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TODAY’S AGENDA

• Gary Griffith
• Chris Meyer
• Gary Griffith
• Mary Suhm
• John Loza
• Don Hill
• Gary Griffith

Topic Time (min) Speaker

• Introduction
• Presentation
• Implementation plan for Council
• Implementation plan for staff
• Discussion of Code Compliance recommendations
• Discussion of Economic Development recommendations
• Closing
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THIS STUDY HAS FOCUSED ON IMPROVING EXECUTION RATHER THAN 
SETTING STRATEGY

• We began this pro bono study for the City of Dallas by meeting with 
Council members, the Mayor, and several members of staff to identify the 
highest opportunity areas and best approach for delivering impact

Background 
on our study

Scope of our 
work

• As a result of these discussions, we agreed to focus on code 
compliance and economic development
– Scope centered on management processes and organization
– Creating new economic development priorities or visions for Dallas was 

out of scope
– Given breadth of Code Compliance department, we focused on the field 

enforcement organization
• We have not made recommendations on

– Changes to the City Charter
– Issues that involve significant political questions

• The following presentation is a summary of McKinsey’s work over the 
past 3 months

• Our final report is included in the Council briefing packet and is also 
available online at the City of Dallas website

Today’s 
presentation
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TODAY, WE WILL SHARE THE RESULTS OF OUR JOINT EFFORT

What we have 
done

• Spent nearly 3 months working with the City 
• Interviewed more than 65 individuals from inside and outside City 

Hall including City staff, business leaders, developers, and 
community organizations

• Worked very closely with key City personnel
– Our Steering Committee – Gary Griffith, Don Hill, and John Loza
– Mayor Laura Miller
– Interim City Manager Mary Suhm
– Key team members from Code and Economic Development staff

• Proceeded as a joint effort – staff, Council, Mayor, and external 
parties worked with us to identify opportunities and develop 
recommendations

• McKinsey & Co. will present recommendations
• Steering Committee and interim City Manager will discuss a plan 

for implementation
• Steering Committee will lead Council discussion of findings and 

recommendations

Our plan for 
today

3



TODAY’S AGENDA

• Code Compliance

• Economic Development

• Leadership and Commitment
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OPINION OF MOST INTERVIEWEES IS THAT THERE IS SIGNIFICANT 
MOMENTUM IN CODE COMPLIANCE

Strengthening 
commitment to values 
and high performance

• Demonstrated commitment to ethics and values
• Common opinion that department is “headed in the right 

direction”

Building foundation for 
accountability

• Implemented activity-based performance measures for field 
officers

• Quantitative activity goals set each year

Increasing outreach • Deeper partnering with Sanitation for bulky trash and with 
Police in Multi-family area

• Community Services Coordinator role liaises with citizens and 
other departments

Identifying and creating 
more cases

• Experienced significant increase in cases created (~100% 
increase over past year) with only small increases in budget

Improving tools and 
systems

• Improvements in field workflow management systems and 
tools made over past 3-5 years, including mobile units
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HOWEVER, IMPORTANT IMPROVEMENT OPPORTUNITIES EXIST

Basic systems Accountability

Coordinated 
neighborhood focus

Flow of requests to  
staff

• Until mitigated by recent 
fixes, some cases not  
assigned to an inspector in 
the 311 database 

• No feedback loop to update 
citizens on progress

• Difficult for managers to  
get useful data from system

• Current performance 
measures focus on 
activities, not 
effectiveness

• Need better 
performance reporting

• No holistic “measuring 
stick” for quality of life

• Some neighborhood 
issues require better 
cross-department effort

• Limited coordination 
between Code and City 
Attorney’s office

• Citizens learn they get 
better results by 
bypassing 311 and going 
to City Hall

• Efficiency reduced by flow 
of e-mails/calls from City 
Hall and special handling 
of these requests

Findings

• Code Compliance department 
is currently rebuilding
– 50+ open positions for 3-4 

months
– Inappropriate to assess 

performance or resource 
adequacy during current 
period of rapid rebuilding 
and retraining 

• However, as situation 
stabilizes, management 
processes and organization 
should be improved
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A SET OF RECOMMENDATIONS SHOULD BE IMPLEMENTED TO 
ADDRESS THE OPPORTUNITIES

1Basic systems

7

Complete fixes to 311 system to ensure that every request gets 
assigned to an inspector

Provide citizens with updates on progress for certain cases
– To reduce cost, provide only in most important situations
– Tell citizen what has been done and what will be done

Ensure that Code department managers can get useful 
performance data from the 311 database

– Finish training code inspectors to record their field activities in 
the system in a consistent manner

– Make system improvements that will allow managers to easily 
pull data

Hold the department accountable for its effectiveness in 
resolving code cases

– Add effectiveness measures to current activity-based 
performance management system

– Set goals for new measures as part of department’s annual 
planning process, update Council quarterly on progress toward 
goals, and incorporate into monthly reviews inside department

Regularly conduct surveys to measure citizen satisfaction with 
quality of life in Dallas

2

3

4Accountability
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A SET OF RECOMMENDATIONS SHOULD BE IMPLEMENTED TO 
ADDRESS THE OPPORTUNITIES (CONTINUED)

8

Reinstate a service coordination team concept to resolve 
neighborhood problems that require multi-department 
coordination 

– Define 4-8 geographic areas across City
– Use full-time coordinators to provide leadership consistency
– Meet regularly in each area with representatives from all 

departments to develop “most wanted” list of issues requiring 
multi-department coordination

Increase coordination between City Attorney’s office and Code 
department

– Increase communication between organizations at all levels
– City Attorney and City Manager must work more closely to avoid 

overlapping responsibility and duplication of effort and expense

Once department is fully staffed and trained, actively manage 
the flow of requests from Council to staff

– Require City Hall staff handling constituent calls to use 311 
computer system for all new requests, allowing direct requests 
to staff only for any cases past due date

– Ensure that all City Hall staff have a common understanding of 
how the request handling process works

– Council and Mayor must publicly reeducate constituents to use 
311

Coordinated 
neighborhood 
focus

6

7

Flow of 
requests to 
staff
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TODAY’S AGENDA

• Code Compliance

• Economic Development

• Leadership and Commitment
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MOMENTUM IN ECONOMIC DEVELOPMENT AS WELL

• Identified economic development as one of its top 5 priorities
• Approved budget to add 16 new staff positions

Council 
prioritization

• ACM (Assistant City Manager) can articulate approach, vision
• Economic development plan is in progress

Vision at ACM level

• Southern Sector
– 3 business parks
– Numerous retail shopping centers
– Redevelopment of former Naval Air Station

• Downtown
– Numerous redevelopments using TIF (Tax Increment Financing)
– Entire neighborhoods redeveloped surrounding Downtown
– Downtown Retail Recruitment Initiative budget is in place

Early successes

• All 7 TIF districts inside or bordering Downtown
• 2 staff development coordinators for Downtown

Downtown 
resources

• Many interviewees praised individual staff membersExternal perception 
of staff
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BUT, SIGNIFICANT CHALLENGES REMAIN

Planning and 
performance tracking Incentive process

Organization structure Roles and behavior

• No written develop-
ment plan or planning 
process to align 
stakeholders, drive 
budget decisions

• No process or system 
for performance 
measurement exists

• Deal process applied 
inconsistently, with 
multiple renegotiations

• Deal criteria and 
analysis guidelines are 
not standardized

• All incentives and 
modifications must be 
approved by Council

• No Council committee 
focused solely on 
economic development

• Staff organization not 
reflective of economic 
development priorities

• Some members of 
Council and Mayor 
publicly criticize 
businesses and staff 

• Council and Mayor 
often focus on details, 
not policy; sometimes 
driven by insufficient 
information from staff

Findings

• Opportunities exist to 
improve the City’s internal 
execution with regard to 
economic development

• In addition to the internal 
issues, significant external 
challenges also exist
– Based on interviews with 

external stakeholders, 
Dallas is viewed as 
business unfriendly

– Local, regional, and 
national competitors are 
rapidly improving

• City Hall cannot control all 
aspects of economic 
development, but it must 
improve the things it does 
control
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A SET OF RECOMMENDATIONS SHOULD BE IMPLEMENTED TO 
ADDRESS THE OPPORTUNITIES

12

Finish writing the economic development plan
– Get input on the plan from key external parties
– Set specific objectives and goals, especially for Southern 

Sector and Downtown
– Design incentives to support recruitment and retention goals
– Get Council approval before the budgeting process begins

Create an annual process for planning and performance 
tracking

– Update the plan each year
– Use the plan to develop budget requests and to review 

incentive tools and funding levels
– Report department’s progress to Council quarterly
– Reinstitute performance reviews for all economic development 

staff, with rewards and consequences linked to performance 

Standardize and streamline the incentive approval process
– Agree on consistent criteria and guidelines for incentive deals 

and put them in a single-page analysis checklist to be used to 
evaluate all incentive proposals

– Assign lead negotiation responsibility to ACM or Economic 
Development leadership, depending on size and impact of deal

– Delegate approval authority to Economic Development 
department for tax abatements and minor amendments to TIF 
resolutions

1Planning and 
performance 
tracking

2

3Incentive 
process



A SET OF RECOMMENDATIONS SHOULD BE IMPLEMENTED TO 
ADDRESS THE OPPORTUNITIES (CONTINUED)

4Organization 
structure

Align Council committee structure with City priorities; start by
creating an Economic Development Priority Committee

– Focus new committee solely on development objectives
– Conduct a comprehensive review of entire Committee structure to 

align Council’s focus with most important issues

Form Stakeholder Task Forces for Southern Sector and Downtown 
to obtain external input into City’s Economic Development plan

Modify the Economic Development staff organization structure
– Make Economic Development Division a stand-alone department to 

reflect its priority and increase senior management time and attention
– Create Economic Development staff positions dedicated to specific 

geographies and business initiatives

Fundamentally change certain behaviors and interactions
• Council and Mayor

– Shift focus from day-to-day execution and details to priority setting 
and policy

– Agree to avoid public criticism of staff and businesses
• Staff

– Always make clear recommendations to Council
– Improve quality control of analysis and presentations
– Follow communication lines and reporting relationships

5

6

7Roles and 
behavior
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IN ADDITION TO CORE IMPROVEMENTS, COUNCIL AND MAYOR COULD 
ELEVATE THE LEVEL OF COMMITMENT TO HIGH-PRIORITY AREAS

• The preceding economic development 
recommendations should be thought of as “must 
do” under any program to improve execution

• However, in addition to the “must do” improvements, 
the City could choose to significantly elevate its 
commitment to high priority areas such as 
Downtown (or perhaps a modestly expanded definition 
of Downtown)
– By committing to an aggressive vision in the 

selected area
– Funding the significant increase in investment likely 

required to accomplish such a vision

• With respect to Downtown, if the City chooses to 
fundamentally upgrade its commitment, we believe 
there are 2 viable options for executing – an internal 
option and an external option

We will lay out the 
available options to 
allow Council and 
Mayor to have an 
informed discussion 
regarding the issue
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THREE PRIMARY OPTIONS ARE AVAILABLE TO COUNCIL AND MAYOR 
FOR CONDUCTING ECONOMIC DEVELOPMENT IN DOWNTOWN 

Key attributesOptionsDecisions facing Council/Mayor

Expand commitment, execute externally

Council/Mayor

CM

ACM

ED Dev. Svc. Housing

Downtown 
LGC

• LGC board formed, serves at 
Council discretion

• Council approves LGC Board 
members, responsibilities, and 
annual plan

• Capable CEO hired to lead LGC 
with staff of ~12

• CEO works with City Manager 
and Council to secure needed 
funding

C.

Expand commitment, execute internally

Council/Mayor

CM

ACM

ED Dev. Svc. Housing

Exec. Director 
of Downtown

• Create Executive Director 
position with 3-5 staff members 
to manage area

• Council approves annual plan, 
holds City Manager accountable 
to deliver

• Council approves all deals as 
described earlier

• Council, City Manager, and 
Executive Director take lead in 
securing funding

B.

Continue with current approach, structure

Today’s organization 
with “must do” 

improvements and 
current level of focus on 

Downtown

A.

Council/Mayor

CM

ACM

ED Dev. Svc. Housing

Significantly 
upgrade 

commitment to 
development in 

Downtown?

Yes

No

Manage 
internally or 
externally?

Internal

External
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UNDERSTANDING THE KEY IMPLICATIONS OF EACH OPTION

Primary success factors

• Commitment to improving current organizational effectiveness
• Satisfaction with incremental levels of development in 

Downtown

• Early successes required to maintain private sector interest
• Executive Director must be able to build and maintain private 

sector relationships
• Requires Council to focus effort and funding on Downtown

• Not a panacea – basic “must-do” City improvements still 
required

• Tight link between LGC and City Hall since much of 
responsibility for execution still within City

• Council must give LGC enough authority and flexibility to be 
effective

• Council and LGC can acquire the needed funds
• LGC must be able to attract right talent

Continue with 
current approach 
and structure

Expand 
commitment, 
execute 
internally

Expand 
commitment, 
execute 
externally

A.

B.

C.

Options
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DALLAS COULD USE SIMILAR APPROACHES FOR ELEVATED 
DEVELOPMENT IN OTHER AREAS OF CITY

• Focusing elevated effort and funding on development 
could drive significant change in areas beyond 
Downtown, like the Southern Sector

• However, there are special implications to consider

– Choose specific geographies to focus effort
• Southern Sector as a whole is too broad and diverse for 

these management approaches to be successful
• However, like the Downtown loop, Fair Park and UNT 

Dallas are examples of logical, well-defined 
development areas within the Southern Sector where 
these approaches could be applied

– Consider how challenges and benefits of management 
options change when applied to other areas, e.g.,
• An LGC does not make sense for an area if no 

motivated base of external participants exists
• Needed skills may differ between areas (e.g., 

infrastructure key in one area, recruitment in another)

– Do not take on too much at one time
• Focusing the right kind of funding and effort on a 

particular area requires tradeoffs
• Limit focus to only 1 or 2 areas at a time

Council and Mayor should continue 
to drive to a decision on the topic –
a potential approach:

1. Council and Mayor identify 1 or 
2 targeted areas to consider in 
addition to Downtown

2. Economic Development 
quickly prepares high-level 
vision for elevating approach 
in these areas along with rough 
funding estimates

3. Council and Mayor decide 
whether to elevate approach in 
any of the areas

4. If upgrading approach, then 
choose and implement 
management structure for 
area(s)
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TODAY’S AGENDA

• Code Compliance

• Economic Development

• Leadership and Commitment
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AT A BROADER LEVEL, COUNCIL AND MAYOR ARE DOING MANY OF THE 
RIGHT THINGS TO GUIDE THE CITY

• Exhibiting a real desire to improve the way Council and City Hall work – Through 
this process, you have been open and willing to work through problems and consider 
new ideas to improve the way the City does business

• Working together on key issues – We have been impressed with the way Council 
members have collaborated on a one-on-one basis to deliberate improvement 
opportunities

• Working with the interim City Manager to establish an annual priority-setting 
process – Your first retreat in January was a major positive step toward 
institutionalizing an annual planning process and formally dedicating time to focusing on 
the big picture
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AT THE SAME TIME, WE RECOMMEND THAT COUNCIL AND MAYOR 
IMPROVE THE WAY THEY OPERATE AND INTERACT

1 Set a positive tone in public forums – Eliminate negative and disrespectful treatment of 
staff, of the private sector, and of one another in public meetings, and assign specific 
watchdog accountability to make it happen

Match spending to the Council’s priorities – Further align specific budget commitments to 
the agreed-upon objectives the Council has set for the City; incrementalism is unlikely to 
yield the success to which you aspire

Fundamentally shift how the Council spends its time – Move away from 
micromanagement of the staff; rather, focus time on setting priorities with specific objectives 
and consistently hold the City Manager accountable to deliver them

Serve as the executive sales team for the City – Work more closely with staff and external 
organizations to better recruit and retain businesses, selling Dallas’ strengths as a good city 
in which to live and to do business

Evaluate the underlying accountability mechanisms – Work with the City Manager to 
drive performance and accountability among City staff; ensure that managers have the 
appropriate tools to deliver consequences (both positive and negative)

Serve the entire city through your role – Recognize that progress is often optimized when 
people pull in the same direction; what is good for the city, even if not focused specifically on 
an individual district, will often have beneficial effects for all districts

2

3

4

5

6
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NEXT STEPS

• To make these recommendations successful, Council and 
Mayor must all play integral roles in change management

• The Steering Committee will be responsible for primary 
leadership and oversight of the change management program

Council and 
Mayor

• The interim City Manager and relevant staff members are 
developing an action plan to drive and monitor progressCity Manager 

and Staff

• Remain involved in regular performance updates with the 
Steering Committee and the City Manager (if requested)McKinsey
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