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FOREWORD 
 
 
The Montgomery County Council (the Council) engaged the National Academy of Public 

Administration (the Academy) in a three-month project to conduct an assessment of the 

Central Staff and Office of Legislative Oversight’s capabilities and operations today, the 

Council’s desired state for these offices, best practices in legislative staff support and 

oversight, and specific actions necessary to close any gaps between the current state and 

desired state.  We applaud the Council for its decision to assess its operations in an effort to 

continuously improve service to its County constituents. 

The Academy is an independent, non-partisan, non-profit institution chartered by the U.S. 

Congress with the mission of assisting entities at all levels of government with public 

management challenges.  The core of the Academy’s expertise is its membership, which 

includes over 900 current and former Cabinet officers, members of Congress, governors, 

local officials, business executives, public managers, and scholars who are elected as Fellows 

because of their distinguished contributions to the field of public administration.  The 

Academy’s membership includes Fellows with outstanding experience in leading county 

operations.  The Academy assembled a three-member Expert Advisory Group from among 

this group of Fellows to guide and advise our professional study team in this assessment.  We 

are proud to have this opportunity to assist a county legislative branch of government with 

optimizing its ability to meet its critical, county-wide responsibilities. We are especially 

pleased to work with the Montgomery County Council as it positions itself to meet the needs 

of a new Montgomery County, whose population is increasing in number, complexity, and 

cultural diversity. 

I appreciate the support of Councilmembers and their staff members who provided 

important insights and context that inform this report.  I extend my sincere thanks to the 

professional study team that undertook this project and the Expert Advisory Group who 

provided valuable expertise and guidance to the team.  We anticipate that the Montgomery 

County Council will find herein recommendations that support their goals for the Council 

and address systemic challenges facing the Council and its Legislative offices. 

 
Teresa W. Gerton 

President and Chief Executive Officer 

National Academy of Public Administration 
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EXECUTIVE SUMMARY 
 
 
The National Academy of Public Administration (the Academy), as an independent, non-
partisan, non-profit institution chartered by the U.S. Congress conducted a three-month 
assessment of the current capabilities and operations of the Montgomery County Council’s 
Central Staff and Office of Legislative Oversight (OLO). The Academy worked with 
Councilmembers, Central Staff, and OLO staff to identify the desired state for these offices 
based on what interviewees perceive will better serve a growing and diversifying 
Montgomery County. While interviewees generally agreed that change is needed, it became 
apparent that the Council and its legislative branch offices would benefit from a more 
strategic, long-term approach to developing the support capacities to effectively perform its 
function. Chapter 4 provides the Council with a number of recommendations to close the 
gaps between the current and desired state into three phases (1-2 years, 2-4 years, and 4-10 
years). Chapter 5 provides the Council with eight key success indicators that should guide 
the organizational change throughout all ten years. Below is a summary of recommendations 
issued to the Montgomery County Council.   
 
Recommendations: 
 

 Phase #1 (0-2 Years) Make Immediate Improvements in the Current Staff 
Support Apparatus 

o The Executive Director, in consultation with the Council and input from 
Central Staff employees, should redefine the role of the Deputy Executive 
Director of the Central Staff as the day-to-day operational leader who provides 
oversight, creates efficiencies, and drives the performance of all Central Staff 
members. 

o The Council needs to define the roles and responsibilities of the Central Staff 
communications office in order to focus the resources of this small office more 
effectively. 

o The Council and the Executive Director should produce a foundational 
document that defines general principles of conduct for legislative staff, 
including their obligations to legislators, to the public, to the legislative body, 
and to each other, so that Councilmembers and staff share an understanding 
of roles and responsibilities. 

o The Council needs to conduct more formal oversight hearings of executive 
programs and actions, especially in terms of whether appropriated dollars are 
meeting the needs of the Council, so that the legislative body is better prepared 
for the very short six-week budget cycle each year.  

o After each budget cycle, Councilmembers should work with the Office of 
Legislative Oversight to identify those executive programs or actions that 
would benefit from closer legislative oversight, and include those projects in 
the Office of Legislative Oversight’s annual work program. 

o The next Deputy Executive Director of Central Staff should work with Central 
Staff to flowchart work processes, and in doing so, identify burdensome 
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practices that can be mitigated and opportunities to generate more efficient 
operations. 

o The Executive Director of Central Staff and the Director of the Office of 
Legislative Oversight should align employee performance reviews to the 
Council’s vision, the strategic transformational goals, and with cultural 
principles. Building a more robust performance review system will help build 
the case for continued investment in staff skills and competencies. 

o The Council should establish a dedicated and predicable stream of funding for 
training and employee development to allow for leadership to undertake 
strategic workforce planning. 

o  The Council, staff leadership, and employees should work together to define 
office-wide performance goals and measures to market success, acknowledge 
challenge areas, and devise appropriate solutions and measure their impact. 

o The Council, the Executive Director, and the Director of OLO should develop 
and implement an anonymous and longitudinal employee feedback survey, to 
be issued each year, to provide insights to the leadership team and document 
the successes and challenges of the reorganization effort. 

 
 Phase #2 (2-4 years): Adopt a Performance-Based Approach 

o The Council should adopt a performance-based approach to restructuring the 
Council staff functions in order to support the Council’s broader adoption of 
performance-based governance and its application throughout County 
government. The County Council is Montgomery County’s highest political 
decision-making body, and therefore has a special overall responsibility to 
broadly consider what is in the best interest of the County and its citizens. A 
performance-based approach facilitates the Council’s role as the integrating 
entity that lies at the center of an array of County government entities. 
 

 Phase #3 (4-10 years): Strengthen and Integrate Staff Support Capacity 
Throughout County Government 

o The Council should deliberately strengthen and integrate staff support 
capacity throughout County government. This will both further its broad 
County government leadership mandate, and will also improve and better 
align staff support and analysis and documentation that flows to the Council 
and its staff from agencies throughout the County Government.  

 
 The Council and its legislative staff offices should adopt and implement the 

Academy’s eight Key Success Indicators for organizational transformation.  
o Key Success Indicator #1: Ensure top leaders drive the transformation 
o Key Success Indicator #2: Establish a clear vision and integrated strategic 

transformation goals 
o Key Success Indicator #3: Design the organizational structure that will enable 

the vision 
o Key Success Indicator #4: Create a sense of urgency, implement a timeline, and 

show progress from day one 
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o Key Success Indicator #5: Communicate frequently throughout multiple 
channels to multiple stakeholders 

o Key Success Indicator #6: Dedicate a powerful implementation guidance team 
to manage the transformation process 

o Key Success Indicator #7: Engage employees to seek their improvement ideas, 
build momentum, and gain ownership and transformation 

o Key Success Indicator #8: Sustain the effort by nurturing a new culture, 
rewarding risk, and measuring progress 
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CHAPTER 1: INTRODUCTION 
 
 
Origin of the Study 
 
The Montgomery County Council engaged the National Academy of Public Administration in 
a three-month project to conduct an assessment of the Central Staff and Office of Legislative 
Oversight’s current capabilities and operations, the Council’s desired state for these offices, 
best practices in legislative staff support and oversight, and specific actions necessary to 
close any potential gaps between the current and desired states. The National Academy of 
Public Administration is an independent, non-partisan, non-profit institution chartered by 
the U.S. Congress with the mission of assisting entities at all levels of government with public 
management challenges.   
 
Scope 

In conducting the assessment, the Academy study team examined the following elements of 

the Council’s legislative branch offices:  

 existing levels of staff resources; 

 the work processes of Central Staff;  

 review of the Council’s communications function;  

 the organization of and staffing of legislative branch offices; and  

 the process for setting the OLO work plan.  

The assessment does not include a review of the Merit System Protection Board, the Board 

of Appeals, or the Inspector General.1 

Methodology 
 
This study was led by a professional Academy study team who was advised by an Expert 
Advisory Group (EAG) of Academy Fellows.2 The EAG provided suggestions to the study team 
throughout the study. The Academy study team began by examining the roles and 
responsibilities of legislative staff offices and how those roles have changed over time; 
organizational management with a focus on organizational leadership and culture; people 
issues, including hiring, training, staffing, attrition, morale, and accountability; and work 
processes. An understanding of these areas helped the EAG and study team develop a 
baseline of the current state of the Montgomery County Council and its legislative staff 
offices. Interviews and our analysis concluded that there are opportunities for improvement 
and change, including the need for a clear vision, defined roles and responsibilities, and a 
strategy for undertaking organizational change. 
 

                                                        
1 Note: the study team interviewed the Office of Zoning and Administrative Hearings (OZAH) staff; however, they 
are an independent body of the Council. As such, this report does not provide detailed analysis of this office. 
2 See Appendix A: EAG and Study Team 
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The study team collected and analyzed a broad array of primary and secondary data to 
support each step of the study approach. The study team conducted extensive research on 
the structure, policies, procedures, and practices of the Montgomery County Council and its 
legislative offices. The study team also initiated a wide-ranging effort to gather information 
through structured interviews with all Councilmembers and staff, legislative office staff, 
stakeholders, and comparable county legislative bodies, as appropriate and as time 
permitted. In total, forty-one individual and group interviews were conducted comprising 
63 interviewees.3 All nine Councilmembers and their Chiefs of Staff were interviewed, all 
Central Staff and Office of Legislative Oversight members had an opportunity to participate 
in interviews, and blocks of time were made available to Councilmember staff to participate 
in structured interviews.  
 
 

 
  

                                                        
3 See Appendix B: Participating Individuals and Organizations 
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CHAPTER 2: BACKGROUND 
 
 
Established by Article 1 of the Charter of Montgomery County, the Council serves as the 
legislative body of the Montgomery County Government. The Council is made up of nine 
Councilmembers, all of whom are elected at the same time by voters and serve four-year 
terms. Councilmembers are not permitted to serve more than three consecutive terms. Five 
members of the Council are elected in district elections, and the other four are elected as at-
large members by the entire countywide electorate. The Council is led by the Council 
President and Vice President, both of whom are elected by Councilmembers and serve a one-
year term. Each Councilmember serves on two out of the six Council Committees.4  
 
County Council’s Function   
 
The Academy study goal is to help “the Montgomery County Council … optimize its ability to 
meet its legislative, budgetary, and oversight responsibilities.” Before it can determine what 
kinds of abilities, or support capacities are required to meet those responsibilities, the 
Council needs to clearly identify those responsibilities and to answer a broader question 
(which is actually implied, but not clearly defined or acknowledged, by the focus on 
“legislative, budgetary, and oversight responsibilities”): what is the County Council’s 
function?5 
 
Institutional roles and responsibilities of the legislative branch of Montgomery 
County Government  
 
The County Council – the legislative branch -- is the “first among equals” of the various 
branches and entities of government in Montgomery County. The fact that the Council is 
discussed in Article 1 of the County Charter signifies the relative importance of its place in 
County government. The Charter gives the Council broad legislative powers to enact laws 
that govern both wide swaths of life in Montgomery County and the organizational structure 
and operations of County government. The Council has the power of the purse, and ultimate 
responsibility for determining the budgets and revenues of the entire County government. 
Its purview covers not only the Legislative and Executive Branches of the general County 
government, but also other significant entities of County government.6 

                                                        
4 Education and Culture; Health and Human Services; Government Operations and Fiscal Policy; Planning, Housing, 
and Economic Development; Public Safety; and Transportation and Environment. 
5 Various terms are used to define the County Council’s function: roles, responsibilities, duties, obligations, goals, 
objectives, intended outcomes, aspirations, desires, policy priorities, or to “do its job,” “meet its responsibilities,” 
“achieve its goals,” “realize its achievements.” The key point for the purposes of this study is that defining needed 
staff support capacities requires first being clear on what the Council wants to do, for which the term “function” is 
used here as a shorthand. 
6 The County Council is the key authoritative and integrating entity that lies as the center of several major county 
Government entities including not just the general County Government (headed by the County Executive), but also 
such important quasi-independent entities, established by state law, as the Maryland National Capital Park and 
Planning Commission (MNCPPC) and Montgomery County Planning Board (MCPB);  the Washington Suburban 
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The County Charter is one element in a cascading articulation of responsibilities and 
authorities that begins with the U. S. Constitution and runs through the Constitution and laws 
of the State of Maryland, the people of Montgomery County and their adopted County 
Charter, and the representative members of the Council County elected by the voters. The 
focus of this multi-layered authority at any given time is vested in County Councilmembers, 
whose responsibility it is to interpret that authority in a manner that respects all of these 
sources in determining what is best for the people of Montgomery County.  
 
Specified responsibilities, obligations, and authorities of the County Council 
 
Beyond the articulation of the Council’s general roles and responsibilities are a series of more 
specific Council responsibilities, obligations and authorities, which, as a practical matter, 
shape the bulk of the Council’s activities and drive its demanding schedule.  The Council:  
 

 appropriates money to fund the capital and operating budgets and sets the local 
property tax rate and other local taxes; 

 approves all land use plans including the General Plan, area, and sector plans 
prepared by the Planning Board; 

 acts on zoning changes; 
 exercises oversight over County programs to ensure efficiency and effectiveness; 
 approves the six-year capital improvements, public services, and fiscal policy 

programs; 
 approves the county Ten Year Solid Waste and Water Supply and Sewerage System 

Plans; 
 serves as the Board of Health for Montgomery County; 
 enacts all County laws and amendments to the Code; 
 sets the tax rates required to fund the County budgets; 
 confirms major appointments made by the County Executive and appoints the 

members of the Montgomery County Planning Board and Board of Appeals; 
 acts on or initiates reorganization plans for the County government's executive 

branch; and 
 directs and reviews the annual independent audit of County government operations. 

 
Councilmember goals and priorities  
 
Finally, each Councilmember is elected to office based on commitments made to voters, and 
with aspirations for what they would like to accomplish once in office. This typically includes 
an agenda of broad goals, policy priorities and specific programs, which may require 
different kinds of staff support capacity. To the extent councilmembers can agree on a core 

                                                        
Sanitary Commission (WSSC); and the Montgomery County Public Schools (MCPS). MCPS k-12 school budget – 
which the County Council must approve and support with county taxes (in addition to state funding) -- constituted 
$2.68 billion, or about 46 percent, of the County’s $5.8 billion FY2020 operating budget. 
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cluster of such goals, priorities and programs, they can be more precise about the kinds of 
staff support they will require.7 That, of course, is up to the Councilmembers to decide, but it 
is important for them to be clear about their intentions if they expect Council staff leadership 
to understand what kinds of support capacities they will need.   
 
Where individual Councilmembers have personal goals, policy priorities or specific 
programs that fall outside of the Council core consensus, it is still up to the Council 
collectively to determine what proportion of the Council’s overall staff support resources 
will be allocated to supporting individual Councilmember priorities. Such decisions have 
obvious budgetary implications, since it is unlikely the Council will be willing to appropriate 
financial resources sufficient to cover the cost of full staff support for every priority they can 
all agree on collectively, let alone those that are priorities only for a minority of the Council.   
 
To meet their responsibilities, each Councilmember is provided an office budget to cover 
staffing requirements and certain operating expenses. Each Councilmember hires a full-time 
non-merit Chief of Staff. Councilmember offices differ in structure, but generally include 4-5 
staff members with a mix of full-time, part-time, and contracted employees. Each 
Councilmember may have additional staff consisting of interns, analysts, legislative services 
coordinators, legislative senior aides, and other administrative personnel.  
 
 
MONTGOMERY COUNTY COUNCIL STAFF OFFICES 

Central Staff 
 
Councilmembers and their offices are supported by the Council Central Staff, comprising 
roughly 40 staff members.8  The Central Staff is led by an Executive Director who manages 
and supervises the following functions:  

 Office of the Clerk of the Council (4 staff members);  

 Legislative Program, Planning, and Budget (15 staff members); 

 Council Communications Office (7 staff members); 

 Council Information Technology (3 staff members);  

 Administration (11 staff members); and  

 Contract Services (occasionally contracts for financial services, professional 

services, and special legal counsel are provided under contract).  

For the purposes of this organizational assessment, the Expert Advisory Group and study 
team were asked to focus on the following two Central Staff functions:  
 

1. Legislative Program, Land Use Planning, and Budget – The mission of this office 

is to “perform research and analysis on issues before the Council and prepare written 

                                                        
7 Conversations with Councilmembers suggest that there may be a consensus among them on broad policy goals 
having to do with the economy, housing, transportation, land use, and the environment, as well constituent 
service. 
8 See Appendix C for an organizational chart that includes Central Staff and the Office of Legislative Oversight 
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reports and recommendations for all agenda items at Council sessions and Committee 

meetings. Staff also responds to requests from individual Councilmembers for 

research, legal advice, and data relevant to their work program. Staff drafts legislation 

and resolutions for Council action; analyzes reports, bills, plans, and budgets 

forwarded to the Council by the County Executive and County agencies; and advises 

Councilmembers on issues related to the Council work program. Personnel in this 

unit provide staffing for the Charter Review Commission and other groups created by 

the Council and represent the Council at meetings held on issues before the Council.”9 

2. Council Communications Office – The mission of this office is to “perform the public 

relations function of the Council. In order to facilitate two-way communication 

between the Council and County residents, staff prepare informational materials, 

serve as first-line telephone contact with the public, provide information about the 

legislative process, update the Council’s website, and produces programs for the 

County’s cable channel.  Staff informs Councilmembers of the views of citizens 

through a correspondence control system, telephone tabulation system, and 

documentation of petitions.”10 To accomplish its mission, the Communications Office 

executes traditional media outreach through items like weekly press releases and 

advisories, press conferences and media briefings; plans and executes special events 

such as community meetings and town halls; conducts community outreach efforts 

for Council meetings and events; produces collateral materials such as weekly 

resource documents, Council proclamations, press kits, newsletters 

and posters; creates social media content and evaluates metrics; and communicates 
with public information officers across county government. 

 
Office of Legislative Oversight  
 
Established by the Montgomery County Legislative Oversight Act of 1976 and codified in 
County Code Sec. Chapter 29A-5, the Office of Legislative Oversight (OLO) serves as the 
“principal means through which the county council exercises its legislative oversight 
functions.”11 OLO is led by a Director who manages eleven Ph.D. and Graduate-level analysts. 
They are responsible for determining the effectiveness of funding and legislation approved 
by the Council, and for providing the Council with information, analyses, and 
recommendations on the management of public and private agencies whose funds are 
appropriated by the Council.  
 

                                                        
9 FY20 Operating Budget and Public Services Program Fy20-25, Legislative Branch, p. 62, Accessed October 2019, 
https://www.montgomerycountymd.gov/OMB/Resources/Files/omb/pdfs/fy20/psp_pdf/FY2020_Approved_Oper
ating_Budget.pdf  
10 Ibid.  
11 Montgomery County Code, Part II. Local Laws, Ordinances, Resolutions, Etc., Chapter 29A. Legislative Oversight, 
Accessed October 29, 2019,  
http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc  

https://www.montgomerycountymd.gov/OMB/Resources/Files/omb/pdfs/fy20/psp_pdf/FY2020_Approved_Operating_Budget.pdf
https://www.montgomerycountymd.gov/OMB/Resources/Files/omb/pdfs/fy20/psp_pdf/FY2020_Approved_Operating_Budget.pdf
http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc
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Per the County Code, the Director of OLO creates an annual work program that is submitted 
to the Council for approval and/or modification. To create the annual work program, the 
Director of OLO meets individually with each Councilmember to identify their top priorities 
and inquiries.  With this list, the Director of OLO develops a work program that is achievable 
in a one-year timeframe with available staff and resources, and prioritized by:  

 “statutory requirements; 

 council requests and indication of council interest;  

 potential areas of improvement in management and financial controls and 

operations; 

 areas which have been identified as involving weaknesses in management and 

financial controls and operations; 

 programs with large expenditures, assets or revenues; and 

 operational units, programs, functions, and activities identified by the Council as 

requiring special program or budget analyses and review.”12 

 

  

                                                        
12 Montgomery County Code, Part II. Local Laws, Ordinances, Resolutions, Etc., Chapter 29A. Legislative Oversight, 
Accessed October 29, 2019,  
http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc 

http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc


 

8 
 

 

  

THIS PAGE INTENTIONALLY LEFT BLANK 



 

9 
 

 CHAPTER 3: THE CASE FOR CHANGE – A NEW MONTGOMERY COUNTY 
 
 
Councilmembers, Central Staff, and the Office of Legislative Oversight work tirelessly in their 
efforts to serve Montgomery County. The legislative staff offices have served the public 
admirably for decades and are invaluable resources to Councilmembers and the public. 
Interviews quickly revealed an organization whose members are highly dedicated, display 
high levels of confidence in the work they produce, and operate within a culture that is very 
supportive and collegial. Both the Central Staff and the Office of Legislative Oversight assist 
the Council President and the committee chairs in organizing the Council and committee 
meetings; by providing detailed analysis on a variety of topics to Councilmembers and the 
public; by receiving and responding to a near-constant flow of constituent mail and requests; 
and by communicating the business of the legislative body externally to the media, to other 
organizations, and to Montgomery county residents more broadly.  
 
At the same time, a growing and diversifying Montgomery County population is placing new 
demands on the Council and its legislative staff offices. Rapid growth in the size and 
demographic mix of the County, along with the growing demands of social media, are 
changing the expectations of the Council. The policy challenges the Council faces are broad 
and rapidly changing, requiring a legislative agenda that is deeply informed, imaginative, and 
bold, and which must be accomplished in the context of an increasingly constrained and 
complex budget that requires careful analysis to ensure every dollar spent is meeting the 
Council’s intent.13 These challenges come at a time of political change within Montgomery 
County.  In 2016, Montgomery County voters approved a charter amendment to establish a 
public campaign fund intended to increase opportunities for more residents to run for 
office.14 The results of the first election cycle with the public election fund indicate the effort 
was successful and could serve as a model for other counties. 15 The introduction of the 
election fund, in addition to a recent charter amendment that created term limits on 
Councilmembers, means there is an increased turnover rate in Council membership.16 
 
Over the course of the past 25-year period, the Council and its legislative staff offices have 
been asked to maintain a high level of service without significant increase in staffing. From 
calendar year 1993 to 2018, total Council staff increased by 8.5 FTEs or 11.4%.  During that 

                                                        
13Taking inflation into account, the Montgomery County Government’s approved budget has risen an estimated 
18.19% from 2011 to 2020. Montgomery County Government, FY11 Operating Budget and Capital Budget and 
Approved FY11-16 Capital Improvements Program, “Schedules B: Expenditures”, p. 4-35, 
https://www.montgomerycountymd.gov/OMB/Resources/Files/omb/pdfs/fy11/psp_pdf/schedb.pdf 
14 Montgomery County Council, “Public Campaign Financing: Law,” Montgomery County Council, Accessed October 
29, 2019, https://www.montgomerycountymd.gov/COUNCIL/public_campaign_finance.html  
15Emily Scarr, Joe Ready, Damon Effingham, Teague Morris, Fair Elections in Montgomery County: Matching 
Program for Small Contributions Delivers Promising Results, January 2018, 
https://marylandpirg.org/sites/pirg/files/reports/Montgomery%20County%20Public%20Election%20Fund%20Publi
c%20Election%20Fund%20Successfully%20Encourages%20and%20Empowers%20Small%20Donors_0.pdf 
16 Montgomery County Code, Part I. The Charter, Article I, Section 105. Term of Office, Accessed October, 2019, 
http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc 

https://www.montgomerycountymd.gov/OMB/Resources/Files/omb/pdfs/fy11/psp_pdf/schedb.pdf
https://www.montgomerycountymd.gov/COUNCIL/public_campaign_finance.html
https://marylandpirg.org/sites/pirg/files/reports/Montgomery%20County%20Public%20Election%20Fund%20Public%20Election%20Fund%20Successfully%20Encourages%20and%20Empowers%20Small%20Donors_0.pdf
https://marylandpirg.org/sites/pirg/files/reports/Montgomery%20County%20Public%20Election%20Fund%20Public%20Election%20Fund%20Successfully%20Encourages%20and%20Empowers%20Small%20Donors_0.pdf
http://library.amlegal.com/nxt/gateway.dll?f=templates&fn=default.htm&vid=amlegal:montgomeryco_md_mc
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same 25-year period, the County population diversified and increased 32%.17 The realities 
of the new Montgomery County demand a new way of operating within the County Council. 
During interviews, it became clear that many share the same belief, that this is a new 
Montgomery County. Councilmembers and legislative branch staff are eager to define what 
that means for the operations of the legislative branch. General themes that emerged from 
interviews include a desire for a new operating structure, one that reflects the demographics 
and culture of the county, that is data driven and outcome focused, and that has a clear 
understanding of the public’s expectations and needs, with processes that are agile enough 
to respond to emerging trends and emergency situations. 
 
 
 
  

                                                        
17 Data sourced from the Montgomery County Council Central Staff. Diversity statistics found at: United States 
Census Bureau, American Fact Finder: Montgomery County, Maryland, Accessed October, 2019 
https://factfinder.census.gov/bkmk/cf/1.0/en/county/Montgomery County, 
Maryland/POPULATION/DECENNIAL_CNT 
 

https://factfinder.census.gov/bkmk/cf/1.0/en/county/Montgomery%20County,%20Maryland/POPULATION/DECENNIAL_CNT
https://factfinder.census.gov/bkmk/cf/1.0/en/county/Montgomery%20County,%20Maryland/POPULATION/DECENNIAL_CNT
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CHAPTER 4: STRATEGIC PERSPECTIVE FOR STRENGTHENING LEGISLATIVE BRANCH 

SUPPORT CAPACITIES 
 
 
Despite the various priorities of its members and their constituents, the County Council must 
take a more strategic and unified long-term approach to developing the support capacities it 
requires to effectively perform its functions.  A strategic perspective can take many forms.  
The Academy recommends the framework illustrated below, which takes a ten-year time 
horizon, broken into three phases, in order to sequence strategic steps towards 
strengthening the legislative support capacities and responding to the needs of a new 
Montgomery County.  
 
PHASE #1 (0-2 YEARS): MAKE IMMEDIATE IMPROVEMENTS IN THE CURRENT STAFF 
SUPPORT APPARATUS 
 
Organizational change is already underway within the Central Staff and the Office of 
Legislative Oversight. There is a new Executive Director of the Central Staff who, since 
assuming office, has taken a number of important steps to create efficiencies by revising 
work processes, creating a teaming model to eliminate organizational silos to better prepare 
for employee succession, developing and implementing a staffing and diversity strategy for 
new hires, and engaging employees to solicit their ideas regarding organizational 
improvements. The Director of the Office of Legislative Oversight (OLO) is taking steps 
toward increasing that staff’s capacity to deliver quicker, more real-time reports to the 
Council. Both the Central Staff and OLO are working together to identify ways in which both 
offices can work more collaboratively on analytical work.  
 
Roles and Responsibilities  
 
The Academy study team noted three organizational components that would immediately 
benefit from further clarification with regard to roles and responsibilities. Due to the role of 
the Executive Director in supporting the Council body and individual Councilmembers, the 
first component requiring clarification is the role of the Deputy Executive Director of the 
Central Staff. The current Deputy Executive Director plans to retire within the next few 
months. This presents an opportunity to redefine the Deputy Executive Director position 
from its current focus as an experienced legislative analyst to a focus on a leader who 
manages the day-to-day operations of all Central Staff – to include analyst, attorney, clerk, 
IT, communication, and administrative staff positions – to provide oversight, create 
efficiencies, and drive performance of all Central Staff members.18 Candidates for this 
position should have organizational change experience, and it should be made clear to the 
candidate that the Council and its legislative staff offices are undergoing a period of 

                                                        
18 The position description could reflect that of a Chief Administrative Officer. The U.S. House of Representatives 
employs a Chief Administrative Officer who “serves the House community by providing administrative, technical, 
and operational solutions so Members can perform their Constitutional duties.” The Chief Administrative Officer is 
responsible for acquisitions management, the House’s Customer Experience Center, finance, House Information 
Resources, House Recording Studio, Human Resources, Logistics and Support, and the House’s Media Galleries.   
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organizational change. This is especially important as a major share of responsibility for the 
day-to-day management of this organizational change will likely rest with the incoming 
Deputy Executive Director. Supervisors who report to the Deputy are focused on staff that 
report directly to each of them.  These supervisors can provide valuable insights to the 
Deputy to ensure a staff-wide perspective. The importance of picking the right person for 
this position is underlined by John Kotter, who says anchoring change in organizational 
culture requires leadership that personifies the new approach to conducting business; “one 
bad succession decision at the top of an organization can undermine a decade of hard 
work.”19  
 
The second component needing additional clarity is the Council Communications Office 
within the Central Staff. The Montgomery County Council prides itself on its ability to engage 
the county’s diverse constituency. The burgeoning use of social media is increasing the 
demands on the Council Communications Office as constituents utilize social media 
platforms to engage with the County. The Council Communication Office is intended to lead 
the vital communications function for the Council and the public, but just what that means is 
not clearly defined. The office’s capacity is compromised by the fact that it is currently 
expected to serve as the communications office of the entire legislative body, of the Council 
President, and of individual Councilmembers. The result is a Communications Office that is 
pulled in many competing directions, negatively impacting the office’s ability to serve the 
Council and the public in a timely manner, and preventing the office from operating at a level 
of quality that it wants and knows it can produce if its resources were focused more 
strategically. As a part of the visioning process, the Council should consider how it wants to 
communicate to the public, and which media best serves the constituency. The Council also 
needs to clarify who the communications office serves. The office’s capacity is compromised 
by the fact that it is currently expected to serve as the communications office of the entire 
legislative body, of the Council President, and of individual Councilmembers.  
 
The third component requiring clarity is the role of Central Staff analysts and attorneys. 
There is no defining document that establishes the roles and responsibilities of Central Staff 
analysts or attorney.  This leaves room for ambiguity and confusion regarding the 
expectations of Central Staff analysts and attorneys.  These positions would benefit from a 
foundational document, such as the National Conference of State Legislature’s Model Code of 
Conduct for Legislative Staff.20 This document is divided into five Articles: General Principles 
of Conduct, Obligations of Staff to Legislators, Obligations of Legislative Staff to Each Other, 
Obligations of Legislative Staff to the Public, Legislative Staff Expectations of the Legislature. 
As new Central Staff analyst and attorneys come on board, this type of foundational 
document will help them better understand their role within the Montgomery County 
Council. 21 Currently, no such document exists.  
 

                                                        
19 Kotter, John P. 2011. "Leading Change: Why Transformation Efforts Fail." In HBR's 10 Must Reads On Change 
Management, 1-16. Boston, Massachusetts: Harvard Business School Publishing Corporation.   
20 National Conference of State Legislatures, Model Code of Conduct for Legislative Staff, Amended August 2019 
21 Montgomery County Government, Montgomery County Code, American Legal Publishing Cooperation, Updated 
August 15th, 2019 



 

13 
 

 
Budget and Legislative Oversight 
 
The Council and its legislative staff offices have a very tight timeline to analyze, question, and 
approve the County budget each year. Consequently, the Council relies heavily on its Central 
Staff to provide a breakdown of the budget in terms of what has changed, to identify what 
might be worth questioning through hearings, and to recommend changes in the budget. The 
loss of several key staff members in the most recent budget cycle required Central Staff 
members to take on budget analysis for more executive departments and programs than 
could be reasonably expected. The analysts may feel rushed in their analysis, resulting in less 
than desired quality. 
 
Additionally, term limits and the introduction of public campaign financing is already 
generating more Councilmember turnover.22 Newer Councilmembers are naturally 
overwhelmed by the amount of information and analysis they receive during the six-week 
budget cycle. In order to better prepare for the budget cycle and allow more time to process 
the analysis and recommendations, the Council should conduct legislative oversight hearings 
throughout the year.  
 
Councilmembers should also identify the areas of the budget they want more information 
on, or Executive programs they think would benefit from more Legislative oversight after 
each budget cycle, and include those projects in the Office of Legislative Oversight’s annual 
work program. The Office of Legislative Oversight has responsibility to “determine the 
effectiveness of funding and legislation approved and enacted by the council,” but is 
currently used as more of a policy research service than the independent legislative 
oversight arm of the Council. 
 
Work Processes  

The next Deputy Executive Director of Central Staff should work with Central Staff to 
flowchart work processes, and in doing so, identify burdensome practices that can be 
mitigated and opportunities to generate more efficient operations. These work processes 
include the development and publication of analyst packets; the flow of constituent mail and 
requests passed through legislative branch offices; arranging and publishing meeting 
agendas and notes; and so on. In addition to providing Councilmembers and staff with a 
better understanding of how work flows around the organization, the exercise of 
documenting these processes will facilitate the onboarding of new Councilmembers and 
employees. 
 
Performance Management 
 
This new Council culture should include adoption of a performance management system that 
is meaningful to employees. Performance reviews should align employees’ contributions to 

                                                        
22 See Chapter 3: “The Case for Change – A New Montgomery County”  
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the Council’s vision, the strategic transformational goals, and the cultural principles.23 
Performance reviews should provide employees with the opportunity to identify new 
competencies they need to meet new mission needs. There should also be a dedicated and 
predicable stream of funding for training and employee development to allow for leadership 
to undertake strategic workforce planning. The Study Team is pleased to note that the 
Executive Director was recently provided a training budget of $20,000 that she plans to use 
for employee development. Taking a holistic view of employee goals and desired 
competencies, the Executive Director should develop a plan to provide employees with the 
training needed to achieve the mission and ensure that their skills and competencies are 
keeping up with their changing environment and mission.  
 
The Directors of OLO and Central Staff should develop office-wide performance goals and 
measures so that the Council can share news of its successes, measure and acknowledge its 
challenges, and devise appropriate solutions and measure their impact. For comparison, the 
U.S. Government Accountability Office (GAO) develops performance goals and objectives 
each year that are tied to their strategic plan, and they report progress against their goals 
and measures to Congress each fiscal year.24 The Fairfax County Board of Supervisors (BOS) 
issues a number of performance objectives and indicators for themselves.25 BOS’s Office of 
Financial and Program Auditor reports the amount of additional funds and cost avoidance it 
identifies as a result of its studies, and also reports the percent of recommendations accepted 
by the Board of Supervisors Audit Committee.26 Metrics like these could help the Council 
justify budget changes, identify where improvements are needed, and provide a common 
understanding with and between Councilmembers regarding what successful performance 
looks like. 
 
To measure success in changing the culture and operations within the Council’s legislative 
staff offices, an anonymous and longitudinal employee feedback survey should be issued 
each year. The topics and questions of the Federal Employee Viewpoint Survey offer a good 
starting place for the Council.27 Questions fall into the following eight topics: personal work 
experience, work unit, agency, supervisor, leadership, satisfaction, work/life programs, and 
demographics. The overall goal of this survey is to measure employee morale, satisfaction, 
and engagement as indicators of organizational health. Doing so provides important insights 
                                                        
23 See Key Success Indicators #2 (establish a clear vision and integrated strategic transformation goals) and #8 
(sustain the effort by nurturing a new culture, rewarding risk, and measuring progress). 
24 U.S. Government Accountability Office, Strategic Planning & Performance, https://www.gao.gov/about/what-
gao-is/performance/. GAO also develops a written report each year for Congress. The 2018 report can be found 
here: https://www.gao.gov/products/GAO-19-1SP 
25 Fairfax County Board of Supervisors, FY2020 Adopted Budget Plan: Performance Measures, 
https://www.fairfaxcounty.gov/budget/sites/budget/files/assets/documents/fy2020/adopted/pm/01.pdf 
26 Office of Financial and Program Auditor, Fairfax County Board of Supervisors, FY2020 adopted budget, “All 
recommendations were accepted by the Audit Committee and BOS. The agency’s studies resulted in the 
identification of $35.98 million in additional fiscal resources/cost mitigation during FY 2018.” 
https://www.fairfaxcounty.gov/budget/sites/budget/files/assets/documents/fy2020/adopted/volume1/37.pdf  
27 United States Office of Personnel Management, 2016 Federal Employee Viewpoint Survey Technical Report, 
“Appendix B: 2016 Federal Employee Viewpoint Survey Instrument.” 
https://www.opm.gov/fevs/reports/technical-reports/technical-report/technical-report/2016/2016-technical-
report.pdf 

https://www.gao.gov/about/what-gao-is/performance/
https://www.gao.gov/about/what-gao-is/performance/
https://www.gao.gov/products/GAO-19-1SP
https://www.fairfaxcounty.gov/budget/sites/budget/files/assets/documents/fy2020/adopted/pm/01.pdf
https://www.fairfaxcounty.gov/budget/sites/budget/files/assets/documents/fy2020/adopted/volume1/37.pdf
https://www.opm.gov/fevs/reports/technical-reports/technical-report/technical-report/2016/2016-technical-report.pdf
https://www.opm.gov/fevs/reports/technical-reports/technical-report/technical-report/2016/2016-technical-report.pdf
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to the leadership team and documents the successes and challenges of a reorganization 
effort. In order to make the survey useful and to increase participation, the aggregate 
response to survey questions should be made available to all employees, and leaders must 
demonstrate that they are using the results of the survey to make changes that increase 
engagement and satisfaction in the work place. 
 

PHASE #2 (2-4 YEARS): ADOPT A PERFORMANCE-BASED APPROACH  
 
The second phase of the strategic framework would identify and organize staff support 
capacities in a more systematic fashion, based on a set of coherent organizing principles. 
There are different ways this might be done, but the Study Team recommends that the 
Council adopt a performance-based approach to restructuring the Council staff functions.  
Such an approach will support the broader adoption of performance-based governance by 
the Council to be applied throughout County government and is consistent with the approach 
taken in the National League of Cities report “Legislating for Results.”28 
 
A performance-based approach would begin with the understanding that the County Council is 
Montgomery County’s highest political decision-making body, and therefore has a special 
overall responsibility to broadly consider what is in the best interest of the County and its 
citizens and what actions the county as a whole might take in pursuit of those interests, 
including the roles and responsibilities for County government in general, and for the County 
Council in particular. Such a broadly conceived role certainly falls within the Council 
responsibilities enumerated in Chapter 2, as well as within the more narrowly formulated 
responsibilities in the study goal (i.e. legislative, budget, and oversight).   
 
A performance-based approach would also facilitate the Council’s role as the integrating entity 
that lies at the center of an array of County government entities, including not just the general 
County Government (headed by the County Executive), but also such important quasi-
independent entities such as Maryland-National Capital Park and Planning Commission 
(MNCPPC), Montgomery County Planning Board (MCPB), Washington Suburban Sanitation 
Commission (WSSC), and Montgomery County Public Schools (MCPS).  
 
A focus on performance-based governance would reflect the general direction that that public 
management practice has been heading in recent years, and it would also be aligned with the 
County Executive’s announced attention to proceed with a major restructuring of the county’s 
budget process based on Outcome Budgeting.29  
 

                                                        
28 National League of Cities and the Urban Institute, in conjunction with the Advisory Committee, Legislating for 
Results, November 2005 – October 2007, http://www.localgovinstitute.org/Portals/0/Documents/Library/lean-
government/local-government-transformation-resources/uw-green-bay-masters-academy-lean-government-
resources/national-league-of-cities-legislating-for-results-action-guide.pdf?ver=2016-11-17-125025-953 
29 Montgomery County’s current Chief Administrative Officer, Andrew Kleine, implemented a version of outcome-
based budgeting in Baltimore City when he was the budget director there. He has described the approach 
Baltimore took in his 2018 book, City on the Line: How Baltimore Transformed Its Budget to Beat the Great 
Recession and Deliver Outcomes (New York: Rowman & Littlefield Publishers). 

http://www.localgovinstitute.org/Portals/0/Documents/Library/lean-government/local-government-transformation-resources/uw-green-bay-masters-academy-lean-government-resources/national-league-of-cities-legislating-for-results-action-guide.pdf?ver=2016-11-17-125025-953
http://www.localgovinstitute.org/Portals/0/Documents/Library/lean-government/local-government-transformation-resources/uw-green-bay-masters-academy-lean-government-resources/national-league-of-cities-legislating-for-results-action-guide.pdf?ver=2016-11-17-125025-953
http://www.localgovinstitute.org/Portals/0/Documents/Library/lean-government/local-government-transformation-resources/uw-green-bay-masters-academy-lean-government-resources/national-league-of-cities-legislating-for-results-action-guide.pdf?ver=2016-11-17-125025-953
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PHASE #3 (4-10 YEARS): STRENGTHEN AND INTEGRATE STAFF SUPPORT CAPACITY 
THROUGHOUT COUNTY GOVERNMENT  
 
The third phase of the strategic framework would engage the Council in looking more deeply 
into the structural and institutional dimensions of staff support capacity.  Here again, this 
might be done in different ways, but the Study Team recommends that the Council 
deliberately strengthen and integrate staff support capacity throughout County government. 
This will both further its broad County government leadership mandate, and will also 
improve and better align staff support analysis and documentation that flows to the Council 
and its staff from agencies throughout the County government.  
 
The rationale for this approach is two-fold. First, the County Council, as the central decision-
making body and “governance system designer” for County government, has a responsibility 
to assure that the county governance system and its component parts are appropriately 
designed and possess the organizational, analytical, decision-making, and operational 
capacities required to meet the county’s public purposes in all of its agencies.  
 
Second, the County Council itself is highly dependent on the quality of data, information, and 
decision-packages it receives from the various county agencies to perform its own 
legislative, budgetary, and oversight responsibilities. The higher the quality of staff work it 
receives from agencies, and the more that input is aligned with overall County government 
performance standards and work processes, the lower will be the burden on Council staff in 
analyzing and assessing that information (or otherwise having to generate additional staff 
work on its own) and presenting it to Councilmembers for their consideration.  
 
Simply considering this broader, deeper and longer-term structural and institutional 
dimension might also have the immediate practical consequence of focusing 
Councilmembers on a more complete range of tools they might employ in the present to 
strengthen their overall staff support capacity. It would, for instance, draw attention to the 
fact that the County Council’s de facto staff support capacity includes not just its own 
immediate Council staff, but also the staff capacity at several levels throughout County 
government, including the following: 

 Councilmembers’ individual personal staff; 
 staff assigned to Council committees (each councilmember serves on two of six 

Council committees); 
 staff of various Council legislative offices (e.g. Office of Legislative Oversight); 
 Council Central Staff; 
 staff of general County government top staff offices (e.g. Office of Management and 

Budget); 
 staff of departments and agencies of general County government (e.g. Departments 

of Transportation, Environmental Protection, etc.)  
 staff of other non-general county agencies that report directly to the Council, such as 

the  Montgomery County Planning Board; and  
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 staff of other quasi-independent County government agencies for which the Council 
has substantial governance responsibilities (e.g. MCPS, WSSC, MNCPPC). 

 
High quality staff capacity throughout the overall county governance system would improve 
decision-making and operations in all agencies. It would also facilitate central decision-
making and oversight by the Council by enhancing the capacity of Council staff to prepare 
and process agency information in a way that enables Councilmembers to make better 
assessments and decisions.  
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Figure 1: Organizational Transformation Key Success Indicators 

 

CHAPTER 5: KEY SUCCESS INDICATORS 
 
The Montgomery County Council and its legislative branch offices are ready for 
organizational change. As Councilmembers are the link between Montgomery County 
residents and the Council’s legislative branch offices, they must be at the forefront of this 
change, and with their support, direction, and empowerment, the organizational changes 
already under way can be accelerated. This chapter presents the Montgomery County 
Council with eight Key Success Indicators (KSIs) for organizational change. The Academy has 
researched best practices for organizational transformation in public and private sectors and 
from this analysis developed organizational transformation Key Success Indicators (KSIs). 
The Council and its legislative staff offices should adopt and implement the Academy’s eight 
Key Success Indicators to guide this organizational transformation.  
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Key Success Indicator #1: Ensure top leadership drives the transformation 
 
The Council as a whole should appoint three Councilmembers to serve on the top leadership 
team. We also recommend that the Executive Director and the Director of the Office of 
Legislative Oversight (OLO) serve on this team.  If possible, the Councilmembers on the 
leadership team should represent different tenures with the Council (1-3 years, 4-7 years, 
and 8-12 years). Together, this leadership group represents the entirety of the legislative 
branch and can therefore serve as the face of the organizational change effort.   
 
Initiating, implementing, and sustaining organizational change requires invested leaders to 
guide the effort from the beginning. This does not mean that the leadership team is solely 
responsible for driving change; nor does it suggest that top leaders should make all decisions 
without employee input or guidance. It does, however, charge leaders with setting the 
direction, pace, and tone in providing a clear, consistent rationale for change. Leaders must 
ensure that the workforce is united by a common understanding and a single mission. The 
challenge here is that the Council and its legislative branch offices must undertake 
organizational change in parallel with the constant drum beat of the day-to-day 
responsibilities associated with being a legislative body beholden to the public. This includes 
conducting policy analysis, enacting legislation and amendments, approving all land use 
plans, zoning changes, exercising oversight of county programs, and constituent services. 
The leadership team must effectively balance these responsibilities while simultaneously 
balancing the demands of guiding an organizational change effort that requires regular 
leadership direction and communication. 
 
Key Success Indicator #2: Establish a clear vision and integrated strategic 
transformation goals 
 
Successful organizational change requires a clear vision that is integrated with all aspects of 
the organization. The messaging around this vision should be consistent, and it needs to be 
communicated regularly. John Kotter, a notable change management expert who draws upon 
his research and consulting experience, reinforces the importance of a clear vision for change 
– “without a sensible vision, a transformation effort can easily dissolve into a list of confusing 
and incompatible projects that can take the organization in the wrong direction or nowhere 
at all.”30  As a guiding principle, Kotter says “if you can’t communicate the vision to someone 
in five minutes or less and get a reaction that signifies both understanding and interest, you 
are not yet done with this phase of the transformation process.”31 The Council’s vision should 
illustrate how the legislative body should operate 10 years from now. This is an opportunity 
for the Council, as the Article 1 body of the County government, to define the new 
Montgomery County and what that means for its operational capacity.  
 
The process of developing a vision and strategy is as important as the product itself. The 
process should be a collaborative, and it should involve the input of all Councilmembers and 

                                                        
30 Kotter, John P. 2011. "Leading Change: Why Transformation Efforts Fail." In HBR's 10 Must Reads On Change 
Management, 1-16. Boston, Massachusetts: Harvard Business School Publishing Corporation.   
31 Ibid.  
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all legislative branch employees. This plan does not need to be political; rather, it should be 
developed with an eye toward how best to serve the public and the body as an institution. In 
developing this transformational vision, the Montgomery County Council and the legislative 
staff offices should articulate the basic philosophy, principles, and organizational framework 
they will adhere to throughout organizational change (See KSI#8).32 The integrated strategic 
transformational goals should bridge the current and future state, helping all to understand 
how the Council and its legislative staff offices intend to reach their intended vision. The 
following (Figure 2) is an illustrative example of a vision with strategic transformational 
goals that could be used as the starting place for discussion.  
 

Figure 2: Illustrative Transformational Vision and Goals 
 

Key Success Indicator #3: Design the organizational structure that will enable the 
vision 
 
Before making changes to organizational structure, function, and size, the Council and its 
legislative staff offices should document the current roles, responsibilities, and authorities 
of all staff components. In addition to this, work processes need to be diagrammed and 
documented to understand the flow of work. Doing so provides a baseline understanding of 
the current structure and function of the staff offices. Once that process is completed, 
Councilmembers, legislative staff office leaders, and employees should work together to 
redefine roles, responsibilities, authorities, and work processes to better meet the agreed 
upon vision and integrated strategic transformational roles. This should include a look at 
what skills and competencies are needed to meet the vision and transformational goals. 
Following that step, a staffing strategy should be developed by the Directors of OLO and 
Central Staff that includes revisions to current and future position descriptions with revised 
performance plans to meet mission needs (See KSI #8).  

                                                        
32 Abramson, Marc A. and Paul R. Lawrence, Transforming Organizations, p. 142  

Vision: A legislative body ready to proactively respond to increasingly complex challenges, in 
near real-time, by defining the problem, identifying solutions, and legislating for results.  
 
Strategic Transformation Goal #1: Recruit a workforce representative of the 
demographics and culture of Montgomery County to anticipate resident needs.  
 
Strategic Transformation Goal #2: Continuously assess and invest in staff development, 
reskilling, and upskilling, to ensure we are building the workforce of tomorrow, today. 
 
Strategic Transformation Goal #3: Define, develop, and document organizational 
structures, roles & responsibilities, processes, and services that enable the legislative body to 
address broad and rapid change with agility.  
 
Strategic Transformation Goal #4:  Create a culture that rewards performance, 
innovation, and teaming by encouraging collaboration and experimentation.  
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These important first steps may demonstrate to the Council that changes to the 
organizational structure might not be needed once roles and responsibilities are defined, 
work processes are streamlined, and position descriptions are revised to meet changing 
mission needs. Over the course of this three-month study, a requirement for structural 
changes to the organization did not become immediately apparent.  
 
Key Success Indicator #4: Create a sense of urgency, implement a timeline, and show 
progress from day one 
 
Change management thought leaders agree that identifying a high-level of urgency 
throughout the organization is a primary driver of a successful transformation. Urgency 
demonstrates the need for change, which is helpful because the need for change may not be 
clear to all employees. Often, the urgent need for change is the result of external factors or 
pressure that are placed upon the organization. In Montgomery County, Councilmembers 
need to communicate why organizational change must take place, what it means for them 
and their constituents, and why it needs to happen now. The Council’s legislative priorities – 
such as fostering social equity, building resilient communities, and maintaining the county’s 
long-term fiscal health – require an organizational structure that is flexible and agile enough 
to address broad and rapid change. Communicating why this change must occur now will 
help employees overcome their natural sense of discomfort associated with major changes 
in the way an organization conducts its business.  
 
Creating a clearly-defined implementation timeline demonstrates to employees that the 
effort is not temporary. It also acknowledges that continuous improvement efforts occur 
year-round, that time must be set aside to undertake such an effort, and that the effort 
continues even when environmental factors, such as transitions in Council leadership and 
turnover in staff, undoubtedly take place. This timeline needs to include actionable, short-
term, implementation steps that demonstrate immediate benefits to employees (See KSI #7).   
Doing so creates buy-in, support, and a sense of collective ownership over organizational 
change. The Council should provide regular updates on accomplishments and challenges. 
Without periodic updates on progress, employees may begin to experience uncertainty and 
mistrust that ultimately leads to resistance to change.  
 
Key Success Indicator #5: Communicate frequently throughout multiple channels to 
multiple stakeholders  
 
Successful change initiatives are driven by a comprehensive, consistent communication 
strategy.  The communication strategy should be clearly and frequently shared with all staff 
and stakeholders. It is important that everyone knows what this change means for them and 
their day-to-day activities. Engaging Legislative branch employees early and often will help 
to build trust with the implementation guidance team and ensure greater support for the 
change (See KSI #6). Elements of a successful communication strategy include:33 

 easy to understand language that is simple and direct; 

                                                        
33 Kotter, John P. 2012. Leading Change, Boston Massachusetts: Harvard Business Review Press. 
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 factual and timely information about goals, objectives, actions, and accomplishments; 
 solicitation of, and response to, feedback; 
 messages tailored for specific audiences; 
 clearly and honestly stated benefits and consequences; and 
 anticipated questions or pushback. 

 
Figure 3 demonstrates that messaging around change should cascade down the organization 
into more specific messages for frontline employees. Information should be free to flow up 
the organization, too (See KSI #7). This generates a feedback loop that bolsters the effort to 
make it clear that everyone owns and has a role in organizational change.   
 

 
Figure 3: Illustrative Feedback Loop 

 

The Global Message is the Vision and transformational strategic goals. The key messaging 
here is around what this change means for the Council and its legislative staff offices as a 
whole. The Local Message addresses the operations of the Council and its legislative staff 
offices, and should answer a few key questions, including the implications for specific jobs 
and positions, and how every job and position contributes to the success of the Agency. The 
Personal Message is designed to identify the personal motivation of each employee, what the 
change means for each employee personally, and how their life and job might change as a 
result of the change. 
 
Key Success Indicator #6: Dedicate a powerful implementation guidance team to 
manage the transformation process 
 
It is unrealistic to expect the top leadership team (See KSI#1) to oversee the day-to-day 
activities of the transformation process. Instead, an empowered implementation team must 
be put in place to manage and drive the transformation process on a day-to-day basis. The 
time and resources required by the implementation team should not be underestimated. The 
team should have leadership responsibility and should be given the authority to manage the 
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organizational change process. Doing so is a visible sign that top leaders are serious and 
committed to the organizational transformation.34 The next Deputy Executive Director is a 
clear choice to lead the implementation guidance team on behalf of the Executive Director of 
Central Staff. The Director of the Office of Legislative Oversight does not have a deputy to 
serve in a similar capacity, and may wish to appoint a senior analyst if the Director is too 
busy. The leaders of the implementation guidance team should open up membership to a 
limited number of staff members who are interested in assisting in the effort.  
 
Key Success Indicator #7: Engage employees to seek their improvement ideas, build 
momentum, and gain ownership and transformation  
 
Engaging frontline employees at the beginning of the undertaking is an important aspect of 
organizational change. Frontline employees have detailed knowledge of which work 
processes and structures should be improved. The purpose of engaging them in the 
transformation process is to build momentum by identifying quick wins that make a 
meaningful difference in the day-to-day work of frontline employees. These quick wins 
mitigate burnout that can be associated with organizational change. John Kotter finds that 
“commitments to produce short-term wins keep the urgency level up and force detailed 
analytical thinking that can clarify or revise visions.”35 
 
Soliciting employee improvement ideas should also be done within a group context, where 
members represent both vertical and horizontal relationships. For example, a focus group 
involving a Councilmember, Legislative Analyst, a Deputy Clerk, and a Legislative 
Information Services and/or Administrative staff member could identify a number of 
improvements to a variety of work processes that may not have been apparent if members 
worked within their own silos or with others at the same level of the organization. A team of 
legislative analysts, council communications staff, legislative information service members, 
and councilmember staff could collectively identify opportunities, and make 
recommendations to streamline response to the near constant flow of constituent mail and 
email to the Council. Engaging employees in this manner helps them understand how change 
impacts not only their own work, but the work of others. This kind of awareness embeds a 
culture of performance within the workforce by showing how “new approaches, behaviors, 
and attitudes helped improve performance.”36  
  

                                                        
34Government Accountability Office, Report to Congressional Subcommittees, Results Oriented Cultures: 
Implementation Steps to Assist Mergers & Organizational Transformations, GAO-03-669, p. 18,  July 2003 
35 Kotter, John P. 2011. "Leading Change: Why Transformation Efforts Fail." In HBR's 10 Must Reads On Change 
Management, 1-16. Boston, Massachusetts: Harvard Business School Publishing Corporation.   
36Ibid.    
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Key Success Indicator #8: Sustain the effort by nurturing a new culture, rewarding 
risk, and measuring progress  
 
As a part of documenting the vision and transformational goals (See KSI #2), identifying the 
basic philosophy, principles, and organizational framework everyone should adhere to as 
part of the organizational change is a key step.37 Doing so requires the Council and its 
legislative staff offices to define the cultural behaviors and expectations that everyone 
should maintain. The National Conference of State Legislatures Model Code of Conduct for 
Legislative staff could be a starting point for discussion.38 The model code of conduct offers 
fifteen general adjectives (trustworthy, ethical, civil, honest, discreet, candid, objective, 
competent, diligent, fair, respectful, supportive, courteous, law-abiding, and supportive) 
with definitions for each that proclaim the cultural principles everyone is expected to adhere 
to. 
 
SUMMARY 
 
The Council is ready to tackle the challenges and demands posed by a growing and 
diversifying Montgomery County. The new Montgomery County envisioned by the Council 
will require a new way of operating.  This report provides an assessment of current activities 
already underway by the Council and suggests additional near-term actions for immediate 
improvement.  We offer a strategic direction and lay out eight Key Success Indicators to 
guide further successful long-term organizational change.  We recognize that balancing day-
to-day operations with strategic organizational change is a challenge for the 
Council.  Creating a clear vision with strategic transformational goals, and clearly defined 
roles and responsibilities are critical to sustained organization performance and 
improvement. 
 
  

                                                        
37 Abramson, Marc A. and Paul R. Lawrence, Transforming Organizations, p. 142 
38 National Conference of State Legislatures, Model Code of Conduct for Legislative Staff, Amended August 2019. 
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APPENDIX A: EAG AND STUDY TEAM 
 

 
EXPERT ADVISORY GROUP 
 

Scott Fosler,* Former Mayor of Chevy Chase and Senior Lecturer, Center for Public Policy 
and Private Enterprise, School of Public Policy, University of Maryland. Former Visiting 
Professor and Roger C. Lipitz Senior Fellow, Center for Public Policy and Private Enterprise, 
School of Public Policy, University of Maryland. Former President, National Academy of 
Public Administration; Vice President and Director of Government Studies, Committee for 
Economic Development; Member and President, Montgomery County (Maryland) Council; 
President, Washington Metropolitan Council of Governments; Senior Fellow, Johns Hopkins 
University Institute for Policy Studies; Assistant to Executive Director, National Commission 
on Productivity; Senior Staff, Institute of Public Administration. 
 

Bel Leong-Hong,* President and Chief Executive Officer, Knowledge Advantage Inc. Former 
positions with U.S. Department of Defense: Deputy Assistant Secretary for Defense for Plans 
and Resources; Director, Corporate Information Management Initiative; Director, Policy & 
Standards; Senior Staff Analyst, Information Resource Management. Former Principal 
Deputy Director and Chief Information Officer, Defense Security Service. Positions with 
Defense Information Systems Agency: Deputy Commander, Joint Interoperability and 
Engineering Organization; Director, Center for Information Management; Strategies Team 
Chief, Agency Transition Team; Director, Information Engineering. Computer Scientist, 
National Bureau of Standards (now National Institute of Standards and Technology). 
 
Karl Nollenberger,* Associate Professor, Public Administration Department, University of 
Wisconsin, Oshklosh; Vice President, GovHR USA. Former Vice President, Voorhees 
Associates; Academic Director, Masters of Public Administration Program, Illinois Institute 
of Technology.  Former Vice President, The PAR Group; County Administrator, Lake County, 
Illinois; Chief Administrative Officer, City of Duluth, Minnesota; County Administrator, 
County of St. Louis, Minnesota; Senior Manager, Arthur Young & Company; City Manager, 
City of Beaumont, Texas; City Manager, City of Richfield, Minnesota. 
 
 
ACADEMY STUDY TEAM 
 
Brenna Isman, Director of Academy Studies—Ms. Isman is the Director of Academy Studies 
at the National Academy of Public Administration. She currently directs for the Academy’s 
Study to Create a Definition and Framework for Community Affordability with EPA’s Office 
of Water.   She has also led projects with The Office of the Inspector General for the 
Department of State; the Office of Management and Budget; Amtrak’s Office of the Inspector 
General and has provided subject matter expertise for projects with the Veterans 
Administration, Social Security Administration, and United States Coast Guard.  She is an 
experienced facilitator and her expertise focuses on development of communication and 
business strategy frameworks, analysis of ongoing transformation initiatives and 
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strengthening stakeholder engagement.  Ms. Isman’s consulting experience includes both 
public and private sector clients in the areas of communication strategy, performance 
management, and organizational development.  Prior to joining the Academy, Ms. Isman was 
a Senior Consultant for the Ambit Group and a Consultant with Mercer Human Resource 
Consulting facilitating effective organizational change and process improvement. As the 
Assistant Director for Executive Education for the Kogod School of Business at American 
University, she developed curriculum for business certificate programs and managed 
program delivery. She holds a Masters of Business Administration from American University 
and a Bachelor of Science in Human Resource Management from the University of Delaware. 
 
Thelma Hite-Harris,* Project Director—Ms. Harris is President and CEO of Hite Consulting, 
Inc., and serving as the Project Director on this project for the Academy. Ms. Harris has 
served as a member of the Senior Executive Service for the Internal Revenue Service, where 
she consolidated four Treasury complaint centers into one center, managed the IRS 
education and development program for executives and senior leaders, and designed and 
delivered a Quality Improvement Training Program. She has also served as a Human 
Resources Advisor to the Inspector General of the U.S. Department of Housing and Urban 
Development and led the Mid-Atlantic Regional EEO and Diversity operation for the U.S. 
Office of Personnel Management. Her consulting work has focused on providing services in 
the areas of leadership development, human resource consultation, systems and process 
analysis, and general management consulting services. Her areas of expertise include 
modernization design, systems reengineering, training and education, fiscal and human 
resources management, and equal employment opportunity and diversity. Ms. Harris holds 
a B.S. in Business Administration and Education from Morgan State University and she 
completed graduate human resource courses at Temple University. 
 
Adam Darr, Research Analyst—Mr. Darr joined the Academy in 2015 as a Research Associate 
having previously interned in the summer of 2013. He has served on numerous Academy 
projects, including work for the National Science Foundation, Farm Service Agency, US Secret 
Service, Federal Aviation Administration, and National Nuclear Security Administration. His 
areas of emphasis have been governance and management reform, organizational change, 
human capital, project and acquisition management, customer service best practices, and 
strategic planning. Mr. Darr graduated from Virginia Commonwealth University (VCU) with 
a B.A. in Political Science and Homeland Security/Emergency Management. 
 
Sean Smooke, Research Associate— Mr. Smooke joined the Academy in 2019. While in 
college, he worked for Governor John W. Hickenlooper’s Energy and the Environment 
Fellowship.  While there, he was a member of the team responsible for developing the 
Governor’s comprehensive response to the Firestone explosion in April 2017.  Mr. Smooke 
had an integral role in writing the legislation that was eventually approved for instituting 
better methane leak detection technology. Mr. Smooke most recently worked for a law firm 
and was tasked with data collection on a nationwide class action law suit. He graduated 
from Claremont McKenna College, earning a B.A. in Government and Legal Studies. 
 
*Academy Fellow 
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APPENDIX B: PARTICIPATING INDIVIDUALS AND ORGANIZATIONS 
 

 

Albornoz, Gabe – Councilmember 

Berry, Nic – IT Specialist, Central Staff 

Brown, Anne – Deputy Clerk, Central Staff 

Carrizosa, Natalia – Legislative Analyst, Office of Legislative Oversight 

Chen, Carolyn – Legislative Analyst, Central Staff 

Cihlar, Chris – Director, Office of Legislative Oversight 

Dunn, Pam – Senior Legislative Analyst, Central Staff 

Emerson, Sean – Senior Legislative Aid, Councilmember Hucker 

Farag, Susan – Legislative Analyst, Central Staff 

Friedson, Andrew – Councilmember 

Gibson, Cindy – Chief of Staff, Councilmember Friedson 

Glass, Evan – Councilmember 

Grossman, Martin – Director, Office of Zoning and Administrative Hearings 

Hacking, Rose – Legislative Aid, Councilmember Friedson 

Hall, Tori – Legislative Analyst, Office of Legislative Oversight 

Healy, Sonya – Legislative Information Officer, Central Staff 

Howard, Craig – Senior Legislative Analyst, Central Staff 

Hucker, Tom – Councilmember 

Hughes, Jennifer – Former Director, Office of Management and Budget 

Ikheloa, Ikhide Roland – Chief of Staff, Council President Navarro 

Jawando, Will – Councilmember 

Jones, Diane – Administrator, Howard County Council 
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Jovel, Juan – Public Information Officer, Central Staff 

Katz, Sidney – Council Vice President 

Kenedy, Susan – Producer/Reporter/Public Information/Social Media, Central Staff 

Kunes, David – Chief of Staff, Councilmember Hucker 

Latham, Kristen – Senior Legislative Analyst, Office of Legislative Oversight 

Ledner, Sharon – Chief of Staff, Councilmember Rice 

Leggett, Isiah – Former Montgomery County Executive 

Levchenko, Keith – Senior Legislative Analyst, Central Staff 

Limarzi, Megan – Former Clerk of the Council, Current Inspector General 

Mabie, Susan – Administrative Specialist, Central Staff 

Mandel-Trupp, Lisa – Chief of Staff, Council Vice President Katz 

Marin, Sandra – Administrative Services Manager, Central Staff 

McMillan, Linda – Senior Legislative Analyst, Central Staff 

Medrano-Rivera, Nubia – Administrative Clerk Staff, Central Staff 

Michaelson, Marlene – Executive Director, Central Staff 

Mihill, Amanda – Legislative Attorney, Central Staff 

Navarro, Nancy – Council President 

Nunez, Andrea – Deputy Chief of Staff, Councilmember Hucker 

Nurmi, Joy – Chief of Staff, Councilmember Albornoz 

Orlin, Glenn – Deputy Director, Central Staff 

Paradise, Mary Anne – Deputy Clerk/Acting Clerk of the Council, Central Staff 

Parodi, Andrea – Legislative Aid, Councilmember Glass 

Parsons, Michelle – IT Manager, Central Staff 

Price, Linda – Legislative Analyst, Central Staff 

Rice, Craig – Councilmember 
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Richards, Sue – Senior Legislative Analyst, Central Staff 

Riemer, Hans – Councilmember 

Robeson, Lynn Hannan – Hearing Examiner, Office of Zoning and Administrative Hearings 

Rubin, Leslie – Senior Legislative Analyst, Office of Legislative Oversight 

Shuman, Beth – Senior Legislative Aid, Councilmember Albornoz 

Silverman, Ken – Chief of Staff, Councilmember Riemer 

Smith, Gene – Legislative Analyst, Central Staff 

Springirth, Mike – Camera Person/Editor, Central Staff 

Taylor, Rose – Senior Legislative Aid, Councilmember Rice 

Thorne, Cecily – Chief of Staff, Councilmember Jawando 

Tomao, Pete – Legislative Assistant, Councilmember Glass 

Toregas, Costis* – Senior Legislative Analyst, Central Staff 

Triolo, Nicholas – Public Information Officer, Central Staff 

Trombka, Aron – Senior Legislative Analyst, Office of Legislative Oversight 

Yao, Vivian – Legislative Analyst, Central Staff 

Zyontz, Jeff – Senior Legislative Analyst, Central Staff 
 

 

 

 

 

 

 

 

*Academy Fellow 
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APPENDIX C: ORGANIZATIONAL CHART OF MONTGOMERY COUNTY COUNCIL 
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