ITEM 1

ZFIRST5

MONTEREY COUNTY

FINANCE/PERSONNEL COMMITTEE MEETING MINUTES
Wednesday, September 18, 2024, at 9:00 a.m.
First 5 Monterey County (FSMC) ¢ 1125 Baldwin Strect ¢ Salinas, CA

Call to Order: Commissioner Eckert, called the meeting to order at 9:03 a.m.

Roll Call: A legal quorum was present. Commissioners in attendance: Committee Chair Katy Eckert and Lori
Medina. Monica Lal was absent.

Approve Agenda: The agenda was approved as presented.

Public Comment Period: Members of the audience desiring to address the Committee may do so during this time. Public comments on
items not already on the agenda will be accepted.

No public comment.

Action/Information Items:

1. Approval of Finance/Personnel Committee Meeting Minutes for June 7, 2024

A motion was made by Commissioner Medina and seconded by Commissioner Eckert to accept the June 7,
2024; the minutes were approved as presented.

2. FY23/24 4" Quarter Transaction List — Kris Curtis, Controller

Committee discussed and recommended that the credit card statements are not necessary to present moving
forward with the Transaction List.

A motion was made by Commissioner Medina and seconded by Commissioner Eckert to receive and accept the
FY23/24 4" Quarter Transaction List.

3. Review of FY23/24 Draft Audited Financial Statements — Ashley Green CPA, Partner, Brown Armstrong
A motion was made by Commissioner Medina and seconded by Commissioner Eckert to accept the FY23/24
draft Audited Financial Statements with minor correction to move forward to full Commission for review,
public hearing, and adoption.

4. FY 23/24 Budget to Actual Statements — Kris Curtis, Controller

A motion was made by Commissioner Eckert and seconded by Commissioner Eckert to accept the FY 23/24
Budget to Actual Statements and move them forward to full Commissioner for review and approval.

5. Review FY23/24 Administrative Cost Policy and Rate — Kris Curtis, Controller

A motion was made by Commissioner Medina and seconded by Commissioner Eckert to accept the
Administrative Cost Schedule.

6. Funded Partner Update — Kerstine Curtis, Controller

A motion was made by Commissioner Medina and seconded by Commissioner Eckert to accept the Funded
Partner updates as presented.
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7. Report on Consultant/Services Contracts — Kris Curtis, Controller

A motion was made by Commissioner Medina and seconded by Commissioner Eckert to accept the report on
the Consultant/Services contract log as presented.

8. Executive Director Report — Francine Rodd, Executive Director
Highlights of the briefer were presented. No additional updates given.

Adjournment: Commissioner Eckert, adjourned the meeting at 10:10 a.m.

Page 2 of 2



ITEM 2

FIRSTS

MONTEREY COUNTY

updated 10/2/24 (/G)

ﬂ

Bl

F5MC Organizational Structure Recommendations
FINANCE & PERSONNEL COMMITTEE

Since November 2023, The Big Lil (TBL) has collaborated closely with FSMC to assess the current state of the
operational structure and provide recommendations for improved organizational staffing and operational flow in
alignment with the Strategic Plan. TBL’s efforts have focused on working in a hands-on manner with the FSMC
Operations Team assessing current processes, redesigning the staffing plan, implementing new collaboration tools (i.e.
Slack, Asana), and providing leadership in staff capacity building and other projects outlined in the SOW (appendix A).

Through this assessment and direct work with FSMC operations staff, we've identified key strengths within the team,
such as high levels of trust and collaboration, engaged communication, an openness to feedback and learning, and a
dedication to detail. Gaps on the Operations Team include overall operational leadership and strategy, consistent
implementation of feedback for process improvement, and support with delegation and rebalancing workloads.

This document outlines TBL’s recommended organizational structure and vision for strengthening FSMC's internal
operations to better support the current workload and Strategic Plan, including the addition of three key roles,
changes to current staff positions, and the high-level financial implications of these changes. The recommendations
presented are supported by FSMC leadership, staff, and key collaborators.

The functional organizational chart below outlines the reporting structure, hierarchy of roles, and incorporates vacant
positions from the current organizational structure and approved in the FY 24-25 budget. The main differences
between the recommended organizational structure and the current organizational structure are:

I. Bright Beginnings is shown as a fiscally sponsored program reporting to the Deputy Director. Final
operational role needs and support structure will be addressed once the recommendations are in play and
further details of fiscal sponsorship agreement are ironed out. The proposed structure under Bright
Beginnings allows the flexibility to address those needs.

2. Addition of 3 key FTE roles: Deputy Director, Director of HR & Operations, & Finance & Grants Manager.
The Executive Director reduces the number of direct reports from 7 to 4 which enables focus to be spent
externally on programs, partnerships, and fund development.

4. The Director of Racial Equity & Strategic Partnerships will report to the Deputy Director to increase their
impact within the organization and encourage collaboration with the Director of HR & Operations.
5. Administrative Support roles have a clear reporting and support structure.
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* (Included as a separate attachment for easier viewing):

Functional Organizational Structure

Commissioners

|

Francine Rodd
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—
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Carlos Vera
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TBL Recommended Organizational Chart - September 30, 2024
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Deputy F5MC Executive Director | GAP position, recommend unfunded position Currently no STEP
Director hiring immediately or by QI classification, base salary,
FY 25-26 taxes, benefits of $198K
Director of F5MC Deputy Director GARP position, recommend unfunded position Currently no STEP
HR & hiring immediately or by QI classification, base salary,
Operations FY 25-26 taxes, benefits of $173K
Finance & F5MC Director of Finance | GAP position, recommend unfunded position Admin Support llI
Grants hiring immediately classification, base salary,
Manager taxes, benefits of $122K
Director of F5MC Executive Director | VACANT position, Interviews | Approved in FY Budget approved role
Programs in progress for this role 24-25 Budget starting in late August
2024, projecting
November 2024 start for
salary, taxes, & benefits
resulting in savings of
$53K.
Senior F5MC Director of VACANT position, plan to Approved in FY Budget approved role
Program Programs have new Director of 24-25 Budget starting January 2025.
Manager Programs hire
CHW/ECM F5MC Director of NEW position, timing depends | Grant Funded: Grant funded $186K for
Program Programs upon TA review from State PATH Cited & salary & benefits for year
Manager TA grant. Role expected to Packard grant I; Total base salary, taxes,
start in January 2025. benefits of $115K
Program F5MC Director of HR & NEW position, timing depends | Grant Funded: Grant funded $96K for
Support Operations upon TA review from State PATH Cited & salary & benefits for year
TA grant, Role expected to Packard grant I; Total base salary, taxes,
start in January 2025. benefits of $101K
TBD Title BB Bright Beginnings NEW position, recommended | Funding available Budget approved for PO |
(PO D) Director to hire as soon as possible within approved FY | role starting in July 2024,

with timing dependent on
transfer of current Comms
PO I and Program Admin Il to
full-time under F5MC.

24-25 Budget

projecting January 2025
start. Total base salary,
taxes, benefits of $140K

Savings of $50K

Summary of base salary, taxes,
& benefits for roles:

TOTAL GAP
TOTAL NEW
TTL SAVINGS
TOTAL

$493K
$356K
$103K
$746K
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Deputy Director F5MC Manages the day-to-day of the organization, overseeing all internal functions including Finance, REDI,
and Operations. The Deputy Director leads the annual operating plan & individual work plans, culture
& change management, and procurement & contract management. This provides the Executive
Director the ability to focus externally and on programs with fewer direct reports.

Director of HR & | F5MC Strengthens leadership, oversight, & strategic direction for the operations team; sets direction &

Operations management of HR policies, legal compliance, & employee lifecycle; & oversees coordination of
meetings & events, facilities management, and administration. All Admin Support roles will report to
the Director of HR & Operations.

Finance & Grants | F5MC Provides increased support & specialization in the finance vertical including managing financial

Manager transactions & reporting, budget & cash management, and grant management & reporting. The number
of grants FSMC manages has grown to 40+. This role will work closely with the Finance & HR
Coordinator & the Director of Finance.

TBD Title BB It is recommended that FSMC & Bright Beginnings do not split staff roles between the two agencies

(Po ) due to diminished capacity from double the number of meetings & work of two agencies. The Bright
Beginnings Director is considering a few options for roles dependent on outcomes of Committee &
Commission decisions.

CHW/ECM F5MC This role will manage the emerging programs & services introduced as part of CalAIM.

Program Manager

Program Support | F5MC This role will support the emerging programs & services introduced as part of CalAIM.

Staff generated & TBL supported hiring order recommendations:
e Option A - Hire All Gap Roles
o  Begin hiring for 3 FTE roles immediately following Regular Commission passage & approval of

organizational structure. See next steps & timeline for further details.
o TBL to fill TBD interim role until end of FY 24-25 or until TBD role onboarded into organization.
e Option B - Phased in Approach to Gap Roles

o Prioritize hiring of the Finance & Grants Manager immediately, followed by the Deputy Director post

classification review.
o Begin hiring for Director of HR & Operations Q4 FY 24-25 or Q| FY25-26.
o TBL to fill Interim Director of HR & Operations until the end of FY24-25.
e Option C - Phased in Approach to Gap Roles

O Prioritize hiring of the Finance & Grants Manager immediately, followed by the Director of HR &

Operations post classification review.
o Begin hiring for Deputy Director Q4 FY 24-25 or QI FY 25-26.
o TBL to fill TBD Interim role until the end of FY 24-25.
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Controller Director of Finance Focus on strategic, long-term finance & financial planning. Moved $0
operational & administrative duties to Deputy Director & Director
of HR & Operations.
Finance Finance & HR Report to the Finance & Grants Manager. Moved facilities $0
Assistant Coordinator management to Executive Office Manager. Added HR support.
Communications | Communication & Recommend moving role to 100% F5MC continuing communications | $54K in salary,
Coordinator Outreach Coordinator coordination & adding community outreach. Kit for New Parents taxes & benefits
outreach is grant funded with support from multiple funding sources.
Program Program Support Report to Director of HR & Operations. Recommend moving role $43K in salary,
Support to 100% F5MC. Main duties of the role have not changed, just the taxes & benefits
(.5 BB, .5 F5) reporting structure.
Administrative Executive Office Manager | Report to Director of HR & Operations. This role supports the $0
Manager Executive Director and the Commission, contracting, and general

operational support including facilities & IT. Removes HR duties.

Director of Director of Racial Equity | Reports to the Deputy Director. There are no recommended $0
Racial Equity & & Strategic Partnerships changes to the role, just the reporting structure.
Strategic
Partnerships
TOTAL | $97K

The Organizational Structure Matrix functions as a comprehensive visual representation of FSMC’s organizational
structure, presenting the recommended organizational chart in comparison to the current state of the organization.
This tool provides a clear snapshot of the collaboration and interactions among different departments, teams, and
individuals within the organization. The matrix does not include Program Officers since TBL’s work is focused on the
Operations Team.

Finance, Budget &
Grant Reporting

Controller

Finance Admin
Executive Director
Program Support

Director of Finance

Finance & Grants Manager
Executive Director

Deputy Director

Director of HR & Operations

Fund Development

Executive Director

Executive Director

Human Resources

Controller
Admin Manager
ED

Director of HR & Operations
Executive Office Manager

ED

Finance & HR Coordinator
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Organizational Controller Deputy Director
Culture Admin Manager Director of HR & Operations
ED ED
Director of REDI Director of REDI
Facilities Finance Admin Director of HR & Operations
Management Admin Manager Executive Office Manager

Program Support

Program Support

Safety and Risk
Management

Finance Admin
Admin Manager
Program Support

Deputy Director
Director of HR & Operations

Procurement (3 bids)

Program Support
Admin Manager
Finance Admin

Program Support

Executive Office Manager
Finance & HR Coordinator
Director of HR & Operations
Deputy Director

Contracting Admin Manager Executive Office Manager
(RFQ/RFP) Controller Deputy Director
Finance Admin Finance & HR Coordinator
Technology and Controller Director of HR & Operations
Innovation Admin Manager Executive Office Manager
Program Support
Day-to-Day Admin Manager Deputy Director
Workforce Program Support Director of HR & Operations
Management Controller
Meetings/Events Program Support Program Support

Admin Manager
Finance Admin

Executive Office Manager
Director of HR & Operations

Admin/Ops Strategy

ED
Controller

Deputy Director
Director of HR & Operations

ED Support

Program Support
Admin Manager

Executive Office Manager

Commiission Support

Admin Manager
Finance Admin
Program Support
Controller

Executive Office Manager
Finance Coordinator
Director of Finance
Finance & Grants Manager
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e Financial data is based upon FY 24-25 budgeted salary, tax, & health & wellness data and does not reflect
actuals.
®  GAP roles salary assumptions:
o Deputy Director: Estimated salary at $150K per year which is in between Executive Director &
higher than current PO Il roles since there is not a classification for this position.
o Director of HR & Operations: Estimated salary at $126K per year which is the average of current
PO Il roles.
o Finance & Grants Manager: Estimated salary at $80K per year which is in line with current Admin ll|
role. Classified this role as Admin Ill.
® Role Assumed Start Dates: January 2025 for all vacant & gap roles.
o  On-Call Employee serving as PO role is not included in the annualized total since there is assumed to
be a Director of Programs starting in January 2025.
e Health & Wellness cost: $35K/year for GAP/VACANT roles, per Controller.
® Base wages, taxes, & benefits does not include tech stipend tech stipends, bilingual pay, or lump sum merit
awards.

In the FY 24-25 budget passed in June 2024 the total labor cost for FSMC and Bright Beginnings is $2.58M with a total
headcount of |9 staff. The staff is made up of FTE, PT, and on-call employees.

FY 24-25 BUDGET: Current Staff: Wages & Benefits

Salary & Wages Taxes Benefits Total Headcount
F5MC $1,493,685 $120,575 $476,075 $2,090,334 I5
Bright Beginnings $352,247 $30,273 $109,357 $491,877 4
Total $1,845,931 $150,848 $585,432 $2,582,211 19

Due to the timing of staff hiring (Director of Programs) and unfilled roles the total labor budget is projecting a savings
of $187K versus budget with current staff total compensation of $2.39M. This projection does not include YTD
actuals.

FY 24-25: Current Staff: Wages & Benefits - PROJECTED

Salary & Wages Taxes Benefits Total Variance to Budget($)
F5MC $1,376,358 $114,012 $463,115 $1,953,485 ($136,849)
Bright Beginnings $318,839 $27,793 $94,849 $441,482 ($50,396)
Total $1,695,197 $141,805 $557,964 $2,394,966 ($187,245)

In FY 24-25, the recommended organizational chart, which includes hiring for vacant roles, will increase labor costs
$270K for FSMC and reduce labor costs for Bright Beginnings by $77K for a total variance to budget of $192K. If all
roles are hired headcount would increase to 2| across both organizations.

F5MC would assume full labor costs for the Communications Coordinator & an Administrative Support role, which
are currently split with Bright Beginnings. The vacant Administrative Support role would be hired using grant funds to
support CalAIM work along with CHW/ECM Program Manager. The three full-time roles identified as gap areas
(Deputy Director, Director of HR & Operations, and Finance & Grants Manager) are projected at 6-months of labor
costs.
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Bright Beginnings would hire up to two FTE roles to backfill for the positions previously split with FSMC.

FY 24-25: Recommended Org Structure: Wages & Benefits - PROJECTED

Salary & Wages Taxes Benefits Total Variance (%)
F5MC $1,658,894 $141,005 $560,632 $2,360,532 $270,198
Bright Beginnings $301,368 $24,228 $88,990 $414,585 ($77,292)
Total $1,960,262 $165,233 $649,622 $2,775,117 $192,906

On an annualized basis the recommended organizational chart would increase the labor budget from $2.58M to
$3.31M. This results in an increase of $767K or 30%. The increased investment in headcount will enable more
effective organizational operations and invest in the staffing needed to fulfill the objectives of the Strategic Plan and
new initiative. There is grant funding available in the short-term to cover some of the staffing increases and it will be
necessary to use reserve funds while CalAIM income is more fully realized.

Annualized: Recommended Org Structure: VWages & Benefits

Salary & Wages Taxes Benefits Total
F5MC $1,945,082 $164,190 $668,524  $2,777,796
Bright Beginnings $384,775 $29,465 $120,998 $535,239
Total $2,329,858 $193,655 $789,522 $3,313,035
Annualized: Variance: Wages & Benefits
Salary & Wages Taxes Benefits Total
F5MC $485,102 $46,652  $192,58] $724,335
Bright Beginnings $32,529 ($808) $11,640 $43,362
Total $517,631 $45,844 $204,221 $767,696
FY25: Variance (%): Wages & Benefits
Salary & Wages Taxes Benefits Total
F5MC 33.2% 39.7%  40.5% 35.3%
Bright Beginnings 9.2% -2.7% 10.6% 8.8%
Total 28.6% 31.0%  34.9% 30.2%

For F5MC the funding gap between the current labor budget of $2.09M and the recommended organizational chart
labor budget of $2.77M is $405K. In the short-term it will be necessary to cover increased headcount with reserve
funds. Conservative projections of CalAIM reimbursement income profit are $712K per year. Grant funding is
assumed to be |-2 years.

FY 24-25: Recommended Org Structure: Funding Sources

FY25 Budget Grants Total Funding Gap
F5MC $2,090,334 $282,000 $2,372,334 ($405,462)
Bright Beginnings $491,877 $0 $491,877 ($43,362)
Total $2,582,211 $282,000 $2,864,211 ($448,823)

Additional analysis of the long-term financial plan with integration of CalAIM income and recommended organizational
chart is a crucial next step to ensure financial sustainability and that increased headcount remains within the 15%
upper limit on administrative costs.
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(November 2024 - December 2024) Approval to implement organizational changes over a 6—18-
month period prioritizing financial stability and changes to current FSMC and Bright Beginnings staff. Create a
transition plan and begin updating roles based upon Commission decisions.

a. Update and/or clarify FSMC provided operational capacities to Bright Beginnings as a fiscal sponsor.
(November 2024 - June 2025) TBL to fill in as interim Director of HR & Operations, Deputy Director,
or combination of the two depending on organizational priorities.

(November 2024 - January 2025): Recruit, hire, and onboard Finance & Grants Manager-.
(November 2024 -February 2025): Recruit, hire, and onboard CHM/ECM grant funded roles.
(November 2024 -February 2025): Recruit, hire, and onboard vacant roles, including Director of
Programs, Sr. Programs Manager, & Bright Beginnings PO role.

(November 2024 - March 2025) RFP for updating classifications & REDI focused compensation review.
Potentially breaking work into two parts to support hiring of gap roles.

a. Process for adding new classifications (estimated: | month)

b. REDI focused compensation review for agency (estimated: 3 months)

(January 2025-March 2025): Recruit, hire, and onboard gap role(s): Deputy Director and/or Director
of HR & Operations

(April 2025 - July 2025): Recruit, hire, and onboard gap role(s): Deputy Director and/or Director of HR
& Operations

(April 2025 - July 2025): Include income from CalAIM Reimbursement Structure in FY 25-26 budget.
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. Work with the FSMC Operations Team to support finalization of organizational structure & implement changes
related to roles & responsibilities in alignment with an updated organizational structure, ensuring clarity &
accountability.

a. Conduct one-on-one conversations with operations team members to understand what’s changed since
our last team meeting, expectations for the project, self & team during the contract period.
b. Assess strengths, challenges & areas of development for each operations team member to better
understand & support future adjustments made to roles, responsibilities, & team structure.
i. Design & direct self & peer evaluation of operations team to offer anonymous feedback on
strengths, areas of improvement, & desired skills for assessment.
c. Develop a clear organizational structure & define roles & responsibilities for all operations team members.
See Table | (page 13,14), building off the work completed in Phase I.
i. Alignment of tasks & job descriptions with current operations team & annual plan.
ii. Define role gaps & create gap position(s) job descriptions.
iii. Reality check organizational structure with FSMC budget & labor planning.
d. Support operations team in building specific tools, processes, & work plans for their roles aligned with the
SOPs.

2. Work in a hands-on fashion with the FSMC team to enhance project management, team communication, &
departmental collaboration through the implementation of user-friendly tools, standardized procedures, & defined
workflows.

3. Other Deliverables & Ongoing Work:
a. Establish a point person from F5MC staff for TBL to check-in regularly & make key decisions.
b. Establish regular communications & check-in channels with point person & F5SMC team.
c. Establish shared group agreements for the project & clarify shared expectations.
d. Create disappearing task forces, as needed, to lead the implementation & monitoring of select action
items.
e. Evaluate team meetings & meeting structures offering suggestions to improve effectiveness, accountability,
& purpose for the meeting.
f.  Establish a "parking lot" for unresolved conversations, providing a structured approach for revisiting
& addressing outstanding issues.
g. Establish norms & tools for reflecting on specific work, emphasizing aspects related to Race Equity,
Diversity, and Inclusion (REDI).
h. Support development of a comprehensive onboarding process for new staff members.
i.  Assess current staff evaluation & compensation policies & processes.
j- Work with the Director of Racial Equity & Strategic Partnership to assess the REDI status of current
policies & procedures, starting with an example like the travel reimbursement process.
k. Develop and distribute personal user manuals for all staff, with plans for annual updates.
I.  Work with established FSMC consultants including Lindsay Bellows & Martha Moore to ensure TBL work
is in alignment with shared organizational priorities & timelines.
June Additions:
4. Supporting hiring of staff and supervision of the Administrative Manager position.
5. Capacity building for operations team (right-size admin workloads).
a. Time Blocking with Joanna, Slack and asana Implementation
6. Facilitate file restructuring and Google/Microsoft 360 support.
7. Support implementation of framework for annual work planning.
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TBL Recommended Organizational Chart - September 30, 2024
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