rather than maintaining
them itself (FY2006 savings could be less than $9.8 million).
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Outsource animal control to local municipalities. The Reinventing Cook County
report estimates the County could save up to $2.9 million if it paid municipalities to
conduct animal control activities rather than maintain its own department according to
Commissioner Quigley’s 2003 report (FY2006 savings could be less than $2.9 million).
Implement comprehensive pension benefit reform. establish a two-tiered system with
lower benefits for new hires, limit annuity increases for new hires to the lesser of 3% or
CP], require contribution increases to accompany any benefit increases, require
employer contributions to relate to funding levels, reform pension board composition to
provide balance between employees, government, and taxpayers.

Consolidate the County’s four print shops. If the print shop function is not
outsourced, it should at least be consolidated.

Consolidate non-core functions in the Bureau of Health Services. A conservative
estimate of savings from consolidating duplicative administrative functions would yield
$2.7 million.

Expedite dissolution of the Suburban Cook County Tuberculosis Sanitarium
District. All assets and responsibilities of this unnecessary and wasteful unit of local
government should be transferred to Cook County. The District’s excess real property
should be soid.

Require return on investment reports for all Information Technology contracts.
Investments in technology can and should yield cost savings as well as increased
efficiency of operation. All Cook County information technology contracts should
include a requirement for an independent analysis of the costs and benefits of the
projects being implemented.

Improve performance measures. The performance measurement system needs to be
overhauled to provide managers with the tools they need to identify strengths and
weaknesses in service delivery and to use that information to implement efficiencies.
Present an Executive Budget before the beginning of the fiscal year. All
governments have a duty and an obligation to prepare, release and adopt their fiscal
plans before the beginning of the fiscal year.

Implement a formal long-term financial planning process. The Civic Federation
supports the proposed Amendment to Cook County Board Rules sponsored by
Commissioners Claypool, Suffredin and Peraica that would require the President to
submit to the Finance Committee revenue and expenditure projections for the next six
fiscal years as well as narrative explanations of assumptions made in order to reach the
projections.

Produce audited financial statements within 6 months of close of fiscal year. All
governments should release audited financial statements no later than six months of the
close of their respective fiscal years.

Establish a formal Budget Stabilization Policy and Fund. This a means of controlling
the volatility of unstable revenue sources such as the sales tax, and is recommended by
bonding agencies and the Government Finance Officers Association.

Establish a Cook County Auditor General’s Office. Cook County should establish an
independent auditor general’s office that would be charged with conducting program and
financial audits of all County programs on a regular basis

Separate the executive and legislative branches of Cook County Government. Cook
County should end the practice of allowing a Commissioner to also serve as President.
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The interests of good government are far better served with a clear distinction between
the two branches.

e Reduce the majority needed to override the President’s veto from 4/5ths to 2/3rds.
The 4/5ths rule is unusual, excessive and a bar to meaningful attempts to assert the
authority and prerogatives of the legislative branch of government.

 Establish an Office of Tax Administration. The Civic Federation has long advocated
this consolidation, which was estimated to save $3.6 million in Reinventing Cook
County.
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THE HEALTH AND HOSPITALS COMMITTEE

COMMITTEE CHARGE AND CHAIR
The committee was given the charge of reviewing current conditions at the Bureau of Health Services for the purpose of
identifying what and where major problems exist within Cook County’s healthcare delivery system. Its financial and clini-

cal operations were examined, providing a window to observe its leadership, communications and fiscal accountability.

COMMITTEE CHAIRS

Co-Chairs: Dr. Luis Munoz, a private practice physician specializing in Occupational Health.
Dr. Jorge Cavero, a private practice physician specializing in Internal Medicine.

COMMITTEE METHODOLOGY
The Cook County Bureau of Health Services, the country’s second largest public health safety net, was evaluated utilizing

the national health industry standards set forth in Healthcare Financial Management Association Standards.

The committee decided that there was sufficient historical data and academic data about the health system and about
healthcare trends in general so there was no need to re-create this information. They concluded that what was lacking
was a perspective of the problem from the people who the Bureau. In order to glean such information, the committee
conducted 40 face-to-face interviews with upper management, clinical personnel, financial staff, consultants under
contract, business partners, academic partners, etc. The second level validation was conducted by doing unscheduled
site visits. The committee cross validated the interview data against internal correspondence from each facility, systems

issues logs for each facility and other relevant documentation, consolidated financial statements, etc..

Secondarily, the committee concluded that their focus would be on ‘outcomes’ vs ‘output’. With this in mind, they

attempted to craft solutions that were distinctive and measurable vs solutions which were programmatic.
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KEY FINDINGS

It was the concerted opinion of the Health and Hospitals Committee that the Cook County Bureau of Health Services
lacked the most basic organizational infrastructure, e.g. business strategic plan, definitive organizational goals for each
fiscal year, performance metrics, meaningful management and financial reporting, physician productivity reporting, timely
payer and case analysis, contract performance reporting, etc. This has contributed to poor communications between
upper management and middle management and inadvertently trickled downward resulting in poor communications
between departments and employees. It has fueled the proliferation of silos and a culture of ‘crisis management’,
resulting in excessive overtime, inordinate use of contractors, mismanagement of already scarce resources and limited or
no follow-through to bring problems to closure, e.g. the diagnostic backlogs, billing problems and recurring revenue

shortfalls, etc..

The future of the Bureau of Health Services is precarious due to a financial crisis that has deepened over a period of
years. In budget year 2005 the Bureau of Health Services reported a revenue shortfall of over $60M as a result of unbilled
revenues. By May 2006, they had reported a revenue shortfall greater than that for the entire preceding fiscal year, again

resulting largely from unbilled revenues.

Most importantly, because of ineffective leadership there was an inverse relationship between dollars invested by Cook

County to fix problems and fiscal performance.

The Health and Hospitals Committee concluded that the Bureau of Health Services exhibited the characteristics of a
“troubled organization”, as defined by the Healthcare Financial Management Association. These include:

» Board and senior management acceptance of poor financial performance

¢ Lack of middle management depth and experience

» Lack of accountability or illogical reporting relationships involving managers/supervisors

= Poor physician relations

= Lack of erosion of profitable payer mix

- Inadequate information management, business processes and reporting systems

= No long-term budgets and plans or unrealistic/missing budget targets
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- Increasing A/R days and bad-debt expense
< Aliquidity squeeze, such as decreasing cash reserves and days of cash on hand (red alert: extended vendor
payment cycles of more than 80 days)

+ Audit surprise or failure

RECOMMENDATIONS

The Committee met again with many of the individuals who were interviewed in order to get their input on crafting
recommendations. The idea being to create a ‘shared vision for change’. It was their joint recommendation that concrete
steps should be taken to replace leadership and to restore accountability at the Bureau. The internal team also agreed

that there was a growing need to move the Bureau to a Performance-Based Business Model.

Specific recommendations were then framed in two groups; Short-term and Long-term. Short-term recommendations
being “low hanging fruit” interventions which will result in strategic, clinical, operational and financial improvements that
could be implemented in six to twelve months. Long-term recommendations are those which the committee believed

would require greater than twelve months.

Short-Term (Financial Recommendations)
* Request that Intergovernmental Transfer (IGT) split be more equitable; currently 65% State and 35% County
* Move BIPA distribution to County
© Request that the State distribute the money more evenly through out the year
- Immediately implement performance-based goals for physician leadership and management of medical staff
Track and report care provided to non-Cook County residents
- Present business case to become Regional Health System
Bill Community Partners organizations for services at other healthcare organizations
Implement plan to exponential increase OB services at Stroger and Provident Hospital
Respond to demographic shifts - starting with Pre-natal at Oak Forest Hospital
~ Capture professional billing for areas of opportunity (e.g. procedural)

Require that physicians complete mandatory training on documentation a0
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¢ Immediately implement front-end improvements to the Pre-Admissions processes

= Implement all contracts which allow Bureau to receive reimbursement, where applicable, e.g. All Kids, DME,
Medicare Part B, Medicare Part D, Third Party Insurers
Educate all staff on the importance of billing (from clerks to physicians to public relations)

* Bill Community Partners for services rendered

= Bill affiliated institutions for medical student training

* Re-negotiate rates with Third Party Payers

* Bill Third Party Payers for services rendered

= Conduct a comprehensive review of the Bureau’s policy on charity care

= Conduct 2 comprehensive review of patient referral practices

- Implement and adhere to one formulary

- Leverage other government purchasing agreements for formulary

 Expand Financial Counseling services

Short-term (Organizational Recommendations):
* Evaluate Bureau leadership
< Evaluate productivity and distribution of physician, nursing and paramedical staff against industry standards
¢ Determine function of each department, and right-size organization against industry standards
- Document Information Technology infrastructure
- Develop an I/T Strategy that is measurable and supports the strategic business plan
* Document business processes in mission-critical departments
* Determine which processes could be improved from automation, and/or outsourcing
= Conduct an independent audit to evaluate the medical records — prepare for physician billing

= Develop a plan to reduce diagnostic backlogs

Long-term (organizational and financial recommendations:
= Evaluate the lines of business ie. types of care to ascertain if the deployment of Bureau resources is fulfilling

the mission and revenue objectives
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Evaluate the Community Partnership Agreements to determine that relationships are mutually beneficial
Evaluate contracts with teaching programs and research partners to determine if these relationships
are mutually beneficial
- Establish a process for implementing performance-based contracts to optimize the performance
of contractors
* Maximize use of the human capital within the Bureau
- Bill Department of Corrections for services
» Shift emphasis from inpatient to outpatient
Negotiate the types of care provided to non-Cook County residents
Develop one Charge Master

Centralize Registration

BUSINESS IMPACTS

The committee has attempted to be as specific as possible to demonstrate that the Bureau’s problems are fixable. These
are doable tasks and each impacts the bottom line. From having interviewed Bureau employees the committee believes
that the Bureau is sufficiently staffed to step up to this challenge. The recommendations outlined herein will engage all
Bureau employees in playing a role in turning around its revenue crisis and it will help to enhance governance. The

impact of these recommendations is further outlined below:

BILLING/REVENUES
Mandatory in-service training to educate medical and paramedical personnel on accurate billing and documentation will
enable the Bureau to bill for professional fees and services rendered at all Bureau facilities (including other hospitals and

community partners.)

CENTRALIZED REGISTRATION
Centralized registration across the Bureau will improve customer satisfaction and enhance revenue and medical record

coordination.
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CHARGE MASTER

Standardization of clinical charges across all Bureau locations will maximize reimbursement by health insurance
providers.

CHARITY CARE

A comprehensive review of bureau policies on charity care, Limit of Liability (LOL) eligibility will ensure appropriate dis-

tribution of the patient’s financial responsibility at all locations.

COMMUNITY PARTNERS

Reviewing Community Partners payment histories will enable the County