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Core Services Realignment Goals
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Align services to reduce 
costs, manage risks, and 
serve as the engine that 
propels the City’s 7,000 
employees to serve 
Portlanders every day.

• Preserve continuity of 
mission-critical services during 
transition

• Stabilize operations while 
meeting legal and compliance 
requirements

• Improve efficiency by reducing 
duplication and increasing 
consistency



Core Services Realignment 
Fiscal Year 2026-27 Proposed Budget
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Human
Resources

Procurement Technology

Engagement Equity
Communication

s

Implemented 1/2/26



Core Services Staffing Model

Embedded Teams
Day-to-day service delivery to meet business needs, in alignment with citywide approaches

Director or Chief
Leadership and decision-making

Central/Core Team
Citywide strategy, services and resources

Community & 
Economic Dvt.

City 
Operations

Public
Safety

Public
Works



What does it mean to be in a core service team?

• Staff report through central bureau/office for their function.

• Bureaus and service areas are clients or customers receiving services.

• Work portfolios is comprised of work that is higher risk and has 
greater need for consistency. 

• These teams provide standardized frameworks for enterprise service 
delivery, aligned with industry best practices.



What does it mean to be embedded?

• Staff report through central bureau/office for their function.

• Bureaus and service areas are clients or customers receiving services.

• Work portfolios are dedicated to a specific bureau and/or service area 
needs.

• These teams build subject matter expertise and strong working 
relationships with customer bureaus and service areas.

• Apply citywide structures, strategies, and resources within assigned work 
portfolios.



Full-Time Equivalent (FTE) Reductions by Core Service
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Core Service
Current 

FTE

Future 

FTE
Status

Communications 62 57 Implemented 1/2/2026

Engagement 38 37 To be implemented

Equity 42 36 To be implemented

Human Resources 184 159 To be implemented

Procurement 78 77 To be implemented

Technology 394 363 To be implemented

Total: 798 729



Total Position Changes
Across 5 Core Services (excl. Communications)

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core 429.9 436.9 -18 16 +10 / -1

City Administrator 3 1 -1 0 -1

City Operations 15 21 -2 1 +9 / -2

Community & 
Economic 
Development

48 45 -2 0 +4 / -5.5

Public Safety 37.5 36.5 -5 2 +2

Public Works 203 132 -59 4 +.5 / -16

Total 736.4 672.4 -87 23 25.5



Operations Core Service Realignments: 
Human Resources, Procurement & Technology Services
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PROJECT TIMELINE

Discovery & Stakeholder 
Engagement

Jan-Mar 2025 Consultant reviewed documents, policies, process 
maps, city reports, system data. Interviews with internal 
services; focus groups with bureaus.

Evaluation Summary Memo March 2025 Summarize current state, key themes, high-level recs.

Implementation Roadmap March 2025 Proposed implementation phases to guide future work.

Phase 2 Planning & Scoping April-May 2025 Refined engagement scope, work plan.

Budget & Finance Track Added May 2025 Expanded scope to include budget and finance.

Operationss Service 
Improvement Subgroups

May-July 2025 Recommendations  to inform bureau, embedded, and 
central teams.

Budget & Finance Service 
Improvement Subgroups

July-Sept 2025 Recommendations  to inform bureau, embedded, and 
central teams.

Presentation to City Leaders Sept 2025 Update on centralized reporting structure and process 
for determining where services sit in new structure.
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PROJECT TIMELINE

Project Team Meetings Oct-Dec 2025 Kickoff, data gathering, proposal development, revised 
organizational charts, budget tracking.

Update Meetings Nov 2025 Project updates for Labor Partners and City leaders.

Core Services Realignment 
Webinar

Dec 2025 Overview of project phases, proposal development, 
high-level embedded team reporting structure.

Realignment Proposal 
Briefings

Jan-Feb 2026 Briefings with service area leaders, labor partners, 
mayor, city administrator. Council briefings and survey.

Realignment Proposal 
Revisions

March 2026 Revised concepts and team structures to mitigate risks 
identified by service area leaders. Presented updated 
concepts at Council work session.

Informal Notifications to 
Employees

March-April 2026 Managers met with employees whose positions would 
be impacted in a 20% reduction scenario.

Move Notifications to 
Realigned Employees

April-May 2026 Notifications to employees whose positions are being 
realigned to a core or embedded team.



Operations Realignments -
Proposals by Service
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Core Services Realignment: -$4.2 million
Human Resources | Procurement | Technology
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HR staff and services like hiring, payroll and employee relations 
are being reorganized into one structure to reduce duplication.

Some positions and reporting lines will change, and service 
delivery may be slower as core functions like payroll, labor 
relations and compliance are prioritized.

Reduces overall HR staffing from 184 to 159, with additional 
roles realigned across centralized and embedded teams.



Reduction Plan Summary
Human Resources | Procurement | Technology

Reduction Summary

Cost Savings -$4.2M

Net FTE Reduction -25

Service Area Existing FTE # Cut % of Cut

Core 100 -3 8%

City Administrator 1 -1 2.6%

Operations 5 -1 2.6%

Public Works 57 -30 77%

Public Safety 14 -3 8% 

CEDSA 7 -1 2.6%

Position Type FTE 
Reduction

% of Cut Net Impact

Supervisor -9 23% -10

Non-rep -4 10% 4

AFSCME -5 13% -5

CPPW -21 54% -14

*includes 4 Vacancy cuts

FTE & Management Impacts

Existing Service Base 184

Existing Management Footprint 35

Future State Service Base 159

Future Management Footprint 21

Span of Control 1:8



Position Changes
Human Resources | Procurement | Technology

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core (BHR) 100 115 -3 10 8

City Administrator 1 0 -1 0 0

City Operations 5 8 -1 1 3

Community & 
Economic 
Development

7 1 -1 0 -5

Public Safety 14 13 -3 1 1

Public Works 57 22 -30 2 -7

Total 184 159 -39 14 12
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• Embedded HR support where proximity 
matters most.

• Recruitment and hiring services to attract 
and onboard a strong workforce.

• Employee relations support for managers 
and employees.

• Workplace compliance, labor obligations, 
leave administration, required personnel 
processes.

Human Resources | Procurement | Technology

What We’re Preserving



Core Services Realignment: -$669,988
Human Resources | Procurement | Technology
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Contracting, purchasing, and grant administration are being 
consolidated into a single, centralized structure to improve 
consistency across the City.

Bureaus will access services differently, and timelines may be 
longer initially, with priority given to compliance requirements and 
major projects.

Includes a small reduction in staffing — from 78 to 77 — with 
procurement and grants staff realigned into centralized 
enterprise teams as part of a $587,578 reduction.



Reduction Plan Summary
Human Resources | Procurement | Technology

Area

Cost Savings -$669,988

Net FTE Reduction -1

Service Area Existing FTE # Cut % of 
Cut

Core 51 -1 100%

Operations 1 0 0%

Public Works 21 0 0%

Public Safety 4 0 0%

CEDSA 1 0 0%

Position 
Type

FTE 
Reduction

% of 
Cut

NET 
Impact

Supervisor 0 0% -2

Non-rep 0 0% 2

AFSCME -1 100% -1

CPPW* 0 0% 0

FTE & Management Impacts

Existing State Service Base 78

Existing Management Footprint 14

Future State Service Base 77

Future Management Footprint 12

Span of Control 1:6



Position Changes
Human Resources | Procurement | Technology

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core (Procurement) 51 49 -1 0 -1

City Administrator 0 0 0 0 0

City Operations 1 1 0 0 0

Community & 
Economic Development

1 5 0 0 4

Public Safety 4 5 0 0 1

Public Works 21 17 0 0 -4

Total 78 77 -1 0 5
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• Embedded support where specialized bureau 
needs require close partnership.

• Timely purchasing and contracting services.

• Dedicated capital projects support and 
enhanced partnership with Public Works 
bureaus.

• Compliant, competitive, and legally required 
procurement processes.

• Centralized expertise to improve consistency, 
transparency, and efficiency.

Human Resources | Procurement | Technology

What We’re Preserving



Core Services Realignment: -$13.1 million
Human Resources | Procurement | Technology
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IT services including systems, applications, help desk support 
and cybersecurity are being aligned into a citywide model. 

Some bureau-specific roles will shift, and response times may slow 
while non-essential projects are paused and services are 
redesigned during the transition.

Reduces staffing citywide from 394 to 363 FTE and reduces 
technology-related costs by $7.1 million through software licenses, 
device and cellular cost reductions, and retiring outdated systems.



Reduction Plan Summary
Human Resources | Procurement | Technology

Area

Cost Savings
-$7.1M (Non-Personnel: 54% of reduction)
-$6.0M (Personnel: 46% of reduction)

Net FTE Reduction -37

Service Area Existing FTE # Cut % of Cut

Core 255 -10 27%

Operations/CA 7 0 0%

Public Works 93 -27 73%

Public Safety 11 0 0%

CEDSA 28 0 0%

Position Type FTE Impact % of Cut Net Impact

Supervisor -9 24% -10

Non-Rep -1 3% 2

CPPW -2 5% -2

PROTEC17 -14 38% -10

AFSCME -9 24% -9

DCTU -2 % -2

* includes 23 Vacancy cuts

FTE & Management Impacts

Existing State Service Base 394

Existing Management Footprint 58

Future State Service Base 363

Future Management Footprint 48*

Span of Control 1:8

*Also converting 3 mgmt. to non-rep positions



Position Changes
Human Resources | Procurement | Technology

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core (BTS) 255 249 -10 4 0

City Administrator 1 0 0 0 -1

City Operations 6 12 0 0 6
Community & 
Economic 
Development

28 28 0 0 0

Public Safety 11 12 0 1 0

Public Works 93 62 -27 1 -5

Total 394 363 -37 6 6



Savings Initiative
Citywide Cost 

Savings

Reduce Duplicative Technology Tools and Licenses -$3,064,191

Cellular Reductions – Turn off underused & unsupported 
devices, leverage hotspots, negotiated better contract rates

-$2,705,640

Reduce standby, overtime -$203,960

Adjust replacement collection of City devices to match 6-
year operational limit

-$901,867

OWAM Asset Management System Decommission -$269,000

Total -$7,144,658

Non-Personnel Reductions
Human Resources | Procurement | Technology
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• Embedded IT support where on-site 
partnership and operational proximity 
matter most.

• Reliable core systems, cybersecurity, and 
infrastructure operations. 

• Help desk, business applications, and 
critical user support running smoothly.

• Strategic modernization with more 
consistent citywide technology services.

Human Resources | Procurement | Technology

What We’re Preserving



Core Service Realignments: 
Communications, Engagement, Equity



Core Services Realignment: -$802,957
Communications| Engagement| Equity
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Reorganized city communications staff under the umbrella of the 
City Communications Office, which launched in January 2026.

Centralized communications strategy, structure, and tools, while 
retaining subject matter expertise in embedded teams.

Reduced 5 full-time, regular-status positions and phased out 
several one-time-funded and Community Service Aide positions.

Initiated through Fall Technical Adjustment Ordinance; fiscal year budget solidifies changes.
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PROJECT TIMELINE - ENGAGEMENT

Launch Jan-Feb 2025 • Chief Engagement Officer hired, project began.

Inventory, Analysis & 
Assessment

March-May 2025 • Analysis of existing recommendations, reports, 
community and employee input. Inventory and 
analysis of staffing, capacity, budget, strengths and 
weaknesses.

Project Paused May-July 2025 • Work paused during budget deliberations and 
resumed after the start of fiscal year.

Strategy and Staffing Proposal Aug-Nov 2025 • Introductory meeting and briefings with service area 
leaders, directors, managers, supervisors, key staff

• Workgroup with Councilors Avalos, Koyama-Lane, 
Morillo, per budget notes

• Information session and 2 listening sessions for 
engagement staff



.

.

PROJECT TIMELINE - ENGAGEMENT

Org Structure and Budget 
Development

Dec 2025-Feb 
2026

• Follow up conversations with engagement staff.

• In-depth conversations with DCAs, directors, and 
managers about proposed service area staffing.

• Refinement of proposed structure and position 
moves with budget office and human resources.  

Employee Notifications March-May 2026 • Follow-up conversations with engagement staff

• In-depth conversations with DCAs, bureau directors 
and other managers about proposed service area 
specific staffing structures

• Refinement of proposed structure and position 
moves with budget office and human resources  



Core Services Realignment: -$303,985
Communications| Engagement| Equity
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Adds strategic capacity to support consistent development and 
delivery of equitable community engagement practices across the 
organization.

Centralizes engagement efforts to improve coordination across 
bureaus and effectiveness in community.  

Adjust positions, moving some into service areas working 
across bureaus or the organization; minimal change in net FTE.



Reduction Plan Summary
Communications| Engagement| Equity

Area

Cost Savings -$303,985

Net FTE Reduction -1

Service Area Existing FTE # Cut % of Cut

Core 9.9 -3 75%

Operations/CA 2 0 0%

Public Works 17 0 0%

Public Safety 2.5 0 0%

CEDSA 7 -1 25%

Position Type FTE 
Impact

% of Cut Net 
Impact

Supervisor -1 25% 0

Non-Rep 0 0% 2

CPPW* -3 -75% -3

FTE & Management Impacts

Existing State Service Base 38.4

Existing Management Footprint 8

Future State Service Base 37.4

Future Management Footprint 8

Span of Control 1:5



Position Changes
Communications| Engagement| Equity

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core (Engagement) 9.9 10.9 -3 2 2

City Administrator 0 0 0 0 0

City Operations 2 0 0 0 -2

Community & Economic 
Development

7 6 -1 0 0

Public Safety 2.5 2.5 0 0 0

Public Works 17 18 0 1 0

Total 38.4 37.4 -4 3 2
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• Embedded support where bureau and community 
needs require subject matter expertise. 

• Effective models, tools and practices will be the 
foundation of equitable engagement practices.  

• Internal coordination will help strengthen existing 
community partnerships and relationships.

• Existing pathways to participation will be 
supported and leveraged to improve community 
experience. 

Communications| Engagement| Equity

What We’re Preserving



Core Services Realignment: -$1.1 Million
Communications| Engagement| Equity
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Initiates steps towards realignment while leaving strategic 
organizational change to the discretion of the incoming Chief Equity 
Officer   
 

Focuses equity efforts on legal requirements and existing technical 
assistance and consultation for now, with plan to centralize 
coordinated practice across the organization.  

Eliminates 6 vacant FTE, with a plan to align capacity under the 
direction of the new Chief Equity Officer, once they are 
onboard. 



Reduction Plan Summary
Communications| Engagement| Equity

Area

Cost Savings -$1.1 million

Net FTE Reduction -6

Service Area Existing FTE # Cut % of Cut

Core 14 -1 17%

Operations/CA 2 -1 17%

Public Works 15 -2 33%

Public Safety 6 -2 33%

CEDSA 5 0 0%

Position Type FTE 
Impact

% of Cut Net 
Impact

Supervisor -1 17% -1

Non-Rep -2 33% -2

AFSCME -1 17% -1

CPPW* -2 33% -2

FTE & Management Impacts

Existing State Service Base 42

Existing Management Footprint 10

Future State Service Base 36

Future Management Footprint 9

Span of Control 1:4



Position Changes
Communications| Engagement| Equity

Service Area
FTE

Before
FTE

After
Reductions Additions Realignments

Core (Equity) 14 13 -1 0 0
City Administrator 1 1 0 0 0
City Operations 1 0 -1 0 0
Community & 
Economic 
Development

5 5 0 0 0

Public Safety 6 4 -2 0 0
Public Works 15 13 -2 0 0
Total 42 36 -6 0 0
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• Citywide support for maintaining legal 
requirements and compliance such as language 
access, ADA Title II, and Title VI. 

• Embedded support where service area and bureau 
focus require specific subject matter expertise. 

• Internal consultation and implementation support 
across the enterprise.

Communications| Engagement| Equity

What We’re Preserving



Upcoming Challenges and Needs

• Working with Council, submit amendment to address minor issues.

• Work closely with labor partners to implement staffing shifts, including 
bumping resulting from reductions.

• Develop service-level agreements with service areas to guide expectations 
and working relationships.

• Over the coming year, evaluate staffing levels and address gaps.

• Adapt funding model to allow flexibility for shifting staff when priorities 
and needs evolve with service areas and across the enterprise.



Examples of “True Ups”

Action 
Needed

# FTE Resolution

Move 14 Options: 1.) Long Term Solution: amend and move General Fund into the new 
“PX” cost center or 2.) Short Term Solution: interagency agreements (IAs) between 
new and current team.

12 Need to identify and reduce in interagency agreement (IA), or a plug would need 
to be made. Then, any funding would be an overhead ask.

14 Would alter cost to service area overhead payers and/or overall overhead.

Reduction Not 
Reflected

3 Entry and/or coding error.

Conflicting 
Packages

2 Some positions identified as part of realignment were used in reduction concepts 
by bureaus and service areas. 

Reverse a 
Reduction

5 Options: 1.) Retain and back for General Fund or rates or 2.) Retain and realign to 
be covered by all bureau-fund payers in Public Works Service Area. 
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May 2026: Q&A Sessions for Community Engagement Staff

May 11: Monthly Core Service Realignment Town Hall kick off

Ongoing: Customer Service Forums with Service Area Leadership

June 2026: Refine Service Area Organizational Structure

May – June 2026: Functional Area Discussions

May – June 2026: Service Level Agreement Development

May – June 2026: Onboarding for Newly Centralized Teams

Core Services Realignment
Partnering Through Implementation: Next Steps

44

Engagement

HR, Procurement, Technology

HR, Procurement, Technology, 
Engagement

Engagement

HR, Procurement, Technology, 
Engagement

HR, Procurement, Technology, 
Engagement

HR, Procurement, Technology, 
Engagement



Thank you

Questions and Discussion



Presentation End
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