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EXECUTIVE SUMMARY 

The Midpeninsula Regional Open Space District (District) finds itself at the beginning of new 

fiscal year (FY) for 2019/2020 in the enviable position of implementing a Vision Plan spanning 

30 years. Not many public agencies in the current era can claim such a distinction. The Vision Plan 

was adopted by the District in 2014, as was a voter-approved Measure AA, which provides the 

financing for a portion of the projects included within the Vision Plan. 

The District wisely recognized the need to organize itself for production of such an ambitious 30-

year plan, and it actively engaged in a study providing specific recommendations, including 

restructuring the District’s organization, to implement the District’s Vision Plan. That study is 

known as A Financial and Operational Sustainability Model Report (FOSM), completed for the 

District by Management Partners in May 2015. 

Over the last four years, the District has been highly successful with the implementation of most 

of the FOSM’s recommendations, resulting in significant organizational change, restructuring of 

the organization, increased staffing levels, and expansion of organizational functions. The rapid 

pace of this organizational growth and change has created some stress within the District and 

revealed concerns about the capacity of the current project management and delivery systems to 

support efficient and timely project delivery. 

After the hard work of the last five years, which includes the year the Vision Plan was adopted, 

Citygate Associates, LLC (Citygate) was invited to look within one of the newly created business 

lines, the Planning and Project Delivery Business Line (PPD), with special emphasis on one of the 

three departments within the PPD, the Planning Department. This focused study involved 

conducting a review of agency documents, interviewing 21 staff, and follow-up conference calls 

to refine initial findings and recommendations related to the Planning Department.  

Even with extensive planning and forecasting efforts, the District must routinely and strategically 

pivot in its tactical operations to fulfill its well-identified and documented mission. Addressing 

professional labor shortages, managing timing uncertainties of local and State environmental and 

planning permitting processes, and addressing the outcomes of public involvement processes have 

affected project schedules for many of the District’s acquisition and enhancement projects, which 

in turn also affects the operations and timelines of work assigned to the Planning Department.  

Upon analysis of the Planning Department, several positive elements became evident regarding its 

operation: 

◆ There is an established and strong mission-driven organizational culture. 

◆ Staff displays a commonality of purpose, collaborative working relationships, and 

a high level of comradery.  
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◆ There is a commitment to recruit and hire highly qualified staff who have 

demonstrated dedication to the District’s organizational values and an 

understanding that it takes time and effort to train and orient new employees into 

the organization.  

◆ The Department understands the importance of a transparent organization based on 

the passage of the Measure AA bond funding measure and the District’s 

responsibility to be fully accountable to the voters.  

While completing its analysis, the Citygate team chose to use the McKinsey 7S Framework as a 

means to assess the overall effectiveness of the Department and also to provide the Department 

with a model to use in furthering cultural and operational changes needed to aid production of the 

heavy volume of work now before both the Department and the District as a whole.  

The model depicts how seven elements of the organization – Strategy, Structure, Systems, Staff, 

Style, Skills, and Shared Values – are interconnected and must be aligned, mutually reinforcing 

and working together in harmony to optimize the organization’s performance and overall 

effectiveness. By placing Shared Values as the central element of the model, the model emphasizes 

that organizational values are at the core of organizational effectiveness. 

Citygate found a high level of alignment in five of the seven elements of the model within both 

the District overall and in the Planning Department specifically. These organizational attributes 

signal a relatively high level of internal alignment within the Planning Department related to the 

McKinsey “hard” elements of organizational Strategy and Structure and the “soft” elements of 

Skills, Style, and Shared Values. 

Using the McKinsey 7S model, Citygate’s review found some gaps in the Staff and Systems 

elements within the Planning Department that suggest realignment in these two areas is needed to 

improve the Department’s overall performance. The large number of projects underway through 

the District’s Vision Plan, both via Measure AA and others, is creating heavy workloads for 

Planning Department staff. In addition, some staff vacancies have made it more difficult for staff 

to adhere to project schedules and deadlines. Through its interviews with key Planning Department 

and other staff, Citygate learned that senior Planning Department staff are frequently called upon 

to attend meetings and to provide advice and assistance to others in the District on a variety of 

topics, resulting in reduced time available to complete assigned project work. These factors point 

to a need for realignment related to the Department’s staff resources, behavior, and activities. 

Citygate also suggests that the District can use the evaluative tools in the McKinsey 7S model to 

further understand the factors that are critical to optimizing organizational performance and to use 

them as a guide to assist with implementation of the recommendations. 

Citygate’s findings and recommendations in Section 3.4 offer an initial roadmap for improvement 

in these areas of the Department’s performance and are presented under two themes. 



Midpeninsula Regional Open Space District 

Planning Department Organizational Review 

Executive Summary page 3 

PART ONE: PLANNING DEPARTMENT’S ORGANIZATIONAL STRUCTURE, STAFFING, AND 

FUNCTIONS 

Finding #1: Project deadlines are being pushed back and projects are not being completed on 

time. 

Finding #2: Expected Department staff vacancies (such as maternity leave) and unexpected 

vacancies (such as staff turnover or illness) require that work be reassigned to other 

staff.  

Finding #3: Citygate could not discern a shared definition or organizational understanding of 

what constitutes “core” functions.  

Finding #4: The other two departments within the Project Planning and Delivery Business Line 

(Engineering and Construction (E&C) and Real Property) report some capacity to 

support projects consistent with their areas of expertise. 

Finding #5:  Planning Department staff continue to demonstrate a high level of project 

ownership, described to Citygate as a tendency to perfectionism, and are slow to 

hand off project management responsibility consistent with the FOSM 

recommendations, in some cases resulting in delayed project delivery.  

Recommendation #1: Complete recruitment and appointment of a new Planner III to fill the 

current position vacancy.  

Recommendation #2: Based on the volume of project work, evaluate hiring one additional 

Planner III or Senior Planner as recommended in the FOSM during 

FY2020 to increase the total number of planners from nine to 10. 

Recommendation #3: Assign responsibility to provide inter-Departmental advice and 

guidance on routine planning-related matters to one Planning 

Department staff member. 

Recommendation #4: Reassign the Americans with Disabilities Act (ADA) Coordinator and 

back-up Coordinator duties from the Planning Department to the 

General Manager’s Office, Finance Department, or E&C Department.  

Recommendation #5: Consider reassignment of the sign program to staff in the E&C 

Department.  

Recommendation #6: Develop a simple method for planners and other project staff to track 

and report their time on project work.  
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Recommendation #7: Establish specific and shared project delivery procedures and 

performance expectations for the three departments in the Project 

Planning and Delivery Business Line.  

Recommendation #8: Review procedures and timing for handoff of project management 

responsibility from the Planning Department to the E&C Department.  

Recommendation #9: Increase use of outside consultant teams to support the permitting 

process and approval, the California Environmental Quality Act 

process, and other technical work for more complicated projects.  

PART TWO: PLANNING DEPARTMENT’S UTILIZATION OF TECHNOLOGY AND FINANCIAL TOOLS 

Finding #6: The Finance and Administrative Services Business Line has implemented and is 

using the project accounting module in the New World financial system software.  

Finding #7: The District has developed, adopted, and implemented Project Central as a 

centralized project tracking and project management tool to be used by all project 

delivery staff and managers.  

Finding #8: The Finance and Administrative Services Business Line prepares a resource 

loading spreadsheet each year to forecast staff work-time requirements for annual 

budget development purposes.  

Finding #9: SharePoint, a document storage and information sharing software, is being used 

beyond its capacity as a project management tool.  

Finding #10: Planning Department staff do not appear to be regularly using either Project Central 

or Microsoft Project management software, both of which are already owned by the 

District.  

Recommendation #10: Require that all Planning Department staff fully embrace, utilize, and 

rely on Project Central as the District’s centralized project management 

tool. 

Recommendation #11: Encourage and assist all staff to utilize Microsoft Project 2016 as an 

additional tool. 

Recommendation #12: Seek outside assistance to help resolve difficulties with the SharePoint 

technology. 
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Finally, a timeline action plan is included in Section 4, outlining each of the recommendations, 

the staff responsible for implementation, the timeline for implementation, and the benefits to be 

derived from implementation of each of the 12 recommendations.  
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SECTION 1—INTRODUCTION 

Citygate Associates, LLC (Citygate) was engaged by the Midpeninsula Regional Open Space 

District (District) to conduct an organizational assessment of the Planning Department 

(Department), which is one of three departments within the District’s Project Planning and 

Delivery Business Line (PPD). Citygate’s organizational assessment occurred in 2019, following 

the District’s completion of its Strategic Plan in 2011, and the Vision Plan in 2014. It also follows 

the capstone of accomplishments, the voter-approved Measure AA in 2014, which granted the 

District $300 million in bonding authority to implement the Vision Plan over 30 years.  

1.1 STUDY SCOPE AND OBJECTIVES 

The scope of this report is to provide a comprehensive, objective assessment of the Planning 

Department to support overall PPD and District functions that are cointegrated with the 

Department’s operations. The focus of the organization’s assessment includes the following 

activities:  

◆ Evaluate the existing organizational structure and staffing functions, including 

decentralization, centralization, and insourcing or outsourcing opportunities.  

◆ Appraise the PPD’s current operational policies and procedures, tracking systems, 

workflows, organizational management systems, and spans of control.  

◆ Identify redundant systems and other documented and undocumented practices 

affecting predictability and consistency of workflow; pinpoint inefficient 

procedures or practices or other operational activities that may be inhibiting the 

PPD’s desired superior performance output.  

◆ Assess and identify areas in which organizational performance (e.g., consistency, 

efficiencies), project staging process, service levels (e.g., outsource vs. in-house 

functions), communications (e.g., interdepartmental and intra-departmental), 

coordination of project management, and targeted opportunities for streamlining 

can be enhanced. 

◆ Assess how technology is currently used and how it might be better utilized to 

enhance project processing.  

The report’s goal is to identify functional and well-performing systems, procedures, and structures, 

as well as those systems that may be redundant, ineffective procedures or practices, and 

inefficiencies that may be inhibiting the Department’s ability to achieve the desired superior level 

of performance. This is particularly important in the area of the project delivery functions that are 

an integral part of the highly visible Measure AA bond-funded work program. The intended result 

of the review is to provide achievable recommendations for the District, specifically the Planning 
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Department. These findings and recommendations outline methods and approaches to improve and 

optimize organizational performance, project management coordination, and intra- and inter-

departmental communications.  

Specifically, Citygate’s role is to perform a practical diagnostic of the Planning Department to help 

support the overall effectiveness of the District in its pursuit of its Vision and Mission. Citygate’s 

efforts have been to evaluate the systems, procedures, work culture, and operations of the Planning 

Department to shed light on these functional areas in order to support enhanced efficiencies 

throughout the Department and the PPD. This is accomplished by suggesting alternative 

approaches to the operation, proposing reassignments of work tasks, assessing and advising 

regarding staffing levels, and clarifying applications of technology. The goal of Citygate’s analysis 

and recommendations is to provide a course correction rather than a wholesale strategic 

reorganization of the Planning Department. The course correction recommended will require a 

combination of actions and can be compared to changing a flat tire while traveling at 60 miles per 

hour. Citygate acknowledges that the organization cannot disconnect from its obligations while it 

implements the corrections.  

A Financial and Operational Sustainability Model Report (FOSM), completed for the District by 

Management Partners in May 2015, included recommendations for restructuring within the 

District organization to meet the District’s 30-year Vision Plan that was approved in 2014. With 

the passage of the 2014 voter-approved Measure AA, project delivery expectations exponentially 

expanded due to the citizen endorsement of the District’s Vision and Mission, which included the 

approval of a targeted work program. Over the last four years, the District has been highly 

successful implementing most of the FOSM’s recommendations, resulting in significant 

organizational change, organizational restructuring, increased staffing levels, and expansion of 

organizational functions. The rapid pace of this organizational growth and change has created 

some stress within the District and revealed concerns about the capacity of the current project 

management and delivery systems to support efficient and timely project delivery.  

As predicted by the FOSM, the District has focused on organizational restructuring, 

implementation of management systems, and increasing staffing levels to address the workload 

demands resulting from the passage of Measure AA in 2014.  

First and foremost, achievement of the Vision Plan and the obligations of Measure 

AA put significant pressure to deliver projects as well as additional expectations 

for transparency on the District. As a result of Measure AA, the District will have 

to more regularly report how much money has been spent and what tasks have been 

completed for the various key projects. This expectation will require a significant 

investment in business and management systems used to track projects and their 

corresponding costs, as well as an investment in the staff necessary to develop, 

implement, and monitor these systems. Setting up and implementing these systems 
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should be considered the first and foremost priority to prepare for the full 

implementation of Measure AA.1 

These organizational growing pains are normal for a progressive governmental entity that is 

experiencing significant inward and outward growth pressures in a relatively short time span, such 

as that the District and the Planning Department have experienced. The Planning Department has 

been impacted by the desired project delivery and completion goals of the District, especially as 

they relate to Measure AA. To better understand and interpret these evolutionary changes and, 

more importantly, to understand how the Planning Department may continue to be proactive in 

response to these environments, Citygate has utilized a well-respected organizational model 

known as the McKinsey 7S Framework.2 This tool, when applied and described, can help the 

Department gain greater understanding into the interrelationship between its Shared Values, 

Systems, Strategy, Skills, Staff, Style, and Structure. The model, analysis, and application to the 

Department is further described in Section 3.  

More information about this model can be found at: https://www.mckinsey.com/business-

functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-7-s-framework. 

1.2 METHODOLOGY AND APPROACH 

With the support of District staff in providing key organizational documents requested for review, 

Citygate performed a thorough analysis of over 60 documents, charts, reports, and other related 

information. This systematic examination provided Citygate an understanding of the District’s 

vision, mission, objectives, and directives and its historical formation and evolution, and it 

identified the District’s current operational and project management systems, its staffing and 

organizational structure, the current strategic operational procedures and practices, its workflow 

methodologies, and the existing use of technological systems.  

Citygate then conducted 21 on-site, confidential interviews with District staff members, including 

the General Manager, the Assistant General Managers, and key staff members of the three business 

lines, including PPD, Visitor and Field Services (VFS), and Finance and Administrative Services 

(FAS). The interviewees represented an inclusive cross-section of management, middle-

management, and professional technical staff to receive an all-encompassing and unbiased 

perspective of the PPD and the Department’s operations, functions, practices, and culture. Citygate 

interviewed nine of the 10 FTE staff members within the Planning Department (as of March 2019). 

The interviews were informative and revealing. In addition, the distinctive organizational culture 

and values held by the Department, the PPD, and the District as a whole quickly became evident.  

                                                 

1 FOSM, May 2015 Management Partners, Executive Summary, page 4 
2 In Search of Excellence by Thomas J. Peters and Robert H. Waterman Jr, Published 1984 

https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-7-s-framework
https://www.mckinsey.com/business-functions/strategy-and-corporate-finance/our-insights/enduring-ideas-the-7-s-framework
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1.3 KEY ASSESSMENT FACTORS 

Citygate employed four broad themes as a framework for the evaluation of the Department. 

◆ Stakeholders (Staff)  

◆ Employee Learning and Development 

◆ Internal Procedures 

◆ Finance 

Figure 1—Profile of Assessment Factors 
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SECTION 2—THE DISTRICT’S ORGANIZATIONAL HISTORY, EXISTING 

CONDITIONS, AND CHALLENGES 

2.1 INTRODUCTION 

2.1.1 Brief History and Development 

Established by a voter initiative in 1972, the District will be celebrating its 50th anniversary in three 

years. With a rich history of conservation and preservation of the unsurpassed regional scenic 

beauty of the pristine Northern California coastline and the natural resources and rich cultural 

history in the communities of the San Francisco Peninsula, the District serves as an exceptional 

example of conservation leadership envied by other communities across America. What is most 

remarkable is the superior display of leadership, vision, and transparency that the District has 

shown throughout the years and continues to exhibit in its operation. Funded in large part on a tax-

base encompassing approximately 500 square miles, serving more than three-quarters of a million 

people in the Santa Clara and San Mateo Counties and a portion of the Santa Cruz County, it is 

now one of the largest special districts in the nation focused on parks, trails, and open spaces. To 

date, the District has preserved over 63,000 acres, including 26 preserves and 238 miles of trails, 

is serving an estimated two million visitors annually, and has a 30-year acquisition goal of 100,000 

acres.  

The 1980s proved to be the era of greatest growth in number of acres preserved by the District, 

then totaling 35,000 acres. With its focus on preservation of large tracts of historic and 

environmentally sensitive lands in the 1990s, that decade also revealed the public’s great interest 

in accessing these acquired lands through increased trail use. The early 2000s saw the continued 

expansion of the District’s borders, pursuant to the promises made to the citizens to protect lands, 

extending in the north from South San Francisco Bay to the Pacific Ocean in the south within San 

Mateo County. During the past 10 years, the District has focused on continued land preservation 

and ensuring connectivity between the acquired regional open space preserves. In addition, 

foresighted leadership has completed the 30-year Vision Plan and updated the Strategic Plan for 

the District. These efforts laid the foundation for the passage of Measure AA in 2014, thus 

fortifying the District’s funding capacity to implement its 30-year Vision Plan.  

2.1.2 Existing Conditions and Future Challenges 

The District has now positioned itself to meet the lofty yet attainable goals and objectives that are 

identified annually by the Board and are memorialized in the budget and action plans in accordance 

with the adopted vision and strategic plans. In the past two years, the District has been challenged 

in managing the external environments that have impacted the District’s ability to complete its 

identified projects within the identified timeline and controlling the costs associated within the 

District’s business lines.  
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Even with extensive planning and forecasting efforts, the District must routinely and strategically 

pivot in its tactical operations to fulfill its well-identified and documented mission. Specifically, it 

must address professional labor shortages, manage timing uncertainties of local and State 

environmental and planning permitting processes, and address outcomes of the public involvement 

process. Each of these can affect the project schedule for many of the District’s acquisition and 

enhancement projects.  

It has been said, “Vision is the art of seeing what others don’t” and this holds true for the District. 

Fifty years ago, the District founders had the vision to protect land and cultural resources into 

perpetuity in a scenic area that has become more populated. This agency continues to evolve and, 

to be relevant, self-perpetuating to meet its original vision of protecting valuable scenic open 

space.  

District leadership does not shy away from the model of continual improvement, agency self-

inspection, and the focus on developing and fostering a high-performance team environment. Due 

to these management principles, periodic performance analyses, such as those provided by the 

FOSM in 2015 and this Planning Department Organizational Review, have been solicited and 

encouraged by the General Manager to help guide the organization toward its long-term vision.  

2.2 DISTRICT AND PROJECT PLANNING AND DELIVERY BUSINESS LINE ORGANIZATION  

The following figure is the District’s organizational configuration as of December 2018 and, in 

comparison to the 2016 chart, it readily shows the organizational changes since the adoption of the 

2015 FOSM recommendations.  
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Figure 2—2018 Organizational Chart 
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Figure 3—2016 Organizational Chart 
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Clearly, the District has undergone significant growth in staffing levels over the past three years, 

with a current total of 177 FTE in FY2018/2019, growing from a total of 138.55 FTE in 

FY2015/2016. This 28 percent increase in staffing levels, as well as organizational restructuring, 

has required substantial energy, focus, and effort to implement change throughout the District.  

In addition, the District has now issued two general obligation bond tranches, one in 2015 and the 

second in 2018 related to Measure AA, totaling $95,000,000. This funding has greatly accelerated 

the book of business that the District is implementing, especially impacting the PPD as a whole 

and the Planning Department indirectly. As was identified in the FOSM, the following observation 

applies at this stage of the organization’s development: 

Supporting employees with the significant organization changes in mission and 

structure will be as important as getting project delivery right. Thinking about and 

creating a strategy to supply employees with the resources they need to do the work, 

regular communication regarding celebrating milestones, will allow the agency to 

deliver results and maintain the momentum over the long term.3 

                                                 

3 FOSM, May 2015 Management Partners, Executive Summary, page 4 



Midpeninsula Regional Open Space District 

Planning Department Organizational Review 

Section 3—Planning Department Organizational Structure and Staffing Assessment page 15 

SECTION 3—PLANNING DEPARTMENT ORGANIZATIONAL STRUCTURE 

AND STAFFING ASSESSMENT  

3.1 OVERVIEW 

Beginning in 2016, the District began to implement the significant restructuring effort to execute 

the FOSM recommendations in accordance to the proposed sustainable organizational structure 

known as the Integrated Core Business Model. This implementation resulted in the current 

Department’s configuration within the PPD, as shown in the following figures. 

Figure 4—Project Planning and Delivery Business Line 

 

Figure 5—Planning Department 
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The Department Manager, hired into the position in 2014, has seen the Department increase its 

staffing levels and its breath of responsibilities due to the infusion of available capital funds from 

the voter-approved 2014 Measure AA bond measure. Sixty percent of the Department’s employees 

have been hired in the past three years, requiring a relatively rapid onboarding process to train and 

sequence the employees into the culture and processes of the District.  

To best comprehend the current Planning Department operations, an understanding of the 

Department’s organizational position within the PPD is needed. Although, the focus of this 

analysis is on the Planning Department, as with any dynamic and complex public organization, 

there is a need to recognize the horizontal and vertical interrelationships between all three 

departments within the PPD. This is especially relevant when diagnosing how and where to make 

improvements within the Department as it relates to the project delivery process to meet the 

identified goals of the Vision Plan.  

What follows is an analysis of the Department’s strengths and highlights the findings and 

recommendations for the Department, which will be divided into two elements. Part One discusses 

the findings and recommendations related to the Department’s organizational structure, staffing 

levels, and functions, and Part Two will discuss the findings and recommendations related to the 

Department’s utilization of technology and financial tools.  

3.2 OPERATIONAL STRENGTHS  

Upon analysis of the Planning Department, several positive elements became evident regarding its 

operation: 

◆ There is an established and strong mission-driven organizational culture. 

◆ Staff displays a commonality of purpose, collaborative working relationships, and 

a high level of comradery.  

◆ There is a commitment to recruit and hire highly qualified staff who have 

demonstrated dedication to the District’s organizational values and an 

understanding that it takes time and effort to train and orient new employees into 

the organization.  

◆ The Department understands the importance of a transparent organization based on 

the passage of the Measure AA bond funding measure and the District’s 

responsibility to be fully accountable to the voters.  

3.2.1 McKinsey 7S Framework Background and Description 

There is significant literature that can be used to assist evaluation and understanding of the factors 

that are important to effective organizational operation, structure, and change. While completing 

this analysis, Citygate determined that it would be helpful to review research and theory to provide 
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understanding and guidance regarding organizational performance for the Planning Department. 

Citygate found the McKinsey 7S Framework to be particularly helpful in assessing the overall 

effectiveness of the Department.  

The McKinsey 7S Framework is a management model developed in the early 1980s by McKinsey 

business consultants Tom Peters and Robert H. Waterman, Jr. It was popularized in their book, In 

Search of Excellence, published in 1984 and has been widely used by academics, businesses, and 

other organizations since that time as an organizational analysis tool to assess and monitor the 

internal workings of an organization and as a strategic management and planning tool. The model 

is most often used to assist understanding and evaluation of organizational design and 

effectiveness. It is also used to facilitate organizational change and to assist in the implementation 

of new strategies. 

The model is particularly useful for review of the Department because, unlike many other 

organizational assessment tools, the 7S model emphasizes human resources as key to improving 

organizational performance. In addition, the 7S model clearly illustrates the importance of a shared 

culture and values as the central element to effective organizational performance.  
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Figure 6—The McKinsey 7S Model4 

 

The model depicts how seven elements of the organization – Strategy, Structure, Systems, Staff, 

Style, Skills, and Shared Values – are interconnected and must be aligned, mutually reinforcing 

and working together in harmony to optimize the organization’s performance and overall 

effectiveness. By placing Shared Values as the central element of the model, the model emphasizes 

that organizational values are at the core of organizational effectiveness. The circular shape of the 

model itself demonstrates how all seven elements are interconnected with one another, and as 

Peters and Waterman emphasize in their book, how each of the elements are given equal 

importance for best results in the analysis of overall organizational effectiveness.  

Our assertion is that productive organizational change is not simply a matter of 

structure, although structure is important. It is not so simple as the interaction 

between strategy and structure, although strategy is critical too. Our claim is that 

effective organizational change is really the relationship between structure, 

                                                 

4 In Search of Excellence by Thomas J. Peters and Robert H. Waterman Jr, Published 1984 

 Shared 
Values 
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strategy, systems, style, skills, staff, and something we call superordinate goals 

[shared values].5 

In the model, these seven elements are organized into two categories. The “hard” elements include 

Strategy, Structure, and Systems. These are the infrastructure of the organization. The “soft” 

elements – Style, Staff, Skills, and Shared Values – are the human-oriented elements of the 

organization that are its foundation.  

While the hard elements can be readily identified, managed, and changed, it is the soft elements 

of Style, Staff, Skills and Shared Values that are most likely to facilitate an organization’s 

sustained performance and success. These soft elements of human behavior and interaction can be 

more difficult to change. Conducting an initial review of these seven factors in the Department 

provided Citygate with some insight to those areas where there is a need for change to improve 

alignment and interconnection with the other elements of the PPD and District.  

The following table briefly describes the seven elements of the 7S model and provides examples 

of the types of questions that can be used for evaluation of organizational alignment and 

performance. 

Table 1—The McKinsey 7S Framework6 

Elements Description Example Criteria for Evaluation 

Strategy 

The organization’s plan for action 
to address changes in the 
operating environment. The 
organization’s chosen route to 
achieve sustained successful 
results.  

What does the organization need to accomplish? 

What resources and capabilities are needed and how 
should these be used? 

Structure 

How the organization’s 
departments and operational units 
are organized. The organization’s 
organizational chart. 

What elements of the organization are most important 
to its ability to adapt and respond to a changing 
environment? 

How are critical tasks divided and integrated? 

Systems 

The organization’s formal and 
informal processes and procedures 
that describe what makes the 
organization go. How things get 
done and how decisions are made. 

What information and internal procedures are needed 
for success? 

Is this information available and being used? 

Do internal procedures adequately support the 
organization’s direction and focus?  

How is progress monitored, tracked, and reported? 

                                                 

5 “Structure Is Not Organization” by Robert H. Waterman, Jr., Thomas J. Peters, and Julien R. Phillips, Business 

Horizons, June 1980, which can be viewed at https://tompeters.com/docs/Structure_Is_Not_Organization.pdf. 
6 “Structure Is Not Organization” by Waterman, Jr., Peters, and Phillips, Business Horizons. 

https://tompeters.com/docs/Structure_Is_Not_Organization.pdf
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Elements Description Example Criteria for Evaluation 

Shared Values 

The organization’s highest-level 
guiding concepts, values and 
aspirations. The fundamental ideas 
around which the organization is 
developed.  

What is top management’s vision for the organization’s 
mission and future direction? 

Is that vision clearly and succinctly articulated? 

Do employees understand and share the vision and 
does it hold meaning for those within the organization? 

Skills 

The organization’s dominating 
attributes and capabilities. What 
the organization is known for and 
what it does best. 

What is the organization known for doing well? 

What skills are needed for success in a changing 
environment?  

Do employees have the right capabilities to work 
effectively? 

What old skills and their supporting 
structures/procedures are no longer needed and 
should be dismantled? 

Staff 

The organization’s staffing needs, 
employee morale, attitude, and 
behavior. How employees are 
recruited, trained, motivated, and 
rewarded. 

What attitude, morale, and behavior do employees 
display? 

What does the organization do to foster development 
of its staff and managers? 

Are employee job descriptions, training, recruitment, 
and performance appraisals clearly aligned with the 
organization’s values and expectations? 

Style 

The leadership style of the 
organization’s top managers. How 
the organization’s managers 
interact and the actions they take. 

How do the organization’s top managers spend their 
time? 

What do they pay attention to and what do they talk 
about? 

How do they interact with employees and “come 
across” to others in the organization? 

What behavior and attitude do they model? 

* There are a variety of assessment questionnaires available that the District can use to conduct a more thorough gap analysis to 

identify specific areas of weakness in the systems and staff areas.  

3.3 PLANNING DEPARTMENT REALIGNMENT 

Citygate used information gathered through interviews with 21 key staff members, including the 

Planning Department Manager and all eight of the planners employed at the time of the interviews 

to evaluate the overall performance of the Planning Department. This analysis involved applying 

each of the McKinsey 7S elements to the information and observations Citygate collected to assist 

in identifying both the Department’s strengths and the gaps, or areas of weakness, where changes 

are needed to improve internal alignment and organizational performance. Citygate found a high 

level of alignment in five of the seven elements of the model within both the District overall and 

in the Planning Department specifically. Consistent with observations discussed previously, in 

areas where Citygate found some gaps needing attention and improvement, those improvements 

generally represent needed course correction rather than major change.  
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The District’s well-established organizational focus and culture driven by mission and values is at 

the core of the success it has achieved. Staff in the Planning Department are highly skilled and 

capable to perform assigned work. Staff demonstrate an understanding of the District’s big picture 

mission and a commonality of purpose in support of it, along with strong working relationships 

and a pervasive spirit of comradery. However, Citygate observed that the District has so many 

priorities, coupled with a lack of tracking within the Department, that projects can fall behind 

milestones. 

These organizational attributes signal a relatively high level of internal alignment within the 

Planning Department related to the McKinsey “hard” elements of organizational Strategy and 

Structure and the “soft” elements of Skills, Style, and Shared Values. 

Using the McKinsey 7S model, Citygate’s review found some gaps in the Staff and Systems 

elements within the Planning Department that suggest realignment in these two areas is needed to 

improve the Department’s overall performance. The large number of projects underway through 

the District’s Vision Plan, both via Measure AA and others, is creating heavy workloads for 

Planning Department staff. In addition, some staff vacancies have made it more difficult for staff 

to adhere to project schedules and deadlines. Through its interviews with key Planning Department 

and other staff, Citygate learned that senior Planning Department staff are frequently called upon 

to attend meetings and to provide advice and assistance to others in the District on a variety of 

topics, resulting in reduced time available to complete assigned project work. These factors point 

to a need for realignment related to the Department’s staff resources, behavior, and activities. 

Related to the Systems element of the McKinsey 7S model, Citygate’s analysis identified that 

Planning Department staff are not currently regularly and systematically using the project 

management tools, such as the Project Central and Microsoft Project software, available to District 

staff, which can be used to promote effective project team communication, coordination, and 

project progress monitoring. Further, through interviews with District staff, Citygate identified a 

need for attention to how Planning staff time is used and managed for project work. Citygate 

recommends adopting and better utilizing project management tools, improving tracking and 

monitoring of time spent on project and non-project work tasks, and adhering to established team 

project management protocols to support improved project management effectiveness and 

efficiency in the Planning Department.  

The following findings and recommendations offer an initial roadmap for improvement in these 

areas of the Department’s performance. Citygate suggests that the District can use the evaluative 

tools in the McKinsey 7S model to further understand the factors that are critical to optimizing 

organizational performance and to use them as a guide to assist with implementation of the 

recommendations. 
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3.4 FINDINGS AND RECOMMENDATIONS 

3.4.1 Part One: Planning Department’s Organizational Structure, Staffing, and 

Functions 

Findings 

Finding #1: Project deadlines are being pushed back and projects are not being 

completed on time. 

Although Planning Department project delivery staff are highly skilled and qualified, possess the 

needed tools and resources, understand the organization’s mission and their function and role, and 

help each other with project workload, the Department is experiencing delays in meeting 

anticipated project timelines. 

Finding #2: Expected Department staff vacancies (such as maternity leave) and 

unexpected vacancies (such as staff turnover or illness) require that 

work be reassigned to other staff.  

The Planning Department is experiencing a heavy workload related to Measure AA and other 

projects, so gaps in staffing availability can result in project delays.  

Finding #3: Citygate could not discern a shared definition or organizational 

understanding of what constitutes “core” functions.  

Senior-level Planning Department staff report a significantly higher amount of work time spent on 

“core” (non-project) functions compared to other agency staff through the annual Microsoft Excel 

resource loading spreadsheet development process, but a shared understanding of what “core” 

functions represents was not identified. 

Finding #4: The other two departments within the Project Planning and Delivery 

Business Line (Engineering and Construction (E&C) and Real 

Property) report some capacity to support projects consistent with 

their areas of expertise. 

While senior-level Planning Department staff are experiencing heavy workloads and frustration 

and anxiety about the expectations for project delivery, the other two departments in the PPD 

indicated capacity exists to assist with additional projects.  
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Finding #5: Planning Department staff continue to demonstrate a high level of 

project ownership, described to Citygate as a tendency to 

perfectionism, and are slow to hand off project management 

responsibility consistent with the FOSM recommendations, in some 

cases resulting in delayed project delivery.  

Prior to the District’s implementation of the FOSM recommendations and establishment of the 

E&C Department, Planning Department staff managed projects from the beginning all the way 

through to the end. This cultural and historic practice for the staff of the Planning Department, as 

well as for all other staff members interacting with Department members, represents a challenge 

for adaptation as the District is confronted with producing a high volume of projects in the coming 

years.  

Recommendations 

Recommendation #1: Complete recruitment and appointment of a new Planner 

III to fill the current position vacancy.  

Providing adequate capacity and planning expertise to cover project assignments in the 

Department is essential to the Department’s success in meeting project demands. 

Recommendation #2: Based on the volume of project work, evaluate hiring one 

additional Planner III or Senior Planner as recommended 

in the FOSM during FY2020 to increase the total number 

of planners from nine to 10. 

During the recruitment process, resist discounting generally qualified candidates even if they are 

not the perfect fit for the position. Hire the most qualified candidate and rely on the established 

training process to onboard them and acclimate them to the District’s process and organizational 

culture.  

Recommendation #3: Assign responsibility to provide inter-departmental 

advice and guidance on routine planning-related matters 

to one Planning Department staff member.  

Patterns of work and work disruption discovered through the interviews indicate that it is advisable 

that one Department staff member be charged with answering questions and providing inter-
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departmental advice and guidance to minimize interruption to planners completing project-related 

work.  

Recommendation #4: Reassign the Americans with Disabilities Act (ADA) 

Coordinator and back-up Coordinator duties from the 

Planning Department to the General Manager’s Office, 

Finance Department, or E&C Department.  

This recommendation is based on freeing capacity in the Planning Department. Develop a project 

team, which may include expertise from the E&C Department and input from the Planning 

Department, to support ADA Transition Plan implementation, with administration responsibilities 

reassigned.  

Recommendation #5: Consider reassignment of the sign program to staff in the 

E&C Department.  

The intent of this recommendation is to free junior-level planners to provide internal Planning 

Department project support as well as to develop the skills and experience of the junior-level 

planners so that capacity to work on projects is ultimately increased in the Department.  

Recommendation #6: Develop a simple method for planners and other project 

staff to track and report their time on project work.  

To allow for timely identification of project delivery bottlenecks and more accurate forecasting of 

project delivery requirements, as an initial step, the District may wish to establish project 

categories and require time tracking only for certain types of projects, such as projects with time-

sensitive milestones, Measure AA projects, new projects, or highest-priority projects. Time 

tracking results for selected projects can be used to establish benchmarks for phased expansion of 

time tracking to all projects.  

Recommendation #7: Establish specific and shared project delivery procedures 

and performance expectations for the three departments 

in the Project Planning and Delivery Business Line. 

Counsel Department Managers to ensure that all departments are working under a shared set of 

performance expectations and understanding of project milestones; are using shared project 

tracking systems and methodologies to meet the shared, stated objectives; and are holding regular, 
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weekly meetings to share results, address issues, and reapportion resources as needed to meet 

mutual goals.  

Recommendation #8: Review procedures and timing for handoff of project 

management responsibility from the Planning 

Department to the E&C Department.  

To ensure that handoff is being completed in a timely and efficient manner, per the FOSM 

recommendation, evaluate the reassignment of additional project management responsibility to 

E&C Department staff. This would allow the Planning Department to focus on the core functions 

of project planning, alleviate Planning Department workloads, and facilitate timely project 

delivery.  

Recommendation #9: Increase use of outside consultant teams to support the 

permitting process and approval, the California 

Environmental Quality Act process, and other technical 

work for more complicated projects. 

This will ease the day-to-day activities related to environmental and agency permitting.  

3.4.2 Part Two: Planning Department’s Utilization of Technology and Financial 

Tools 

Findings 

Finding #6: The Finance and Administrative Services Business Line has 

implemented and is using the project accounting module in the New 

World financial system software.  

The FAS Business Line provides project delivery staff with timely and up-to-date project financial 

information.  

Finding #7: The District has developed, adopted, and implemented Project 

Central as a centralized project tracking and project management 

tool to be used by all project delivery staff and managers.  

Several E&C Department staff use Microsoft Project for detailed project management support; 

however, not all Planning Department staff have or are using Microsoft Project as a project 
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management tool. This has resulted in inaccurate and untimely project status reporting between 

staff and management. 

Finding #8: The Finance and Administrative Services Business Line prepares a 

resource loading spreadsheet each year to forecast staff work-time 

requirements for annual budget development purposes.  

While the spreadsheet shows staff hours by project, this is only an estimate of time that will be 

worked over the coming year. The spreadsheet is not used to track actual project work time or to 

compare projected-to-actual project work hours. Preparation of the spreadsheet is a time-

consuming, complex, and burdensome process for staff, and there is no common understanding of 

the purpose and use of the spreadsheet within the Planning Department.  

Finding #9: SharePoint, a document storage and information sharing software, 

is being used beyond its capacity as a project management tool.  

Planning Department staff report frustration with SharePoint’s system limitations and non-

intuitive structure. Planning staff are continuing to rely on information stored in shared computer 

drives for their project work.  

Finding #10: Planning Department staff do not appear to be regularly using either 

Project Central or Microsoft Project management software, both of 

which are already owned by the District.  

These project management tools facilitate establishment and tracking of precise and realistic 

project milestones, schedules, project budgets, and assignment of responsibility for tasks. Shared 

access to project information and shared use of a project management tool by team members are 

key attributes of an effective project management and delivery system. 

Recommendations 

Recommendation #10: Require that all Planning Department staff fully embrace, 

utilize, and rely on Project Central as the District’s 

centralized project management tool. 

Use of a fully integrated project management tool by all project staff is critical to ensure 

coordination among project delivery team members and to instill the shared discipline and 

accountability needed for effective project management and delivery. The Department Manager 
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and senior staff play an important role to set the expectation, to model use of the system, and to 

include this requirement in staff performance evaluations.  

Recommendation #11: Encourage and assist all staff to utilize Microsoft Project 

2016 as an additional tool. 

Consider engaging an outside consultant to assist in this endeavor.  

Recommendation # 12: Seek outside assistance to help resolve difficulties with 

the SharePoint technology. 

The goal of outside assistance is to make it easier to use SharePoint as an information-sharing tool 

across departments and business lines.  
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SECTION 4—TIMELINE OF OPPORTUNITIES TO IMPROVE EFFICIENCY 

AND EFFECTIVENESS 

Table 2—Timeline Action Plan 

Recommendation Responsible Party 
Completion 

Target 
Benefit(s) 

1. Complete recruitment 
and appointment of a new 
Planner III to fill the 
current position vacancy. 

District Human 
Resources, Planning 
Manager, AGM, and 
GM appointment 
approval 

September 
2019 

Providing adequate capacity and 
planning expertise to cover 
project assignments in the 
Planning Department is essential 
to the Department’s success in 
meeting project demands. 

2. Based on the volume 
of project work, evaluate 
hiring one additional 
Planner III or Senior 
Planner as recommended 
in the FOSM during 
FY2020 to increase the 
total number of planners 
from nine to 10.  

District Human 
Resources, Planning 
Manager, PPD AGM, 
and GM appointment 
approval 

December 
2019 

Anticipates and plans for staffing 
requirements well ahead of the 
need for personnel to maintain 
project production timelines. 

3. Assign responsibility to 
provide inter-departmental 
advice and guidance on 
routine planning-related 
matters to one Planning 
Department staff member. 

District PPD AGM July 2019 
Provides coherency and frees 
Department staff resources. 

4. Reassign the 
Americans with Disabilities 
Act (ADA) Coordinator and 
back-up Coordinator 
duties from the Planning 
Department to the General 
Manager’s Office, Finance 
Department, or E&C 
Department. 

District PPD AGM July 2019 
Creates capacity in the Planning 
Department for project work and 
focus. 

5. Consider 
reassignment of the sign 
program to staff in the 
E&C Department. 

District PPD AGM and 
Planning Manager 

July 2019 
Creates capacity in the Planning 
Department for project work and 
focus. 

6. Develop a simple 
method for planners and 
other project staff to track 
and report their time on 
project work. 

District PPD AGM and 
Planning Manager, 
with assistance, as 
needed, from IT 

October 2019 

Provides for timely identification 
of project delivery bottlenecks 
and more accurate forecasting of 
project delivery requirements. 
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Recommendation Responsible Party 
Completion 

Target 
Benefit(s) 

7. Establish specific and 
shared project delivery 
procedures and 
performance expectations 
for the three departments 
in the Project Planning 
and Delivery Business 
Line. 

District GM and PPD 
AGM 

October 2019 

All departments are working 
under a shared set of 
performance expectations and 
understanding of project 
milestones; are using shared 
project tracking systems and 
methodologies to meet the 
shared, stated objectives; and 
are holding regular weekly 
meetings to share results, 
address issues, and reapportion 
resources as needed to meet 
mutual goals. 

8. Review procedures 
and timing for handoff of 
project management 
responsibility from the 
Planning Department to 
the E&C Department. 

PPD AGM and 
Department Managers 

December 
2019 

Allows the Planning Department 
to focus on the core functions of 
project planning, alleviate 
Planning Department workloads, 
and facilitate timely project 
delivery. 

9. Increase use of 
outside consultant teams 
to support the permitting 
process and approval, the 
California Environmental 
Quality Act process, and 
other technical work for 
more complicated 
projects. 

PPD AGM and 
Department Managers 

December 
2019 

Allows the Planning Department 
to focus on the core functions of 
project planning, alleviate 
Planning Department workloads, 
and facilitate timely project 
delivery. 

10. Require that all 
Planning Department staff 
fully embrace, utilize, and 
rely on Project Central as 
the District’s centralized 
project management tool. 

District GM, PPD 
AGM, and Planning 
Manager 

December 
2019 

Ensures coordination among 
project delivery team members 
and instills shared discipline and 
accountability. 

11. Encourage and assist 
all staff to utilize Microsoft 
Project 2016 as an 
additional tool. 

District GM, PPD 
AGM, Department 
Managers, and IT 
consultant  

June 2020 

Expands the use of tools 
available to the Department for 
project production management 
and scheduling. 

12. Seek outside 
assistance to help resolve 
difficulties with the 
SharePoint technology. 

District GM, AGMs January 2020 
Improved use by the Department 
and other staff members. 
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