SUBMITTAL TO THE BOARD OF SUPERVISORS
COUNTY OF RIVERSIDE, STATE OF CALIFORNIA

ITEM: 3.38
(ID # 13952)

MEETING DATE:
Tuesday, November 17, 2020

FROM : EXECUTIVE OFFICE:

SUBJECT: EXECUTIVE OFFICE: Response to the 2019-2020 Grand Jury Report issued on

August 12, 2020, made public at close of business on August 14, 2020,
regarding the KPMG Transformation Project [All Districts. Total Cost $0]
(Continued from November 10, 2020)

1. Approve, with or without modifications, the attached response to the 2019-2020 Grand
Jury Report issued on August 12, 2020, made public at close of business on
August 14, 2020, regarding the KPMG Transformation Project and;

2. Direct the Clerk of the Board to immediately forward the finalized responses to the

Grand Jury, Presiding Judge and to the Assessor County Clerk-Recorder (for mandatory
filing with the state).

ACTION:Policy

b~ {
eorgeA. Johy#on, County Ex;?d(/e Officer  /11/13/2020

MINUTES OF THE BOARD OF SUPERVISORS

On motion of Supervisor Spiegel, seconded by Supervisor Washington and duly
carried by unanimous vote, IT WAS ORDERED that the above matter is approved as

recommended.
Ayes: Jeffries, Spiegel, Washington, Perez and Hewitt
Nays: None Kecia R. Harper
Absent: None Clerk of the Boa
Date: November 17, 2020 By: _
XC: EO, Grand Jury, Presiding Judge and ACR Deputy
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,

STATE OF CALIFORNIA
FINANCIAL DATA | currentFiscal Year: | Next Fiscal Year: Total Cost: Ongoing Cost
COST $ 0| $ 01$ 0% 0
NET COUNTY COST |$ 0| $ 01$ 0% 0
Adjust t: N
SOURCE OF FUNDS: N/A Budget Adjustment: No
For Fiscal Year: 20/21

C.E.O. RECOMMENDATION: Approve

BACKGROUND:

Summary
Pursuant to Penal Code sections 933 (c) and 933.5, the Grand Jury requests responses as
follows:
From the following governing bodies within 90 days:
* Riverside County Board of Supervisors (Findings 4, 8, and 9, and Recommendations
1,2,3,4,5)
» The Riverside County Executive Office (Findings 1, 2, 3,4, 5, 6, 7, 9, and
Recommendations 1 and 5).

A copy of all responses to grand jury reports shall be placed on file with the clerk of the
public agency and the office of the county clerk, or the mayor when applicable, and shall
remain on file in those offices. One copy shall be placed on file with the applicable grand
jury final report by, and in the control of the currently impaneled grand jury, where it shall be
maintained for a minimum of five (5) years.

INTRODUCTION:

The Riverside County Board of Supervisors and Executive Office respectfully submit this
response to the Grand Jury Report issued August 12, 2020. Since the Board is the ultimate
governing authority, responses have been combined under this single Board Item for
convenience.

The County Board of Supervisors would like to thank all participants of the Grand Jury for
their work on this report, as this was a complex project. The work performed by KPMG was
an analysis of county practices to find cost-cutting measures and performance efficiencies.
The intent of the KPMG project was to improve practices and accountability in county
government and to ultimately better serve our residents. The county continues to evaluate
the best practices to conduct business, to always seek areas for improvement and find
solutions for problems.

RESPONSE TO GRAND JURY FINDINGS:
Pages 29 and 30
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
STATE OF CALIFORNIA

The report states that “First District and Second District Supervisors both announced they
would not run for reelection and would retire in January of 2019”. That is incorrect; it was
the Second District and Fifth District Supervisors who announced they would retire.

FINDINGS NO. 1: Cost Savings from the KPMG County Transformation

Some limited cost savings from the KPMG County Transformation Project were substantiated
by documentation provided to the Grand Jury, e.g., in Purchasing and Fleet Services. Other
areas where savings may have occurred, such as Sheriff's Department, have not been
demonstrated. Moreover, assertions by the Executive Office, to the Board of Supervisors of
greater savings exceeding the cost of the project have not been supported and are
questionable.

Response to Finding 1
The Board of Supervisors and Executive Office partially disagree with the finding.

The Executive Office and the Board of Supervisors disagree with the characterization that the
savings were not substantiated or supported by documentation. On multiple occasions KPMG
and the Executive Office have provided documentation on the expected savings in the form of
reduced expected spend in specific areas of a department. The Grand Jury appears to have
compared overall budgets to determine if actual savings occurred in some instances, but such
comparisons are invalid since they assume the department budget is not impacted by unrelated
increases to costs outside of the department’s control. A good example is when the county
approved labor increases as a part of union negotiations which offset reduced spend in many
circumstances. County budgets are constantly changing and impacted from many variables
which undoubtedly makes it extremely difficult to ascertain the impact of a specific action over
time. Additionally, it is important to note that without conducting a forensic audit, it would be
impossible to determine the exact savings due to the fact that many of the recommendations
were process-driven, and resulted in non-quantifiable improvements.

FINDINGS NO.2: Workday Implementation Commitment

The implementation process of Workday did not secure a commitment by users to change
business practices to accommodate the system. This contributed to its failure and has cost the
county more than $8 million. Additional costs may result from potential litigation.

Response to Finding 2:
The Board of Supervisors and Executive Office disagree with the finding.

A specific process of reviewing the business practices of the county, as they align with the
Workday platform, were conducted and resulted in demonstrated changes. It was determined
part way through the implementation of Workday, that Workday’s standard solution would not
accommodate two critical county requirements relating to time tracking and payroll accounting
data. The county worked diligently with KPMG and Workday to solve these issues, but the
parties were unsuccessful. The county, Workday and KPMG all concluded that the county’s
relevant requirements were substantive and structural. Therefore, a reasonable change in
business practices, as to those specific requirements, was not a viable solution.
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
STATE OF CALIFORNIA

County Human Resources, RCIT and the Auditor-Controller concurred on an alternate path to
accomplish the same outcome for less financial investment. Alternate implementations and
upgrades such as upgrading the County’s existing Human Resources Management System are
underway, and most likely will be achieved by December 2020.

FINDINGS NO.3: KPIs not reported for years 2017-2018 and not in new budget book
KPMGs recommendations and implementation work has resulted in the county becoming more
data driven and performance focused. The county has become more transparent in the
achieving these objectives by publishing Key Performance Indicators (KPI) data in annual
budget documents. However, achievement levels of KPIs has not been reported in published
budget reports for the years after 2017-2018 and does not appear at all in the newly formatted
Recommended Budget for FY 2020-2021.

Response to Finding 3:

The Board of Supervisors and Executive Office partially disagree with the finding.

Key Performance Indicators (KPIs) have been displayed in the budget books consistently from
FY 2017/2018 through FY 2020/2021 Adopted Budget. The Executive Office agrees that the FY
2020/2021 Recommended Budget did not reflect the KPIs, however, they were included within
the Adopted Budget for FY 2020/2021. The implementation of the county’s new budget system,
known as RivCo Budget, as well as unexpected work closures occurring throughout county
departments arising from COVID-19 impacts, prevented the KPIs from being added to the
Recommended Budget for FY 2020/2021. However, the Executive Office commitment to
sharing and evaluating these objectives resumed within the Adopted Budget for FY 2020/2021.

One of the recommendations by KPMG was to upgrade the existing budget system, as it was
out of date. The new budget system, RivCo Budget, was successfully implemented January
2020 and was utilized to produce the FY 2020/2021 Recommended Budget. The
implementation of a new budget system required restoring KPI data within the new system. As
this work began, unexpected closures resulting from COVID-19 impacts occurred throughout
county workplaces. County departments were in the position of sending staff home for
quarantine and deep cleaning of work sites where coronavirus cases occurred. At the same
time, employees met the increased demands of services resulting from COVID-19.
Development and verification of KPIs requires collaboration between the Executive Office and
county departments. Due to tight budget timelines, and as a result of being frontline responders
to COVID-19, it was determined the KPls would be published in the Adopted Budget in
September 2020.

For the FY 2020/2021 Adopted Budget, the Executive Office, and county departments,
reevaluated the KPIs before restoring them in the new system to ensure the metrics were
validated and aligned with objectives, the trends were reasonable, and any data out of
alignment with objectives were eliminated. This effort resulted in a reduction of 100 KPIs (from
326 to 226). The 226 KPIs were displayed within the FY 2020/2021 Adopted Budget that was
approved by the Board of Supervisors on September 15, 2020.

FINDINGS NO.4: Contract Bidding for KPMG
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
STATE OF CALIFORNIA

Even though the KPMG contract cost expanded to more than 54 times the size of the original
contract, the county sought no additional bids for any of the additional amendments.

Response to Finding 4:

The Board of Supervisors and Executive Office agree with the finding.

As KPMG was already engaged to assess the criminal justice system organization and
operational performance, finance review and review of the law enforcement contract city rates, it
was decided to further contract with KPMG for an implementation phase as a result of the
assessment. As KPMG was already familiar with the overall structure of the county, engaging
for further review of other departments was extended. There is no requirement for the county to
seek additional bids in those circumstances.

FINDINGS NO.5: No evidence that County received what it paid for in contract
The county paid KPMG a considerable hourly rate for tens of thousands of hours of work

without quantifiable deliverables — just “assistance”. This was in conflict with Board Policy A-18
which directs how county departments must contract for professional services. For some of the
deliverables specified in the KPMG contract Amendment 1, the Executive Office provided the
Grand Jury no evidence that they were completed or received by the county. Thus, it appears
that the county did not receive what it paid for in these instances.

Response to Finding 5:

The Board of Supervisors and Executive Office disagree with the finding.

As a result of their work for the county KPMG prepared two reports: in March 2016, the Criminal
Justice System Review Report which included 51 recommendations and in July 2017, the
Countywide Strategic Review Report which included 158 recommendations for a total of 209
recommendations. Attachment A is an update to those recommendations as of October 2020.
Out of the 209 recommendations, 108 have been completed, and three (2) were not
implemented (FM21, PL12, and PL17).

FINDINGS NO.6: CPU Unit abandoned
A key initiative to achieving and following up on the objectives and recommendations of the
Project, the County Performance Unit (CPU), has been largely abandoned.

Response to Finding 6:

The Board of Supervisors and Executive Office partially disagree with the finding.

A key feature of a County Performance Unit (CPU) is data. Data is stored and housed in many
different systems spread throughout county departments. In an ideal situation, the CPU would
extract information from any department at any time. However, accessing other departments’
systems in that manner is not possible, due to security issues, uneven system access across
the county, and/or non-county systems (sometimes required by state or federal funding
sources). Data is sent to the Executive Office as a document from the department, and is not
directly accessed, which delays information delivery. There is no single countywide software
system that stores all data from all departments.
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
STATE OF CALIFORNIA

KPMG recommended countywide system upgrades that provide for streamlining data collection
which would result in a central hub that enables coordination of data through the CPU. As this
is cost-prohibitive and logistically challenging, the county explored multiple methods to capture
the data to provide the most real-time and over-time analysis of county KPIs.

Some systems that drive county data will go online during 2020, with implementation training
and refinements to follow. The Executive Office has put into place a structure with management
analysts and the Chief Deputy County Executive Officer to roll out a new budgeting structure.
The roles of these positions have a wide array of county knowledge along with an intimate
knowledge base to assist the departments with which they work. This department connection
and familiarity greatly enables building of data to develop trends and evaluation analysis.
Additionally, the county’s organizational structure is within portfolios, which are departments
grouped together who have similar missions/functions, headed by an Assistant County
Executive Officer. This structure has allowed greater communication, flow of information, cross-
collaboration and sharing of data.

The system changes in the Executive Office, Human Resources, and the Auditor Controller's
payroll division will be implemented this year for the purpose, in part, of collecting and using the
data needed to support a CPU going forward. The county reviewed various platforms to provide
real time reports of the data and selected Power BI, a Microsoft data platform. RCIT has moved
forward with purchasing licenses for the Executive Office to use this platform for data and report
management. Power Bl provides tools to create measurements but does not access many
departments’ data. The combination of these efforts support the CPU concept is effective not
only at the preparation of the budget, but at any time throughout the year.

This approach better aligns with current resources and the county’s financial standing. As part
of the budgetary constraints, the Executive Office FY 2020/2021 budget implemented a 10
percent budget cut of $631,000, which translated to the transfer of or layoff of three full-time
positions, as well as defunding vacant positions. To date, current staff members have
undertaken the function of what was recommended as a separate unit to collect and publish the
achievement levels of KPls.

To create a stand-alone county performance unit is an additional expense to the department’s
budget, which is incongruent with the recent budget reductions incurred by the Executive Office.
Options to augment existing staffing for the Executive Office will be re-examined with any
additional staffing requests to be submitted for Board of Supervisors consideration during the
FY 2021/2022 budget process.

FINDINGS NO.7: KPMG Recommendations Incomplete

Evidence provided to the Grand Jury to support reports by the Executive Office to the Board of
Supervisors of completion on some of KPMG'’s recommendations was incomplete, dubious,
misleading, or not provided at all. Thus, the veracity of the information provided to the Board is
questionable.
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
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Response to Finding 7:
The Board of Supervisors and Executive Office disagree with the finding.

Characterizing the Executive Office as providing incomplete, dubious or misleading information
is incorrect. The information provided to the Grand Jury demonstrates the current status of the
recommendations accurately. Departments are continually working to improve operations. The
Executive Office has worked with departments on the recommendations and communicated it to
the Board. Different departments are in different states of implementation. RCIT was named
within the report, yet the information was incorrect. The department conducts an annual
inventory, as required by the Auditor/Controller for the assets the department manages utilizing
new tools such as ServiceNow and RivCo Pro to produce these ongoing inventory reports. The
total cost of ownership comes in the form of an annual “IT Spend” report, which was provided to
the Grand Jury outlining the cost of IT across departments. This report has been an on-going
process for the last three (3) years.

Hiring, retention and succession planning is also an on-going process within the department.
With IT talent in the industry at an all-time low the department started using outside firms to hire
and retain classifications that are difficult to hire. These positions then transition to county
employment after three (3) months. This process allows for the hiring of key employees outside
of the normal recruitment system and to target specific skill sets. Using outside talent firms
represents a different approach to hiring for the department and continues to this day.
Succession planning and retention were both discussed with the Grand Jury and have been in
place since the new Chief Information Officer was appointed in June 2017.

With regards to Planning, referring to the recommendations cited (PL3, PL7, and PL14), the
response that Planning staff has implemented a case planner ownership framework and
process refers to a culture of greater responsibility and accountability that the Planning
Management Team has implemented, where the Planner is to serve as a “Case Manager”, in
being responsible for efficiently processing the project, and rather than a specific document that
has been developed.

Another example of a department implementing KPMG’s recommendations is the department of
First 5 Riverside, Riverside County Children and Families Commission. Recommendation FF-2
recommended a coordinated ‘family-centered’ service delivery with county partners. Home
visiting is a primary example of family-centered service delivery. To ensure a coordinated
approach between county departments, First Five procured a new data system that is used
across three (3) departments and multiple Community-Based Organizations (CBQ’s). This
system includes a client portal to improve referrals and data sharing. Additionally, Home Visiting
contractors are paid per visit rather than using a line item budget with the department currently
developing an HVI rate care to ensure quality, manage efficiency and improve outcomes.
Results are 1,183 children served (146% increase); 906 parents served (44% increase) with
funding leveraged from different sources (grants, Cal Works, Prop 10).
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SUBMITTAL TO THE BOARD OF SUPERVISORS COUNTY OF RIVERSIDE,
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These highlight implementation of some of KPMG'’s recommendations. Outcomes are measured
and monitored. Additionally, even though the examples have been integrated within the
departments, many results are qualitative, and may not be necessarily quantitative. Attached to
this report is an update to the remaining recommendations from KPMG'’s countywide strategic
report.

FINDINGS NO.8: No KPMG Project follow-up appears to have happened

Despite adamant agreement by the Board of Supervisors in KPMG's Project closeout
presentation, to diligently following-up on the Project recommendations, no such follow-up
appears to have happened since that meeting.

Response to Finding 8:
The Board of Supervisors and Executive Office partially disagree with the finding.

Follow-up is continuously occurring throughout county departments. This occurs during monthly
or weekly meetings, quarterly budget reports, evaluations with department heads, or may be
integrated throughout different methods that were originally recommended. As mentioned in
Finding 7, attached is an update to the remaining recommendations from KPMG’s County-wide
Strategic Report and Criminal Justice Review Report.

FINDINGS NO.9: KPMG Project Wasteful

While the Grand Jury found some limited evidence of cost savings and other benefits, no
evidence was provided that the KPMG County Transformation project came close to paying for
itself. There still may be considerable savings and other benefits to be derived if the county
follows up on recommended initiatives from the project. However, unless and until new savings

and benefits are realized, there is more justification to label the project wasteful rather than
beneficial.

Response to Finding 9:
The Board of Supervisors and Executive Office disagree with the finding.

Many recommendations were process-driven, those results are qualitative in nature and not
quantitative. As outlined in the report to the Board of Supervisors in June 2019, the county has
reduced projected spending by approximately $100 million. We understand that determining
the exact savings or cost avoidance would be impossible without conducting a forensic audit,
especially since many of the recommendations are process-driven in nature. Additionally, there
still may be considerable savings and other benefits to be derived as the county continues to
follow up on recommended initiatives from the project.

RESPONSE TO GRAND JURY RECOMMENDATIONS:

RECOMMENDATION NO.1: Professional Services require necessary factors in place

Before major financial commitments are made for professional services, including major
software projects, the Board of Supervisors and the Executive Office make sure that all the
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necessary factors are in place as outlined in Board Policy A-18. Factors should include
sustainable commitment by all participants, to ensure the expected results of the project.
This should be implemented immediately.

Response to Recommendation No. 1:

The Board of Supervisors and Executive Office agree with the recommendation.
Necessary factors for professional service agreements may be reviewed through multiple
departments: the originating department, the Purchasing Department and County Counsel.
Although an agreement may involve different departments, not all circumstances for approval of
a professional agreement can be predicted, and as such, approval of professional agreements
may vary. Board Policy A-18 was rescinded by the Board on October 23, 2018, with provisions
from the policy now under Ordinance 459 Purchasing Policies and Procedures.

RECOMMENDATION NO.2: Competitive Bidding

The Board of Supervisors adopt a policy stating that for very large (for example, more than
$500,00) contracts including follow-ons to contracts, the county should evaluate breaking them
into smaller pieces and always solicit and consider competitive bids, except in cases where
such a competitive bidding process would be detrimental to the county, in which case such
detrimental efforts and their reasons shall be stated and documented publicly.

This should be completed by 12/31/2020. (Finding 4)

Response to Recommendation No. 2:

The Board of Supervisors and Executive Office disagree with the recommendation.
Ordinance 459: Purchasing, Policies and Procedures, governs procurement practices for the
county. Agreements that require Board of Supervisors approval are submitted via the public
meetings of the Board of Supervisors weekly agendas. Any agreement which is other than
competitive bidding is notated within the title of the Board submissions and must be Justified by
the department and approved by the purchasing agent prior to placement on the agenda.

RECOMMENDATION NO.3: Reconstitute the CPU with original purpose

The Board of Supervisors direct the Executive Office to reconstitute the County Performance
Unit (CPU) to continue with its original purpose. The CPU should collect and publish the
achievement levels of KPI's for all departments in a timely manner, i.e. for the previous fiscal
year preceding when the current fiscal year Adopted Budget is published. Reporting of KPI's
should be restored to the 2020-2021 Budget and in the future.
This should be implemented by 12/31/2020. (Findings 3 and 6)

Response to Recommendation No. 3:

The Board of Supervisors and Executive Office partially agree with the recommendation.
Reporting of FY 2020/2021 KPI's were included within the FY 2020/2021 Adopted Budget that
was submitted to the Board of Supervisors on September 15, 2020.
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During the budget system upgrade, the Executive Office modified the staffing structure to
implement the CPU, with the newly implemented budget systems, the upgraded payroll system
and the new systems for recruitment and employee performance management. These
upgrades and replacements systems will be implemented faster than normal for industry
standards. Additionally, RCIT has purchased licenses for Power Bl Microsoft software, for
usage by the Executive Office. As referenced in Finding No. 6, Power Bl provides the tools to
create measurements, but cannot access all departments’ data.

The Executive Office will look at options to augment existing staffing or create a stand-alone
CPU. If warranted under current cost-constraints, the Executive Office will submit any additional
staffing requests to support a CPU for the Board of Supervisors consideration during the FY
2021/2022 budget process, since this will be an additional cost to the county.

RECOMMENDATION NO 4: Establish Independent Review Agency

The Board of Supervisors establish an agency that is independent of any department to, among
other possible duties, perform financial and operational audits verifying the completion, claimed
benefits, and adherence to policy of projects undertaken in the county. Such an agency should
choose which projects it will audit and report its findings publicly to the Board of Supervisors.
The agency could be part of the Auditor Controller's Office, or akin to the Internal Audit
department in many California Counties or an Inspector General's Office in many other
governmental entities.

This should be completed by 6/30/2021. (Findings 5 and 7)

Response to Recommendation No. 4:

The Board of Supervisors and Executive Office agree with the recommendation.

The Executive Office will look at options to create an independent review agency and submit the
recommendation to the Board of Supervisors for consideration via the FY 2021/2022 budget
process since this will be an additional cost to the county.

RECOMMENDATION NO.5: Re-examine Project Recommendations

The Board of Supervisors and the Executive Office re-examine the initiatives recommended in
the KPMG County Transformation Project, track and report on those still offering benefits and
cost savings to the county and direct departments and agencies to continue efforts to achieve
those benefits and cost savings. The list of departments which should continue implementing
KPMG’s recommendations should be completed by 3/31/21, and department efforts should
continue indefinitely.

Response to Recommendation No. 5:

The Board of Supervisors and Executive Office partially agree with the recommendation.
As there are more than 200 recommendations, it is difficult to forecast if they will be compieted
by March 2021. Re-examination of the recommendations will continue with future updates to
the Board.

ATTACHMENTS:
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Attachment A KPMG Recommendations Matrix October 2020
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MINUTES OF THE BOARD OF SUPERVISORS
COUNTY OF RIVERSIDE, STATE OF CALIFORNIA

w

4

(MT 13831)

On motion of Supervisor Perez, seconded by Supervisor Hewitt and duly carried
by unanimous vote, IT WAS ORDERED that the recommendation from Supervisor
Hewitt regarding the Response to the 2019-2020 Grand Jury Report issued on August
12, 2020, made public at close of business on August 14, 2020, regarding the KPMG
Transformation Project, is continued to Tuesday, November 17, 2020 at 9:30 a.m. or as
soon as possible thereafter.

Roll Call:

Ayes: Jeffries, Spiegel, Washington, Perez and Hewitt
Nays: None

Absent: None

| hereby certify that the foregoing is a full true, and correct copy of an order made and
entered on __November 10, 2020 of Supervisors Minutes.

WITNESS my hand and the seal of the Board of Supervisors
Dated: November 10, 2020
Kecia R. Harper, Clerk of the Board of Supervisors, in

(seal) and for the County of Riverside, State of California.

By: W/fﬂ/{iﬁ Of/ﬂir Deputy

AGENDA NO.
3.4

xc: COB




SUBMITTAL TO THE BOARD OF SUPERVISORS
COUNTY OF RIVERSIDE, STATE OF CALIFORNIA

ITE: 3.4
(ID # 13831)
MEETING DATE:

Tuesday, November 10, 2020

FROM : EXECUTIVE OFFICE:
SUBJECT: EXECUTIVE OFFICE: Response to the 2019-2020 Grand Jury Report issued on

August 12, 2020, made public at close of business on August 14, 2020,
regarding the KPMG Transformation Project [All Districts. Total Cost $0]

ACTION:Policy

MINUTES OF THE BOARD OF SUPERVISORS
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