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Reconnecting the Public and the Public Sector:

Promising Practices in Transforming

Citizen/Government Relationships

With public sentiment nothing can fail; 
without it, nothing can succeed.

Abraham Lincoln

Candidate for Congress

  July 31, 1858

Faltering Connections

The endurance of their fundamental premise would undoubtedly delight the rabble-rousing revolutionaries of 1776 and the sober framers of the American system of governance who followed them. Despite the passage of all the intervening generations, the fact that government cannot succeed without the people’s trust, support, and active participation is as true today as in their era. 

These essential elements of civil society – trust, support, and participation – shape the capacity and help determine the actual performance of government. Society’s efforts to attain its highest priority and most practical goals are likely to fall short in the absence of the people’s assent to and participation in the functions of government – regardless of the level, size, region, or area of responsibility of public agencies. 

Some Definitions

Civic or citizen trust is the way citizens regard government – its institutions, elected officials, employees, and processes. Social trust is the way citizens regard one another, and social capital is society’s resources for cooperative action. Citizen engagement is the extent to which citizens participate in government. Government performance is the accomplishment by the public sector of intended or expected results – e.g., safe neighborhoods, clean environment, efficient transportation systems.

(Based on Putnam 1995 and Mackenzie 1997)

By these standards there is a convincing case that social capital is dissipating. And the consequences of that trend include real harm to governmental systems and processes. The evidence of long-term and significant declines in civic trust in America is considerable, and the documentation seems to constantly grow (Mackenzie 1997, p. 2). 

For example:

· Only one in three Americans has a great deal or quite a lot of confidence in the federal government. Two in five (39%) express the same level of confidence in state government. Three in five (57%) say they are at least content, if not pleased, with their local government (Post-Modernity Project 1996). 

· Two thirds believe that public officials do not care about what people think. The percentage sharing this opinion doubled over the past 30 years (Survey Research Center 1996). The public does not think that government is giving priority to the right things. 

· More than half are convinced that “quite a few of the people running the government are crooked,” (Nye et al. 1997). 

· A majority of eligible voters sat out the 1996 presidential election. While turnout increased somewhat in contests for federal office in the early 1990s, the rise pales in the face of four decades of virtually uninterrupted decline. State and local election turnout usually is even lower. 

· Government performance is rated low and ranks well below other sectors. In the American Customer Satisfaction Index, the public gives the lowest scores to public administration and government – under 60 on a 100-point scale. That compares very unfavorably with the 71-79 point score for private sector service. (Carlson 1997).
 

These trends and experience as a state government practitioner lead PSN member Keith Smith, chief deputy director of the California Integrated Waste Management Board, to conclude that American government has reached a crisis point in the eyes of its customers – the taxpayers (Smith 1996). 

Many are contributing to the debate over the root causes of these trends. Sensationalist news organizations, political gridlock, scandals, poor service, lagging performance, and changes in the economy, demographics, technology, and even family structure are all considered culprits. 

Citizens as Customers, Customers as Citizens
The classic definition of customer is “one who purchases or receives a product or service.” The concept of customer is often more complicated in the public sector. The city of Coral Springs, FL refined the idea by considering two distinct categories of external customers. For example, a building permit applicant is a direct customer while the applicant’s neighbors are among the indirect customers who will benefit if the decision helps to ensure a safer city and more appropriate land use and construction practices. But even with these refinements, “citizen” sometimes has a broader meaning. Citizens enjoy rights and shoulder responsibilities that extend well beyond those commonly attributed to customers. While both terms are used in this project, the concept of a “passive customer role” for citizens is explicitly rejected. 

(Sources: Coral Springs Case Study in Appendix A and Carlson 1997) 

Closing the Breach

PSN will not join in the debate to apportion blame among these causal factors. Rather, this project seeks to discover sensible steps practitioners, leaders, and citizens can take to enhance effective citizen/government engagement. Ensuring that the public’s voice has greater influence at every stage of the governance process must be part of the prescription for healthy change (Smith 1996). To contribute to the capacity to do so, the project is identifying, describing, and learning from promising practices that government organizations already are applying to meet this challenge. 

The goal of this first stage of PSN’s 21st Century Governance Project is to deepen understanding and aid in improving the practice of citizen/government interaction. This review of innovative practices adds detail, diversity, and analysis to a body of knowledge emerging from a number of sources in the public sector change movement. 

Much of what is most exciting about the public sector change movement has to do with scattered, diverse, and highly creative efforts to narrow the gap between citizens and government. There’s much to be learned from these innovators.

Rebecca Meyers 

Director of Organizational Effectiveness 

New York State Office of General Services


Experimentation with more inclusive government is occurring in many places with varying motivations, techniques, and affects (Smith 1996, Mackenzie 1997, Mosgaller 1997). The pioneering practices represented in the 12 cases in Appendix A offer valuable cues, clues, and lessons. And the mosaic formed by the cases offers a clearer picture of what is being tried, by whom, how is it being done, and with what results. 

The practices, processes, and technologies found in the cases are tested through use and can claim significant success. None can make a difference in every place and all circumstances on its own. But if they are adopted and refined by a wider range of government organizations, the individual and cumulative effects will help transform the government/citizen relationship.
 

Vibrant responsive government requires an informed and active citizenry. Without the healthy tension provided by the citizenry, government loses perspective and citizens abdicate their responsibility. 

Tom Mosgaller

Director, Office of Organizational Development

City of Madison, WI

(Source: Mosgaller 1997) 

Targeting Promising Practices

Defining the Scope: PSN’s goal is to identify innovations that shed light on the underlying principles of healthier citizen/government relationships and illustrate techniques, processes, or other factors critical to effective engagement. The search extended across local, state, and federal governments. While there is some risk in oversimplifying something that is very complex, the activities of governmental processes and organizations were outlined in three broad categories: 

· Policy or Program Development and Strategic Planning includes environmental assessment, priority setting, and the interpretation of current and emerging issues.

· Policy or Program Implementation includes developing and managing the strategies and tactics deployed by public sector organizations in pursuit of their mission. 

· Assessment and Oversight is not limited to determining compliance with law and regulation. It extends to setting measurable targets, establishing customer service and satisfaction goals, monitoring and reporting results, and applying this information to the challenge of continuous improvement. 

Some Challenges to Government/Citizen Relationships

The public is:

· Less tolerant and more distrustful of government.

· Seeking more efficiency from government.

· Demanding more flexible, efficient, convenient, and higher-quality services. 

· Questioning the credibility of government and the fairness of public sector processes.

· Impatient with government performance on core issues that make a real difference in their lives and communities.

(Sources: Popovich 1998 and Bunting 1998)

General criteria guided initial identification of promising practices. Candidates for case development would exemplify one or more of the following:

· Citizens and government working together in new ways in one or more of the three categories of activities. 

· Real success over time, including measurable or qualitative accomplishments and/or assessment, recognition, or awards stemming from external review. 

· Innovation that fosters consensus, diversifies points of view, leads to action, empowers others to act, models the way, or encourages “the heart” – sharing responsibility, rewards, and a tolerance for the risks often associated with innovation. 

In shaping the compilation, PSN selected cases representing different regions of the country, larger and smaller jurisdictions or programs, and a range of functional areas – e.g., human services, education, housing, fiscal policy. The practice or process could not, however, be so specific to unique location or circumstance as to preclude broader application. 

Uncovering the Cases

The project evolved a four-step process to meet these objectives. In brief, these included:

Step One – Gathering Information on Case Study Candidates: A template guided initial information-gathering for all nominated cases. The survey form collected details keyed to the identification and selection criteria. (See Appendix B: Best Practices Nomination Form)

Step Two – Casting a Wide Net: The nomination form was distributed and a variety of sources were tapped to surface and gather preliminary information on candidate cases. These included: PSN members and the consultants; contacts in the civic reform movement networks including researchers, practitioners, foundations, and academics; formal and informal literature on the field;
 and award and recognition programs, such as those sponsored by Governing magazine and co-sponsored by Harvard’s Kennedy School of Government and the Ford Foundation. 

Step Three – Developing the Cases: The nomination forms facilitated a first round assessment of the initial nominees against the project criteria. As necessary, completed forms were supplemented by additional information from direct contacts with the sponsoring agency. Next, the PSN Project Team winnowed the candidate pool. And case drafts were prepared after interviews with people responsible for day-to-day implementation in conjunction with the review of publications and other supporting materials provided by the sponsors and other sources. 


Step Four – Analysis and Synthesis: The final selections were made and the draft cases were revised and expanded to highlight insights and issues. They were developed further and provided a foundation for preparing this overarching analysis and synthesis. 

Promising Practices – The Cases

At the local, state, and federal levels, trailblazers are forging ahead with practices that are innovative in their nature or application. In each of the project’s final 12 cases, these processes, techniques, and technologies are making a difference. Individually, they detail what is being tried, what it takes, and the effects these promising practices produced. In combination, the cases begin to illustrate the great variety of pathways to repairing the faltering connection between citizens and government. 


Policy Development and Strategic Planning
Policy Implementation and Program Management
Assessment, 
Oversight

A. Local Government




Austin, TX
Austin Independent School District
∑
‡


Boston, MA
Management & Information Services
∑



Brea, CA
City Manager
∑



Coral Springs, FL
City Manager
∑
‡
‡

Davenport, IA
Housing & Neighborhood Development 
∑
‡


Eugene, OR
City Manager
∑
‡
‡

Fairfax County, VA
Office of Partnerships
‡
∑


Hampton, VA
Human Resources and Citywide

‡
∑

Prince William County, VA
County Executive

‡
∑

B. State Government




Kentucky
Long-Term Policy Research Center
∑



Virginia
Virginia Housing Development Authority

∑


C. Federal Government




Department of Education
Federal Student Financial Aid

∑


∑ = Primary Focus   ‡ = Secondary Focus

In many ways, it is difficult to imagine how the cases could be more different. Among just a dozen cases, there is startling variety.

· Levels of Government: There are six cities, two counties, one school system, two very different state agencies, and one federal cabinet department. 

· Location: They span the country from Boston and Coral Springs on the Atlantic Seaboard to the Pacific Coast cities of Eugene and Brea. In the heartland, they reach from Austin to Davenport.

· Size: Davenport’s Targeted Neighborhood Program launched the turnaround of a single poor and deteriorating downtown neighborhood with two employees and a promise of $100,000. Prince William County’s tools for engaging citizens in almost every aspect of its government helped achieve four years of 90% or higher citizen satisfaction levels with services delivered by 2,500 employees and a $186 million budget.

· Scale: Virginia’s mobile mortgage office parlayed one employee and a rented motor home into 600 contacts leading to 83 loan applications in underserved and hard-to-reach Appalachian-region counties. The student financial aid programs at the U.S. Department of Education, by contrast, fields just under 10 million applications and commits over $7 billion each year. Their new Web-based application system handled a total of about 50,000 applicants in 1998-99. But the process is new and they’ve adopted a target of accepting 3 million electronic applications by September 2000.

· Functional Areas: Some cases cover a very specific niche. Fairfax County’s Medical Care for Children Partnership offers comprehensive health care services to 5,000 children who were without insurance and outside coverage from public programs. Others, like Eugene, engage citizens in new ways with a strategy that changed how they plan, budget, gauge performance, and deliver services across the government. 

· Governance Activities: Innovations in policy development, strategic planning, or information dissemination are the primary or secondary focus of eight cases. Ten cases attend to policy implementation and program management. Five of the examples focus on assessment/oversight. (See the chart on page 4.) 

Using a different lens, however, brings a sharply different view into focus. Against these criteria, the cases’ shared characteristics are predominant. Their similarities are just as striking as the differences. Most of these trailblazers are using new ways to empower citizens, and they are committed to delivering services of the highest quality and value. For example: 

· Empowering Citizens/Customers: All of the cases offer strong models and a range of promising practices aimed at significantly enhancing citizen engagement. Davenport’s LeClaire Heights residents, for example, drive decisions and investments that typically are made by planners and city hall. The design for the future of downtown Brea was set through a remarkably citizen-friendly process. The Idea Fair took the process to the streets. Creativity and fun replaced the marathon of complicated maps, volumes of reports, and interminable meetings involved in critical zoning decisions in most other communities. Coral Springs, Eugene, and Prince William County demonstrate strategies for building citizen/government engagement into an even wider range of processes, systems, and decisions. Coral Springs’ focus on customers is demonstrated in its daily work to shape programs and services in ways that meet and exceed customer expectations. This city expanded and eased access by extending city hall hours, holding meetings with neighborhood residents six times per year, and opening “City Hall in the Mall.” Training programs reinforce responsiveness and empathy in employees. Sophisticated customer focus group and survey techniques provide intelligence that is useful and used. And even Communications and Marketing reorganized to get the city’s message out to varied audiences. In other cases, empowerment comes from ensuring experts and professionals collaborate directly with customers in designing services and making implementation choices. For example, software and form design professionals can build a sophisticated on-line application process. But in creating an on-line application for student financial aid, the Education Department recognized that success depended on first understanding the needs and perceptions of key stakeholders – university financial aid officials, students, and parents. Representatives from each group helped test and tweak the system from the first design concept through roll out. In Austin, the construction design team, project managers, and even general and subcontractors collaborate with faculty, administrators, parents, students, and community members. Campus approval is required for each step from initial scoping of the project, through design, and into construction plans and scheduling. Virginia’s Mobile Mortgage Office takes the agency directly to the public. Along the way, it has forged partnerships with local civic groups, churches, business groups, and agencies to host office visits. Taking the program on the road is so popular, in fact, that the agency now sends the mobile office to county fairs, community festivals, and other events. 

· Delivering Value: Fairfax County’s Medical Care for Children Partnership, an Innovation in Government Award winner, links care providers, businesses, government, and families themselves to offer comprehensive health care to uninsured children at a fraction of market rates. That saves about $9,000,000 each year in direct costs. While indirect savings due to a reduction in emergency room visits and improved health attributable to prevention services have not been calculated, they would greatly increase the projected value of the program to the county and participating families. In the Austin school district, a handful of employees, consultants, and volunteers staff the construction partnering program. They may be small in numbers, but their efforts helped the board meet a commitment to citizens that was crucial in the adoption of a $369 million bond proposal. Since then, they’ve offered a process and in-depth support at the individual school level that is facilitating the addition of 11 new schools and 156 new classrooms. The process is faster, cheaper, and better than traditional models. And it is also a good example for the children to see all the adults – from on campus to off – working cooperatively. Kentucky’s State Budget Computer Game helps teachers all around the state reach students with lessons on state politics and fiscal choices. One employee created the virtual government game after investing his time in a three-day software-training course. At low cost, several thousand copies of the software have been downloaded off the Internet. Teachers find that computer-savvy pupils voluntarily return during lunch and after school to finish the game/lesson. It is an engaging way to learn about civics and current events. And it is also training the next generation to be more intelligent voters and civic players. Perhaps a future governor is getting virtual on-the-job training. (See chart below). 

· Focusing on Quality: These pioneers demonstrate an unflagging commitment to delivering the highest quality of services. Most governments could learn a lot from the attention to customer-defined quality that is found among innovators like Coral Springs and Prince William County. Hampton is even linking pay directly to meeting citizens expectations – even to “delighting” customers. In one of its first efforts, annual bonuses are tied to the level of citizen satisfaction with city employee work performance. That and other innovations help enlist workers in the continuous improvement in the quality and value of services. None of the innovations is very costly. But combined they’ve contributed to more than a decade of ratings in the 90% and above range. (See chart below). 

In the past, evaluating how well the government is doing was mainly an inside job. Now, more and more government organizations are finding new ways to act on citizens’ perceptions of the services bought and paid for with their tax dollars. 


Examples of Quality and Value Indicators

Brea – Citizens Drive Downtown Development
Participation by 200 citizens in Idea Fair. Generated 2,700 ideas. 19 of top priorities implemented.

Boston – Information Technology
Awarded Public Technologies’ 1st Prize. Cyberhall is target of 500,000 hits each month. 

Coral Springs – Comprehensive Quality Initiative
First city to be awarded the Sterling Award for Quality. High and consistent citizen satisfaction and value ratings.

Davenport – Targeted Neighborhood Development
Number and scope of strategies implemented. Sustained citizen engagement. Neighborhood association formed.

Eugene – Engaging Citizens and Focus on Customer Service
Improvement plans for each service include measures for satisfaction, effectiveness, and efficiency.

Fairfax – Medical Care for Children Partnership
Ford Innovations Award. Saves county $9 m/yr. Over 300 service providers voluntarily participate. 

Hampton – Linking Pay Incentives to Quality
Citizen satisfaction ratings over 90%. Nominations for awards for one-stop permitting office. 

Prince William County – Engaging Citizens and Service Improvements
Four years of satisfaction ratings 90% and above. 70% of citizens trust the county to “do the right thing.”

U.S. Department of Education – 
E-Ap for Student Financial Aid
Wait cut by 2/3. Costs are 1/3 those for non-Web applications. Error rates drop to just 0.2% from 12%.

· Improving Communication and Information Dissemination: Sometimes the most important thing government can do is find better ways to communicate and deliver information citizens need in the form they want and just when they want it. Boston’s Cyberhall exemplifies bringing city government to the people in new and user-friendly ways. The Internet is its conduit and sophisticated applications bring customers and information together with speed and style. Information about the city, services, and neighborhoods is easy to find and available whenever citizens want it. Brea’s Idea Fair is another example of rethinking communications among citizens and government. As a “purposeful party,” the success of the event was far from happenstance. These events only seem spontaneous, creative, and fun to participants because of meticulous advance planning and real innovation in communications techniques. 

· Recognizing the Importance of Improving Internal Services: Central management systems like budgeting, human resources, and procurement are well behind the frontline employees who deliver services. But most of the trailblazers included in our cases realize that the operation and responsiveness of those systems affect the capacity to deliver quality and value in services. Eugene’s leaders knew their budget did a good job of pegging spending levels and the number of employees to provide services. But they wanted the system to generate and deliver more information on results. Citizens deserved to know what they were getting from their tax dollars. After first reaching out for ideas from across and outside government with focus groups, Eugene redefined services, planning, and the budget process. Satisfying internal customers’ needs is the motivation for instituting powerful new incentives in Hampton. Now, for example, 40% of pay increases for the human resources staff is linked to the satisfaction of their agency and program customers. 

A Dozen Lessons From a Dozen Cases

Each of the examples in Appendix A concludes with some lessons learned and a few questions raised by that individual case. Taking the 12 cases as a whole yields additional general lessons: 

· Lesson 1 – Supporting the Process: Engagement or partnering efforts involving the public sector are likely to be different from private sector efforts. Citizen or customer engagement efforts by the public sector must attend carefully to process. Professional practitioners and observers tend to emphasize design and technique. While design and technique are important, the greatest practical challenges may well lie in ensuring that the process and the citizen participants are well supported. It takes time, attention, and resources – three elements in limited supply for many public agencies laboring with high profile and high priority issues. 

· Lesson 2 – Making It Easier, More Creative, Even Fun: Public processes often are an excruciating marathon – for citizens and officials alike. By rethinking the process and injecting more than a small dose of creativity, many agencies are creating processes that deal with serious issues but with some fun involved. Thinking about issues, divining strategies, and implementing services can be done in different ways that help build participation in and commitment to governance processes. In the end, honoring the citizens’ time and effort by translating their ideas and priorities into action quickly may be the most important factor. That’s the kind of civic capital that can make a long-term difference beyond any single project, plan, or initiative.

· Lesson 3 – “Freshness Dating” the Connection: Even a successful citizen engagement process has a limited lifespan. The enthusiasm for the recommendations – and more important the commitment – wanes as time passes. Public agencies need to recognize that there’s a “freshness date” for a citizen-input process. Government must reconnect as time passes without exhausting the citizens’ attention span on an issue 

· Lesson 4 – Communicating “Good” and “Bad” News: Bad performance, waste, or scandal in government receives ample coverage. “Good news” stories of accomplishments garner less attention. How can government communicate results more effectively with citizens and other customers? Some public agencies lack the credibility and even the capacity to report on themselves. In those cases, they must find ways to surmount the credibility barriers or they may look to intermediaries – such as community-based organizations, the media, or academia – to gauge results and get the message out. 

· Lesson 5 – Changing Cultures: If clients, customers, or citizens can be encouraged to move beyond traditionally passive roles, public efforts are far more likely to reach public goals. If they are not effectively mobilized, ownership is too concentrated and too few of the community’s resources will be focused on the cause. Ultimately, the engagement process will foment culture changes within organizations and across all the partners. But culture changes take time and may require the involvement of a critical mass of citizens and public leaders. 

· Lesson 6 – Listening, Not Leading: The shift from leading to listening may be easier in theory than in practice. It certainly emphasizes different skills. And public agencies will need time, commitment, and practice before they will become more comfortable with the risks of ceding greater influence over important decisions to external parties. 

· Lesson 7 – Changing Decisions: Real culture change should lead to real changes in behaviors and decisions. For example, the latest “hard decision” won’t become a political or legal battle if the civic process finds better ways to shape and implement a plan of action. It is increasingly common for public agencies to bring the customers’ voices into planning. But the innovation comes in applying that input well beyond that initial decision-making stage. Real change happens when public institutions commit to planning cycles that are aimed at continuous improvement that is guided by the views of their citizens. And those views and plans should also translate directly into key decisions – budgeting, organizational structures, and delivery options. 

· Lesson 8 – Recognizing the Political: Just as politics involves choices, choices are political. Few public issues are devoid of ideological influence. Careful consultation before an agency launches a process is certainly helpful. But even the best process undertaken with good faith by all parties will not necessarily eliminate or even limit conflicts. Parties with varying or competing interests may find agreement through a consensus-building process. But agreement is not guaranteed. Conflict and competition are not always addressed better through negotiation and consensus building than in other public processes – such as public meetings, lobbying, campaigning, or voting. The range of venues for reviewing and even reversing decisions seems virtually unlimited in the public sector compared to the more hierarchical business world. Even where consensus is reached among most of the key stakeholders, that agreement is subject to suspension or even reversal through political and organizational processes external to the engagement effort.

· Lesson 9 – Using New Tools: The Internet presents great new opportunities for engaging and meeting the needs of citizens. After all, sometimes the most important service that government can deliver is access to the information citizens want, in the form they want it, and when they want it. But the initial enthusiasm for using on-line applications is often difficult to sustain either in the public or private sectors. Regular investments are essential to maintain and improve systems and content. Most barriers of technology and data are relatively easy to overcome. Is the funding and emphasis on new technologies justifiable? And if it is, it can still be difficult to build and maintain commitment from the top. 

· Lesson 10 – Raising Old Issues From New Tools: Every year the number of people worldwide linking in to the Internet for the first time equals the population of Great Britain. But that Web-savvy group is not equally distributed across all groups, classes, or communities. Only 1 of every 5 people in America can connect. What about the other 80%? Access and equity are critical public sector issues. In the push for electronic services, neighborhoods and people that are least likely to use these systems cannot be ignored. Is there an equally strong push for improving access and quality in systems that serve them? At least for the near future, public agencies will likely have to maintain parallel systems to experiment with efficient and effective electronic-based services while also serving the people who do not have access to these technologies. 

· Lesson 11 – Interpreting Citizen Input: Changes in citizen satisfaction probably lag behind real changes in organizational performance. Citizen ratings may be greatly affected by a recent scandal or kudos story in the media. And some changes in community level conditions, or even program outcomes, may only be partially affected by government. Interpreting citizen satisfaction ratings —- and other input-- is more an art than a science. What is signal and what is noise? As more public agencies develop data on customer perceptions as well as effectiveness, efficiency, and financial management, these factors must be balanced in both policymaking and management. This is a representative rather than direct democracy. While the will of the people must be heard, sometimes it is better to lead rather than to simply follow. Wise politicians know that the wisdom and common sense of the public should never be underestimated. They also know that you should not overestimate how much information or knowledge the public has to start. Customer views can indeed be over-emphasized and over-interpreted. 

· Lesson 12 – Linking Public Input/Public Support: Agencies that develop the strongest customer engagement strategies often weather fiscal and credibility crises the best. Citizens and their elected leaders, in these cases, may have a clearer understanding of the agencies’ services and processes. Citizen understanding and involvement may translate into commitment and advocacy. Effective communication – both listening to and educating citizens – is one avenue to creating social and civic capital for public agencies. 

If we are to repair the individual’s disastrous loss of civic faith, citizen involvement is essential. Everyday people must feel that they are listened to, that they are respected, and that they can make a difference.

 John Gardner, Stanford University 
Founder of Common Cause and Independent Sector, 
and Former Secretary of Health, Education, and Welfare

(Source: Gardner 1996)

The Road Ahead

This is a new era of receptiveness to creative citizen- or customer-focused models. Many public agencies are eager to discover fresh ideas, understand how they work, and transfer them into general practice. 

Each of these cases demonstrates the kind of practical steps any government, agency, or program could adapt and adopt. The public sector at all levels must play a leading role in rebuilding the scope and quality of the citizen/government connection. There are many indicators that social capital and civic trust have eroded to a damaging degree. While that is true in the aggregate, however, there are also many highly creative efforts under way in the front lines to narrow the gap between citizens and government. As others join the ranks of the 12 pioneers described in these cases, they too will engage with citizens and customers in ways that build the effectiveness of government. And most important, those same strategies and processes will expand the capacity of the entire community – the public, private, and independent sectors – to act together. 
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1.
Austin, TX 
Partnerships Build Schools and Community

Topic:
Planning and Service Delivery

Partnering for Infrastructure Projects

Building Community Support

Level:
Local Government

Budget:
Austin Independent School District (AISD) – $503 million total budget 
$747 million in current indebtedness

Size:
76,600 students 

Source:
Nominated by Kim Peterson, Employee Relations Manager, Austin. Author interviews with AISD staff.

Coping with Growth

Boom/bust cycles have buffeted Texas throughout its history. An economic slowdown in the early 1990s stung the state, but in-migration and population growth resumed as health returned to the national and state economies. Austin was affected like many Texas cities. But by mid-decade, Austin was once again reaping both the benefits and headaches of another economic boom. 

The good news was the city’s growth – rising up to be the 23rd-largest U.S. city and at the heart of the country’s second-fastest-growing metropolitan areas.
 The not so good news was the consequences that attended the sharply rising growth curves. Austin’s schools were filled to overflowing. Space was desperately needed to accommodate enrollment growth of about 1,500 addition students annually. And a big backlog of repair, renovation, and curriculum-related projects had been too long deferred. 

The Bond Issue – Winning Community Support

By 1996, the school district was asking voters to approve funding to address these challenges. The $369 million bond proposal from the Austin Independent School District (AISD) was the largest ever requested in Austin and the biggest package floated by any Texas school district since 1991. 

Winning approval for such a large bond issue – doubling the district’s total indebtedness – required earning the confidence and support of the community. To the school board, community engagement and participation would be key to earning voter approval. The board adopted a covenant with voters to ensure that citizens would be directly involved in selecting, designing, and monitoring development of all projects.
 

Pat Rossett, AISD project facilitator, sees that partnering with stakeholders helped build support. “Long before the bond was passed, we went out directly to the schools and asked them to identify their needs. The projects weren’t just the idea of architects, planners, or principals. Each school had committees to put this information together. Projects were identified at the school level. That was an important part of the total scope of work recommended by the Citizens Bond Committee and approved by the School Board for the bond ballot.” 

Partnering Defined

Partnering is a voluntary, organized process by which two or more organizations having shared interests perform as a team to achieve mutually beneficial goals. Typically, the partners are organizations that in the past worked at arm’s length or may have had competitive or adversarial relationships with one another. 

American Arbitration
Association Pamphlet

Partnering Paves the Way

Austin voters approved the full $369 million bond request in April 1996. The winning vote set in motion a massive construction effort that would affect virtually every corner of the school district. Plans included 11 new schools, renovations at 96 school sites, 156 new classrooms, and a slew of safety, security, cafeteria, air conditioning, technology, and ADA improvements. The school district designed and implemented an aggressive construction partnering approach to the design and construction process. Through this approach, all interest groups – school officials, parents, students, the design team, and others affected by the project such as neighbors and non-academic users of the school buildings – participate in planning and monitoring the construction projects. 

Partnering involved the community more in decision making. If we’re asking for their support, we need to have their input as well. If you were asking a family member for money, you’d want to include them as part of the decision you were making.

   Pat Rossett
Project Facilitator

Prior to any partnering meetings, the project management team reviews the description of the project with the facility, and prepares a scope verification and functional equity report. A request for qualifications (RFQ) is used to select project architects, and they begin working with an outside project manager hired by the District. 

Rossett summarizes the process: “At the campus meeting, architects, designers, and project managers work directly and regularly with the campus personnel, community, and parents. These initial meetings include about 20 partners – from the project team to campus faculty, parents, parent-teachers associations, and community members. They work through the scope of the projects, the schedule, and a report on deficiencies found in the school.” Once the project scope is defined, the partnering shifts to the next level. Whether the focus is on completing a schematic design, design development, final designs, or construction plans and schedules, campus approval is required for each step. 

Culture Change

Through two years and more than 50 partnership meetings, Rossett says that this approach changed the environment for decision making. “It creates a familial atmosphere. People feel the project belongs to all of us – not just the designers or the construction workers. Everyone has a part in it. It’s also a good example for the children to see everyone working cooperatively. All partners have equal value. The parents are just as important as the project designers.” 

Two factors have helped ensure that the good intentions of partnering were translated into an effective and positive relationship:

(
Facilitation: Austin uses professional facilitators as well as trainees throughout the process. The district contracted with Kimble/Zetty, change and development facilitators from San Antonio. The firm also provided four days of training with district and city officials and a corps of district retirees interested in providing facilitation support. 

(
Preparation: Preparation before the partnering meetings is another important factor. Facilitators do a lot of homework prior to the meetings – including pre-assessment calls to all the key participants. The up-front work pays off according to Rossett: “We’ve had very few surprises at the sessions. These earlier calls surface issues, explain partnering, and relieve anxiety. We also give them some tools to work with as a group. For example, they have an issues resolution ladder. It establishes a method for resolving the issues locally, on campus. If they can’t resolve it, they can go up to different levels. We also give them contacts for help on conflict resolution.” 

Construction Partnering Yields Results 

•
All the interim projects – adding classrooms – are finished. Two new schools opened in fall 1998. Five new schools will open in 1999 and the new high school will open in 2000.

•
All construction plans received full and unanimous approval from the school board.

•
Board approval was expedited because all parties were in agreement before the recommendation was received for consideration.

•
Construction partnering worked so well for the school district that Austin city officials are adopting it for their projects. 
Practice Spreading in Public Sector

Construction partnering is not new. But it has been put to only limited use in the public sector. In both the public and private sectors, experience suggests this approach can cut costs and the time necessary to complete important projects. Other key results are reduced litigation costs, increased customer satisfaction with the final construction project, and reduced conflict between parties. But the greatest gains from this approach to government projects may be found in improved public support and confidence. 

Contacts:

Pat Rossett, Project Facilitator, Austin Independent School District, 1111 W. 6th Street, Suite A450, Austin, TX 78703 Phone: 512-414-4910 Fax: 512-414-4009

Paul Turner, Director, Administrative Support Services, AISD

A. Gonzalez, Superintendent, AISD

Web site: www.austin.isd.tenet.edu
Austin, TX – Key Learnings


•
Process Matters: When it comes to citizen or customer engagement, particularly in the public sector, process is critically important. It must be carefully designed and properly supported. When done right, it shows that taking time often saves time. Austin engaged key stakeholders in all the major steps of developing, planning, and implementing their bond-supported construction program. All the partners were brought to the table in an ongoing process with training, facilitation support, and conflict resolution tools provided by the school district. It takes time and effort. And advance preparation is critical. But that investment has paid off – from support for the bond referendum all the way through scheduling construction projects. 

•
Culture Change: Over two years and through more than 50 partnership meetings, this process changed the environment for decisionmaking for the Austin schools. It helped spread ownership of this massive effort, addressed conflicts before they became political or legal battles, and demonstrated to the community’s children how civic processes should operate. 

Issues/Questions

•
Differences or Similarities: Construction partnering is far more common in the private sector than for public agencies. Are there other lessons or tips from the experiences of businesses that could be applicable to government organizations? Are partnering processes led by public agencies different in some significant ways from private sector efforts? 

•
Consensus and Covenant: Parties with varying or competing interests may find agreement through a consensus-building process. But even the best process cannot guarantee agreement. Does partnering tend to shift conflict from the political arena to the consensus process? Are conflict and competition addressed better through negotiation and consensus building through partnering than in the usual processes used in the public sphere – public meetings, lobbying, voting? 

•
Extending Partnering: What about other forms of partnering between the public and private sectors? What other public sector issues lend themselves to resolution through partnering between government and key stakeholders? What are the characteristics of issues or challenges that may be most amenable to this approach? 

2. Boston, MA 
Linking Citizens to Information
 

Topic:
Access to Information

Innovative Information Technology

Linking City Departments and MIS

Level:
Local Government

Budget:
$7 million annual MIS Budget 

Size:
MIS – approximately 50 employees

Source:
Governing magazine and author interviews with MIS staff. 


Citizen to City – Who Am I?

In Boston, you can find some practical answers through new-age technology to that age-old philosophical question – “Who Am I?” Boston’s city government isn’t going metaphysical. Rather, its award-winning information technology application is aiding thousands of citizens in one of the most practical, and perhaps most important, ways. 

By hooking in to the city’s Web site (www.ci.boston.ma.us), citizens can get oriented to their surroundings. The Web page allows instant access to essential information about their city, neighborhood, and available services. And it is all available when citizens want it – 24 hours per day, 7 days per week, and 365 days per year. Waiting in voice mail queues or for walk-in appointments is eliminated. 

Boston is helping citizens find out about their neighborhood and city services quickly and painlessly over the Web. Behind the scenes, the city’s sophisticated management information system links administrative and other databases to the geographic information system. 

Come on Down to Cyberhall 

The “Who Am I?” application is an integral part of Boston’s “Cyberhall.” Visually appealing and user-friendly, the Web site earned first prize from Public Technology as an innovative information technology application. On entering Cyberhall, there is a picture of a city hall information sign. With a single mouse click on the mock “street signs” (literally drawings of Boston street signs) users can access the information they want. That includes information and services that would take hours to find and connect with through the phone or visits to city offices.

“Who Am I?” links the street address of citizens with the city’s geographical information system (GIS) and other administrative databases to deliver information on the neighborhood, ward, precinct, city council district, voting location, neighborhood coordinator, and police station. You can even find lists of special events in the neighborhood and city. Punch another button and generate a detailed neighborhood map. If you’re looking for the nearest community centers, hospitals, schools, libraries, and police stations, their locations are displayed in street-level maps. 

Information in “Who Am I?”

•
Identifies ward, police precinct, city council district, and neighborhood coordinator – complete with contact information. 

•
Maps show nearest polling place, hospitals, schools, libraries, community centers, and police stations. 

•
Lists detailed community events. 

•
Soon, citizens will use the system to pay Boston’s auto tax on line with a credit card through Boston’s first e-commerce application. 

Mayor Menino’s Leadership

Motivation and support for Boston’s IT efforts come from the very top of city government. Mike Ross, manager of On-Line Services, notes that management information systems (MIS) is part of a larger strategy. “Mayor Tom Menino has really pushed to make city services more accessible,” Ross said, “By extending hours of services, improving the visibility of agencies, combining agencies where appropriate, and using the Web, the mayor is demanding improvements in citizens’ access to services and government.” Boston’s aggressive MIS department is also an important factor. The development team takes pride in getting applications in place that stay ahead of the technology curve. 

User-Friendly, User-Valued

Almost every city has a Web site. But few are as useful – or used – as Boston’s. With 1,500 different people logging in each day, “Who Am I?” is the third-most-visited component of its Cyberhall site. “The site is the target of over 500,000 hits each month,” according to Ross. 

That level of sustained usage demonstrates strong customer interest and satisfaction. There hasn’t been a formal customer satisfaction survey for “Who Am I?”. But the site’s e-mail feature ensures an almost constant flow of feedback. “Citizen responses,” Ross said, “have been overwhelmingly favorable. Their feedback keeps us moving in the right direction. We’re always making changes based on their suggestions.”


What’s Next

“Who Am I?” was one of the first features of Cyberhall, and began operating in late 1995. It has a high and sustained level of use, and has been singled out for recognition and awards. Boston will not rest on past laurels, however. In part based on citizen suggestions and MIS work with other city departments, improvements will be rolled out regularly. Adding garbage pick-up schedules, neighborhood historical facts, and other characteristics may be among the “new construction” to Boston’s Cyberhall. And the city will soon unveil its first electronic commerce application. Taxpayers will pull up their excise bill,
 punch in a credit card number, and get confirmation of payment on line. “That will open a new chapter,” suggests Ross. “It will allow us to move forward with a suite of on-line applications, such as paying parking tickets. And all of the improvements will be made with in-house development.”


Contacts

Mike Ross, Manager of On-Line Services, Management and Information Systems, 1 City Hall Plaza, Room 703, Boston, MA 02201 Phone: 617-635-4783  E-Mail: Mike.Ross@ci.boston.ma.us.
Bill Hannon, Director, MIS. 

Todd Sims, Director of IT, MIS. 

 Kyle Taeger, Senior Developer, MIS.


Boston, MA – Key Learnings
•
Virtual Village: Communities like Boston are finding exciting ways to use the Internet to help meet the needs of their citizens. Thousands log on to “Who Am I?” to get oriented to the city. The technology is simple – linking GIS and other administrative databases that already exist into a Web page that is well designed and user-friendly. But sometimes, the most important service that government can deliver is information.

•
Commitment, Creativity, and Customer Focus: The initial enthusiasm for an on-line application is often difficult to sustain either in the public or private sectors. Regular investments are essential to maintain and improve systems and content. Unlike many other communities and public agencies, this effort has stayed the course. Boston’s aggressive and creative MIS staff draw upon their own ideas as well as input from users to constantly improve and expand the systems. And Mayor Menino’s commitment to improving citizen access to city services and information provides the challenge. 

Issues/Questions

•
Commitment and Capacity: Most barriers of technology and data are relatively easy to overcome. However, how is funding for these efforts justified? Further, many city leaders haven’t emphasized IT and accessibility to services and information. How can commitment from the top be built and sustained? Public agencies also face capacity difficulties. In a very competitive environment, how does the public sector find, keep, and reward the IT managers and technicians necessary to make it work? Can government successfully compete with business for the best and brightest? 

•
Electronic Reach: Boston is expanding beyond using the technology to deliver information through plans for new electronic commerce applications. What applications in the public sector lend themselves to this approach? What are the expectations for cost savings, boosts in quality, and improvement in access? What are the tradeoffs and underlying values in making these decisions? 

•
Equity and the Internet: About 53,000,000 Americans have and use e-mail. If 1 of every 5 people nationwide can connect to a system like Boston’s, what about the other 80%? How can neighborhoods and families that are least likely to use these systems be reached? What happens with traditional systems serving disadvantaged communities? Is there an equally strong push for improving access and quality in systems that serve them?

3.
Brea, CA
When Citizens Talk, This Government Listens

Topic:
Development Planning

Innovative Citizen Engagement

Sustaining Customer Involvement

Level:
Local Government

Budget:
$33 million general fund budget

$100 million all funds budget

Size:
35,000 total city population, 100,000 during the day. 400 city employees

Source:
Nominated by Barry Crook, Director of Quality, Department of Licensing, Washington State. Author interviews with Brea city manager.


Typical Town – Atypical Processes

Brea is a typical sunny Southern California community – one of many average sized communities that make up the massive Los Angeles metropolitan region. It is stabilized by a mix of long-term citizens and new residents. Most would be considered middle class and mid- to well-educated. And they all live within a short drive to Disneyland – America’s typical vacation destination.

But when it comes to setting a course for downtown development, Brea is far from typical. “Citizens Connecting With Their Government” is more than just a fine-sounding goal for this city. Over almost a decade of effort, it has become their modus operandi.


Development by Design

Ten years ago, Brea’s central core became the target for reclamation. A changing region and economy had left the downtown depressed. Buildings had deteriorated, and far too many were vacant. But as a new decade began, prospects for redevelopment brightened. Several developers, in fact, were competing to spearhead a 50-acre mixed-use project in the downtown area. 


The Charette and the Citizen Designers

The developers’ strong interest in the downtown was a milestone for Brea. Unlike most communities, however, this city was unwilling to cede too much authority to make decisions that would shape their community’s future character to outside developers. The city council wanted the public, rather than the developers, making the basic decisions. 

To create a vision for the city’s center, the council organized a process called “Brea by Design . . . the Downtown Charette.” Through citizen engagement, the residents’ values and aspirations would determine the direction of downtown development.

In a three-day facilitated session,150 “community designers” collaborated to plan their future. Frank Benest, Brea city manager, helped spearhead the process: “Charette participants provided the overall goals and a vision statement. Those were translated by a resource team into the conceptual plan for future development.” Once the blueprint was reviewed by the city council, the developers were challenged to go beyond their economic imperatives and to attend to the livability concerns of Brea residents. 

The developers later presented their proposals to the charette participants. Plans were rated by the community designers according to how well they responded to the themes they had articulated. These evaluations, as well as input from city staff and consultants, established the marching orders. The council selected a developer, incorporated the substance of the vision into the downtown plan, and created a zoning overlay district to ensure key features would be realized.

From Citizens’ Values to Decisions

Brea residents wanted a downtown area that was inclusive. That suggests mixed development. It affects the kind and variety of housing that should be developed. To make the central district welcoming to all age groups, the activities supported by the development plan must also be varied to meet that diversity of interests.
Implementing the Plan

Public authorities played a direct role in development of the formerly blighted downtown area. For example, the Redevelopment Agency purchased about 170 parcels. The agency was forced to take a number of properties through condemnation. And many businesses and families were relocated. 

Private developers also brought changes to downtown. Over time, a new shopping center and a neo-traditional downtown neighborhood, as well as a 12-screen movie complex, were constructed. There was only a limited opportunity, however, for Brea’s downtown development to create some momentum. The pace slowed markedly during the national and regional recessions of the first half of this decade.  


Controversy Stirs

As the recession passed and the economy brightened, the prospects for jump-starting development downtown did as well. Brea turned attention to securing a second downtown anchor. Entertainment-oriented retail seemed the best approach for a community where the population swells to 100,000 during the day. The city approached the owners of the existing downtown theater complex about expanding with another 10-screen movie house. Some people supported the development. Others felt it might overwhelm their downtown with too much activity and traffic and too many outsiders. 


Downtown Idea Fair 

“It was time,” according to Benest, “to reconnect people to the whole downtown process. We wanted to identify how we could make downtown distinctly Brea – extraordinary, unique, and everybody’s second neighborhood.” In mid-March 1997, Brea did so by conducting the first-ever Downtown Idea Fair. Through the fair, the organizers shared a status report on downtown development and generated ideas on how to make downtown “distinctly Brea.” To begin the day, participants gathered in cty hall to see two slide shows.  The first illustrated where the city had been and where it intended to go. The second reviewed unique and distinctive downtowns from around the world.  

Next, the fair moved downtown – and the real fun began.

The fair had a festival-like atmosphere – a purposeful party – to attract people in a way conferences never could. “We created an event that was fun and that would engage people’s creativity and elicit their ideas about their downtown,” according to Benest. 

Idea stations were placed around the downtown so that people could move around and be prompted to engage creatively in visioning the different aspects of downtown life. “Areas of opportunity” included: events/celebrations; landmarks; links; public spaces and art; themes and images; and public safety. Each provided a place for people to brainstorm “idea cards” about all these important aspects of downtown life. 

We had balloons in the air to show the heights of buildings. People could see what a particular building’s footprint would look like. Public spaces were chalked off. And image signs were erected to describe how a vacant area might look in the future.  All these tools helped participants to visualize the future of downtown. 

Frank Benest, 
City Manager
Before the day was through, about 200 Breans provided input on revitalizing their downtown. They offered up about 1,800 “idea cards” and city employees submitted another 900 cards through their “Mini Idea Fair.” Citizens and staff generated 2,700 ideas to help make the downtown distinctively Brea. 


From Idea Card to Action Agenda

Through an affinity exercise, the city organized these ideas into three major themes: (1) ensure an historic presence in the new downtown; (2) make the downtown a good place for children and families; and (3) replicate Brea’s small-town atmosphere.

That process identified the 20 most important ideas; and those ideas became a key part of the downtown agenda.  As of late 1998, the city had already begun implementing 19 of the top 20 ideas. 


Making the Process Work 

Offering a “creative process” may be far more effective than a traditional meeting, but it takes plenty of planning.  Brea structures their citizen engagement efforts like war games.  Yet it appears very spontaneous and fun for the participants. That is far from happenstance, however.  It takes careful structuring, planning, and creativity. 

Brea also put technical planning considerations in their proper place. Capturing the ideas, concerns, and hopes of the public is the first challenge.  The second is to translate them into technical planning.  “In our case,” Benest emphasizes, “the role of the technical experts is to take these ideas as data and to create a plan around that.”

Success also requires a sustained commitment. Benest says it best: “When we started nine years ago, doing a visioning process was a big risk. But we built on that experience and expanded the process to other issues.  Now it is how Brea does business. It takes time, some risks, and a lot of skills building with our staff and council to get to that point.”

Other Brea Efforts to Reconnect Citizens and Government

· Future development of 5,000 acres of  hillside and canyon lands that will become part of the city will follow the directions set through a broad-based public planning process.

· Brea’s Customer Care Commitment demands continuous improvement. 

· City leaders take care to “market” the city budget  – involving the public more directly in fiscal decision making.

· The North Orange County Leadership Institute helps identify, train, and energize potential community leaders – the future cadre of elected leaders and the backbone of civic groups.

· Individual neighborhoods are empowered to engage in collaborative problem solving – called “barn raising” efforts —- within their spheres of influence.


Contact 

Frank Benest, City Manager, City of Brea, Civic & Cultural Center, 1 Civic Center Circle, Brea, CA  92821-5732  Phone: 714-990-7710  Fax:: 714-990-2258

E-mail: frankb@ci.brea.ca.us

Brea Web site: www.ci.brea.ca.us/
Brea, CA – Key Learnings

· Making It Fun: Public input or planning processes often seem like an exhausting marathon to participating citizens and public officials.  By rethinking the process and injecting more than a small dose of creativity, Brea created a fun process to deal with a serious issue. It became an idea fair – closer to a carnival than a marathon. Rather than holding sessions inside an austere meeting room, they used the convention center and downtown streets to convene the citizens. Rather than dry blueprints or plans, they used balloons to outline new structures and idea stations or booths for the public to creatively engage in visioning the aspects of downtown life. 

· Reflecting Citizen Priorities: The Downtown Idea Fair generated hundreds of suggestions. And the city honored the citizens’ time and effort by putting it to work directly. Translating citizen ideas and priorities into action quickly builds faith in and commitment to the process. That’s the kind of civic capital that can make a long-term difference beyond any single project, plan, or initiative.

Issues/Questions
· Renewing the Connection: Even a successful citizen engagement process has a limited lifespan. The recommendations – and more important the commitment – wanes as time passes. How do public agencies know when they’ve reached the “freshness date” for a citizen input process? How can past efforts be honored while revisiting the same or very similar issues through a new process? How does government reconnect without exhausting the citizens’ attention span on an issue

· Considering Quality and Cost: Does the improved quality of the citizens’ input justify the significant costs and energies associated with these innovative engagement processes?  Is giving a party the best way to get increased input?  And if it is, how can that approach be justified to top appointed and elected officials or the media? 

4.
Coral Springs, FL
Citizens Drive Service Quality

Topic:
Customer/Citizen Satisfaction 
Setting Priorities and Goals
Tracking Performance
Reporting Results to the Public
Strategic Planning & Implementation
Linking Citizen Input to Management and 
   Budgeting

Level:
Local Government

Budget:
$12.5 million FY1996 city budget

Size: 
100,000 citizens, 645 employees

Source:
Based on original source materials from Coral Springs.


New City and New Ideas

Elected and civic leaders in Coral Springs see citizens as one of the key drivers in a comprehensive quality initiative that began in 1992. This TQM-model effort aims to transform the city into a high-performance organization. Formed only 34 years ago, Coral Springs is a young city. Yet it already has a rich tradition of exceeding customer requirements and working toward organizational excellence. Why? The city offers a clear answer: “We work daily to shape programs and services to meet customers’ specific requirements…. We are constantly looking for ways to respond to customers’ questions on a timely basis…. And the city talks with business and government leaders to seek better ways to provide services and address customer requirements.”

City Mission

· Coral Springs is the premier city in Florida to live, work, and raise a family. 

· Six Strategic Priorities

· Customer-focused government

· Excellence in education

· Neighborhood vitality

· Family and community values

· Financial health and economic development

· Respect for ethnic and religious diversity

(Strategic Priorities 1996-97 Program Overview, p. 10)

Citizen Satisfaction Scorecard

Each year a consulting firm surveys citizens on their priorities and satisfaction with city services.
 In addition to a detailed report from the consultant, the city develops and widely disseminates a variety of summary reports. 

Survey results in 1997 gave Coral Springs many accomplishments to tout. A few selected outcome areas and responses are summarized below.


Significantly higher/ higher than expected

Expectations met
Below or significantly below expectations

Satisfaction with quality of city services
8.4%
79.4%
11.4%

City efforts* on…
Very or generally effective

Ineffective or very ineffective

…addressing family and youth issues
57.1%

21.7%

…improving the public schools
59.8%

18.3%

…enhancing property values
70.9%

14.0%

(*Note connection with strategic priorities.) page.)

Taking the citizens’ pulse through an annual survey is only the beginning, however. City officials developed and use an impressive array of other strategies for engaging customers. These are reviewed in the next chart. Even more important, the city uses the information from all of these tools and techniques in strategic planning, budget setting, and program implementation. 

Senior assistant city manager Charles Schwabe notes that the city “has identified three types of customers. Direct external customers use our services or have been directly affected by an action by the city. Indirect external customers expect prompt, efficient responses if they need a service. But they’ve not had direct contact with a city representative. City employees and volunteers are internal customers.” Each group is tapped to provide its point of view on priorities and the quality of services.

Coral Springs – Other Customer-Engagement Strategies

· “City Hall in the Mall” takes the government to the people where they shop.

· City hall hours are extended to accommodate citizens’ schedules.

· Neighborhood meetings are held with residents six times each year.

· Focus groups help city staff better identify customer expectations and interpret the citywide survey results.

· Different survey techniques that examine specific customer groups and for a variety of departments and operating divisions supplement annual surveys.

· An integrated service request and complaint-tracking system helps city officials handle, track, and provide feedback to customers.

· More information is loaded every week on the city Web site – easing the flow of information between the city and the citizens.

· All city employees are trained in presentation, responsiveness, reassurance, reliability, and empathy.

· The city benchmarks itself against the best. Every year, staff members go on at least one site visit to other local governments or businesses to look for ideas on how to improve key business processes – like customer engagement.

· Even the city’s Communications and Marketing Department was reorganized to provide more expertise in getting the city’s message out to varied audiences. 

Strategic Planning
Planning is important in Coral Springs. But using the planning is most important. “Senior managers and employees have built a culture that emphasizes both efforts and results,” according to Schwabe. The strategic planning model used in Coral Springs is diagrammed as follows:

Planning – Strategic Plan

(
Planning – Business Plan (includes goals for strategic priorities and department services)

(
Resource Allocation – Budget decisions linked to funding and expected results

(
Implementation – Employees also set measurable goals linked to strategic priorities and departmental performance goals

(
Monitoring – Quality performance reviews are completed every three months

(
Assessment/Reporting – Annual report card (Service Efforts and Results report)

Strategic planning results in a long-term, broad overview describing where the citizens and city leaders want to be in the future. The annual budget is directly linked to these results. The budget looks at the city from ground level. It describes the resources allocated to each department, the results these resources are designed to achieve, and past accomplishments.
 The business plan and operating plans serve as a vital final bridge. The business plan, for example, links the strategic priorities to the individual programs and services that make up each department’s annual operating budget. 

If all you do is survey citizens or talk to customers, you’ll have a lot of information. But you’ll have very little impact. Coral Springs has had impact. They’ve changed their mission, honed their values, re-cut their budget, revamped business and operating plans, and aligned employee training and development to their goals. 

Tracking Performance

Coral Springs uses a variety of indicators to gauge progress. For their Customer-Focused Government goals, for example, satisfaction ratings, efficiency measures, and outcome indicators are all used. The specific indicators are described below.

Indicator
Current 
Goal

Overall quality rating for city services
88%
90%

Overall value rating for city services
72%
74%

Overall employee satisfaction rating
85%
87%

Percent increase in overall crime rate
1.9%
1.9%

Number of residents served per employee
167
174 

Each of the three customer groups identified by Coral Springs is included in the survey. Schwabe reports that “our external customer satisfaction rating is 90%. The internal customer satisfaction rating is 93%.” In fact, more than 74% of the city’s external customers believe they pay the right amount of taxes for the city services they receive.


Making Real Changes

You won’t find any S.P.L.O.T.S. (Strategic Plans Languishing On The Shelf) in this city. Based on the strategic plan, city departments were reorganized in 1994. The new structure helped to break down artificial barriers between departments serving common customer groups. Resources were also realigned to address the city’s six strategic priorities. 

In addition to tossing out the organizational chart, Coral Springs will bend the rulebook. The city has given employees permission to bend the rules. As with all local governments, they have rules and regulations to follow. While they are considered important, they’re considered “only the first step.” When it is necessary in order to address unique customer concerns and situations, city policy is that “sometimes rules can be bent.”


A Recognized Leader

In 1997, Coral Springs received the Florida Governor’s Sterling Award for its efforts at citizen and customer engagement and service improvement. It was the first city selected to receive the top-level award from this Malcolm Baldrige-based award program. But city officials aren’t resting on their laurels. They are using feedback reports from the Sterling Award Council to identify areas for improvement. “We are pleased with this honor,” Charles Schwabe said, “but we know it’s only another step on our continuing quality journey.”

Quality, service, and customer satisfaction aren’t the current “reinvention regime du jour” in Coral Springs. They’re at the top of the menu – for city leaders and employees alike – every day.


Contacts

Charles Schwabe, Senior Assistant City Manager, City of Coral Springs, 9551 W. Sample Road, Coral Springs, FL 33065 Phone: 954-344-5906  Fax: 954-344-1043 E-mail: cs@ci.coral-springs.fl.us.
Web site: www.ci.coral-springs.fl.us

Coral Springs, FL – Key Learnings

· Strategic Guidance: This city uses annual surveys and a variety of other techniques to stay in touch with citizen priorities and satisfaction with services. By disaggregating customers into three groupings – direct external, indirect external, and internal customers – the city develops a clearer picture of how these differing viewpoints affect priority and quality ratings. 

· Beyond Listening and Into Budgeting: The customer’s voice is important to planning in Coral Springs. But it goes well beyond that initial decision-making stage. The budget for each department and program is linked to the results that are expected. The city leadership created a planning cycle that ensures continuous improvement is guided by the views of their citizens. 

Issues/Questions

· Organization-Wide Culture: Coral Springs’ approach to customer engagement helped build an organizational culture that emphasizes both efforts and results. Linking performance and satisfaction data to budgeting and planning is a key step forward. But what other steps may be critical to creating customer-oriented culture in public agencies? What role, if any, can reorganization of agencies and programs play? How can the public sector move beyond a regulation-bound bureaucracy to become a place where the “rules can sometimes be bent” if necessary to meet or exceed customer expectations?

· Citizen Satisfaction as Performance Measures: Changes in citizen satisfaction probably lag behind real changes in performance. They may be greatly affected by a recent scandal or kudos story in the media. And some changes in community level conditions – or even program outcomes – are only partially affected by government. How can noise be distinguished from signal? Are there other limitations to using citizen satisfaction results as performance measures? How can public agencies best use satisfaction ratings?

· Sustaining Continuous Improvement: Some public agencies are working hard to improve customer service standards. What are the likely risks and benefits of releasing relatively low rankings of current services to the media, public, and elected officials? If satisfaction ratings are already high, how can the government or program guard against complacency? 

5.
Davenport, IA
What’s Up in “The Heights”?

Topic:
Public and Community Partnerships
Engagement in Planning 
Building Community Involvement 

Level:
Local Government

Budget:
$120 million city budget
$132,000 program budget
$100,000 in city capital improvement funds
$600,000 CDGB set-aside funds

Size:
City population – 100,000 

Source:
Nominated by Dave Geisler and author interviews with program staff.


Citizens Drive Revitalization

The problem is common to most cities. Whether big or small, new or old, most cities struggle to reverse the downward spiral of poor neighborhoods. Typically, government takes the leading role. Most decisions are made at city hall and within city agencies.  

The Davenport City Council set a different course in adopting a Targeted Neighborhood Program in 1994. Bruce Berger, a planner in the Housing and Neighborhood Development Division, recounts the change in philosophy: “The idea was to put more of the focus back on the neighborhood [in] deciding what’s best for them.” City staff would help facilitate the process. But the neighborhood itself would identify issues, goals, and action strategies. The city also backed the new approach with significant investments. To start, Davenport allocated $100,000 in city capital improvement funds. Later, an additional $600,000 in Community Development Block Grant (CDBG) funds was earmarked for each neighborhood to be spent over three years in implementing the plan. 


LeClaire Heights – Davenport’s First Targeted Neighborhood

Selecting Neighborhoods: After the new approach was adopted in 1994, the first step entailed selecting specific locales into the program. Literature reviews, consultation with other communities, and the perspective of city leaders and staff contributed to selection criteria combining both objective and subjective factors. (See next page.)

Selection Criteria – Examples

Objective: 
Subjective:

· Percent of Housing Units Abandoned, Boarded, or Vacant

· Percent of Population With Low to Moderate Incomes

· Percent of Owner-Occupied Homes

· Crime Rates
· Active Neighborhood and Nonprofit Organizations

After collecting and analyzing the data, about 30 neighborhoods qualified for targeted assistance. The City Council considered three and selected LeClaire Heights as the first neighborhood for targeted investment.

An older neighborhood just off Davenport’s downtown district, LeClaire Heights included about 800 people stretched out over 16-20 blocks. Originally settled by a mix of working class and more affluent citizens, the neighborhood’s hills offer scenic vistas of the Mississippi River. By the mid-1990s, the views remained; but decades of decline and out-migration left behind a community of concentrated poverty. Too much of the housing was old and poorly maintained. So many buildings had fallen into disrepair, in fact, that vacant lots covered about one quarter of the community. 

Organizing LeClaire Heights: Once the city made the selection, neighborhood engagement became the next objective. The first step included a neighborhood-wide meeting to talk about whether they wanted to be in the program. That initial session included concentrated efforts by all the participants to identify and prioritize neighborhood issues. Breakout groups of neighbors, businesses, and nonprofit organizations defined key issues – both problems to address and existing strengths to build on. The full group voted on priorities and elected a steering group to oversee planning and implementation. “All that work makes for a long meeting,” Berger recalls, “but it organizes the community members and leaves all the partners with clear directions about what the neighborhood revitalization plan must address.” 

Developing Priorities and Plans: The nine-member steering committee elected at the first community-wide meeting served as LeClaire Heights’ working group. Through regular sessions over the next seven months, neighborhood members worked with city facilitators and agency officials to define key issues and strategies for improvement. Through these sessions, the citizens and leaders of LeClaire Heights focused revitalization efforts on three primary issues:

· Improved Housing: Berger describes how the district defined its own housing rehabilitation plan: “They asked themselves what the housing needs really were. What mix of single family, rental, duplex, or other types of units were needed? What repairs were most critical? Then we had to find out how to implement that.” 

· Parkway and Mansion Development: A large, old Italianate mansion was already city-owned and served as a community facility in LeClaire Heights. It was close to an existing public park, but was separated by a corridor lined by vacant lots and a few remaining houses. The revitalization plan called for developing a walkway with benches, ornamental lighting, and open areas for sports and community activities to link the park and the mansion.

· Infrastructure Repairs: Brick-surfaced streets may lend a district an historic atmosphere. But the many original brick streets in LeClaire Heights were badly deteriorated. The streets needed repairs to both ease travel and improve the look of the neighborhood.

Implementing the Action Plan: Working together over three years, the neighborhood, city, other public agencies, and nonprofit organizations made a promising start in revitalizing LeClaire Heights. While implementation has taken longer than initially anticipated, by late 1998 at least 23 of 48 Neighborhood Action Strategies have been or are being addressed. Housing values stabilized and are beginning to grow. Vacant lots were purchased and work on the parkway was set to begin in spring 1999. The city’s first neighborhood police office opened and arrests decreased by over 25% by the second year of the program. The city repaired or replaced lighting and streets. And 15 owner-occupied homes were rehabilitated. These visible changes are an important sign that the district’s decline has been halted. LeClaire Heights is now on the rise.  Berger also singles out the evolution of neighborhood control of the process: “City staff started out facilitating the meetings because the neighborhood wasn’t organized. Now the neighborhood association is in the lead. They run the meetings and it is their agenda.” 

At the start, there wasn’t confidence things would get better. Now they’ve seen things happening. The feel of the neighborhood has changed since we started working together. More people are coming to meetings. There’s a lot of interest in how individuals can help. People are coming forward.  
   Bruce Berger, 
 

   City Planner


Real Progress, But No Quick Fix

The Targeted Neighborhood Program originally intended to work from organizing to planning all the way through to initial implementation with one neighborhood each year. Davenport’s experience in LeClaire Heights suggests that is unrealistic. Berger emphasizes that “no one should start this process with a quick-fix mentality. Lasting change takes a longer time perspective. Four or five years of effort may be more realistic – particularly if the neighborhood is not well organized from the start.” No single agency, program, or organization can really improve down trodden neighborhoods on its own. Davenport engaged a broad range of programs and agencies in LeClaire Heights. According to Berger, “now we have a lot of interest and involvement from organizations and agencies that weren’t much involved in the neighborhood before. You need that kind of comprehensive partnership to make a real difference.”


Contacts
Bruce Berger, Planner, Housing and Neighborhood Development Division, City of Davenport, 226 W. 4th Street, Davenport, IA 52801 Phone: 319-328-6706 
Fax: 319-326-7722

Greg Hoover, Manager, Housing and Neighborhood Development Division, Phone: 319-326-7743 
Fax: 319-326-7722

Davenport, IA – Key Learnings 

· Neighbors in the Driver Seat: Sometimes listening is the most important thing government can do to help a struggling neighborhood. In Davenport, the neighborhood’s voice sings the leading part in framing issues, options, and priorities for redevelopment. City hall and urban planners follow, rather than lead, and they build on front-line customers’ top priorities. 

· Facilitating Neighborhood Capacity: There weren’t any neighborhood or nonprofit organizations already in place in Davenport’s first targeted neighborhood. An effective process requires organization and facilitation. City planners played a dual role. In the beginning, they organized the community meetings and facilitated discussions. As time passed, they helped the community develop its own capacity to undertake these functions. Now the neighborhood association sets the agenda, organizes input and decisionmaking, and facilitates the sessions. Supporting the development of that capacity within the neighborhood is one of the most important and enduring accomplishments of the process.

Issues/Questions

· Listening, Not Leading: The shift from leading to listening may be easier in theory than in practice. How must the cultures of public agencies change to support that shift? What are the different skills that are required? How are they developed and refined by the staff? How does a public agency become comfortable with the risks that may be associated with ceding control over important decisions to external parties? How is performance or success gauged for staff and agencies that play this role? How can front-line staff and programs ensure the governing body is supportive of this approach? 

( Realistic Expectations: Process takes time. And neighborhood redevelopment requires significant public investment. In many cases, both patience and resources are limited. How can agencies and their leaders avoid or address the frustrated expectations of the neighborhood and elected officials? How can the focus on the planning and implementation process in a neighborhood be sustained over time? How can agencies know if the civic infrastructure to lead the process can be developed in neighborhoods that lack that capacity? When and under what conditions should government foster creation of neighborhood redevelopment organizations? 

6. Eugene, OR
Innovation in the Face of Crisis

Topic:
Citizen Engagement in Strategic Planning

Citizen Engagement in Service Delivery

Community-level Decisionmaking

Reforming Budget Processes

Level:
Local Government

Size:
125,000 total population

1,300 city employees

Source:
Nominated by Howard Schussler. Original 

source material from Eugene and interviews
with author.


Responding to Statewide 
Property Tax Limits

Matching the demands for services with the resources available to pay for them is a constant challenge in most local governments. Eugene is no exception to that general rule. But the adoption of statewide property tax limits in the early 1990s made municipal management an even more formidable task. The city adopted three broad strategies in responding to the crisis:

· Citizens would be more effectively engaged in planning and decisionmaking. 

· Information available to the budgeting process would be improved. 

· Government would shift from a functional organizational view to a service view with greater focus on serving customers. 

The community developed two innovative processes to implement these strategies. The first, Eugene Decisions, entailed a major community-wide planning process. Service Profiles, the second innovation, included rigorous strategic planning to better align the budget with the way services are shaped and how citizens perceive the services.  


Eugene Decisions

In 1991-92, the city embarked on an extensive community dialogue to focus attention on the choices needed to avoid a general fund budget deficit. Eugene Decisions directly involved citizens in defining services and framing the decisions about what would be cut based on the impact on services important to people. A key element of this process was the choice to view the organization of city government from the citizens’ point of view – as a set of services rather than a collection of departments. 

The city council began Eugene Decisions by assessing current service conditions and future trends. The resulting report described each service and identified primary issues through the input of citizens who used or were familiar with city services. The public comments were used by city council to determine what strategy components would be examined in greater detail and presented to the public for further comment.

The second round of Eugene Decisions took place in late 1991. Using the information gathered in the first round, the city council developed example strategies for addressing the budget shortfall. The council enlisted the University of Oregon’s Department of Planning, Public Policy, and Management to develop an approach to gauging citizens’ preferences for service reductions, service improvements, user fees, and new taxes.

In a departure from conventional citizen preference surveys, Eugeneans were asked to build their own balanced budget for the city. In spite of the complexity of that task, response rates ranged from 53% for the most complex budget-balancing questionnaire to 73% for the less demanding questionnaires. The results provided the council with solid direction in developing the three detailed budget strategies used in the third and final round of Eugene Decisions.

In January through April 1992, the city council worked with the information gathered through the first two rounds to develop three detailed alternative service and funding strategies. Each strategy represented a distinct service and funding philosophy. The third public input round focused on citizen support for the overall service and funding approaches represented by the three council strategies. During August 1992, information from Eugene Decisions was evaluated by the city council. And based on this evaluation, the council set a strategy for improving effectiveness and efficiency of city services through implementation of the Service Improvement Program. Components of this program include: service profiles; service improvement tools; and customer satisfaction.

A three-person Service Improvement Team (SIT) spearheaded development of the Service Profile. Citizen and leadership input was provided by a committee of seven citizen and seven council members. And further refinements came from a steering committee of five department heads, the human resources director, a city council staff member, and the SIT director. 

Existing budgeting practices also needed improvement. The budget did a good job of pegging spending levels and the number of people involved in providing public services. But there was too little information describing results or what the community received from its ongoing investment. Tony Mounts, the city finance manager, wanted to fill that gap. As part of the community engagement process, he organized focus groups to identify services and redefine planning and budget processes. 


Service Profiles

Eugene’s Service Profile is a planning process that facilitates the transition to a service and work process view that places a greater focus on serving customers. A Service Improvement Team (SIT) was formed and they developed a prototype process and document that would provide more of the information policymakers, managers, and the public wanted and needed. 

Elements of a Service Profile
· A service description

· Historic perspective

· Citizen involvement and customer input

· A mission statement

· Outcomes – emphasizing community-level results

· Operating principles

· An internal and external environmental scan

· A system map

· System or core process measures

· Specific strategies for implementation over the next 2-3 years


Building a Service Profile

Orientation: Each Service Profile process begins with an orientation for individual service teams. It includes an introduction to the planning process and an overview of the profile process and document. Each Service Profile Team maps the key elements of their processes. (See sample system map on next page.)

Strategic Planning: Adding to the system knowledge contained in the system map and measures, teams go through an uncomplicated strategic planning process. That begins with an environmental scan to identify important external trends and internal conditions that will affect the service over the next two to three years. 

Performance Measures: Next the teams develop system and core process measures. Normally each team selects measures for effectiveness, efficiency, customer satisfaction, and a financial measure to communicate their success in achieving desired results. Then core process measures are crafted to monitor overall system health. (See sample service measures below.) Howard Schussler, city of Eugene service improvement analyst, describes how the measures work when combined: “It’s like a car’s dashboard. Each individual measure is a single gauge; it only describes a small piece of the car's overall condition. But when you have all the measures together – a complete set of gauges – you get a comprehensive picture of the system operation.”

System Performance Measures – Examples From Solid Waste and Recycling

· Effectiveness:

Per capita waste generation rate

Lane County waste shed recovery rate

· Efficiency

Program employees per capita

· Financial

Percent of program costs recovered by fees

· Customer Satisfaction

Percent “satisfied” or “very satisfied” with services

[image: image1.wmf]
Strategies: Teams finish the profile by developing strategies designed specifically to overcome barriers and leverage opportunities to achieve the service's mission and desired results. To support each strategy, the teams set measurable objectives and list work activities. These are used to evaluate the service's progress toward achieving its strategic direction. 

Citizen/Customer Engagement: Throughout their work, Service Teams reach out to citizens and customers. As part of that process, most services use customer surveys. However, a variety of other customer engagement techniques are also used. Through outreach, the teams gain new knowledge about their system and discover opportunities to better serve customers. 

Methods of Citizen Involvement – 
Solid Waste and Recycling

· Advisory committees

· Phone surveys

· Citizen contacts through an information line

· Mailings to a list of interested parties

Each service team leaves the process with an integrated plan that is focused on serving its direct customers. It is aligned with the needs of the city organization and the wider community. The team has a clear strategic direction to help achieve its desired results, a road map for achievement, and a system for measuring progress towards its organizational goals. To complete the process, city executive managers, interested citizens, the budget committee, and city council members review draft profiles. When the review is completed, they are adopted as part of the city budget.


Eugene’s first Service Profile was completed in 1994. The latest was finished in early 1998. Each profile has a life span of three years. The time frame, in part, recognizes the rate of turnover in city councilors.


Coping With Crisis II

The 1990 property tax revenue limitation prompted the city to develop Eugene Decisions and the Service Profiles. In November 1996, Oregon voters approved a second, more stringent statewide property tax restriction. 

Schussler believes that dedication to citizen engagement and Service Profiles helped the city find its way in this second budget crisis: “As the city further tightened its fiscal belt, the services that had reached out and included people in their processes fared the best. They had a clear idea about what citizens really wanted. And the performance measurement system meant we could communicate better with citizens and leaders. They’ve helped explain more clearly to internal and external audiences what the services do. Budget choices are made with a clearer picture of what the outcomes of funding or not funding specific services will be.”


Contacts

Howard Schussler, City of Eugene, Service Improvement Analyst, 777 Pearl Street, Room 105C, Eugene, OR 97401 Phone: 541-682‑8413 E-mail: howard.r.schussler@ci.eugene.or.us
Jim Johnson, City of Eugene, City Manager, 777 Pearl Street, Eugene, OR 97401

Eugene, OR – Key Learnings


· Results-Based Management and Budgeting: One benefit of service profiles was the improvement in information used in Eugene’s budgeting process. Greater emphasis was placed on citizen involvement and customer input. Programs and agencies adopted techniques and built systems to gauge and track customer input. And this additional input was developed within the context of real decisionmaking – planning, management, and budgeting. Improving the connection between the voice of the customer and these decisions is one key to success. As a result, each service team plan reaffirms the emphasis placed on direct customers and the services they view as critical. 

· Public Input Builds Public Support: The agencies and programs that developed the strongest customer engagement strategies seem to have fared the best through the most recent fiscal crisis. Their customers had a clearer understanding of the agencies’ services and processes. Effective communication – both listening to and educating citizens – helped build support for their budget requests.  


Issues/Questions

· Balancing “Hard” and “Soft” Measures: As more public agencies develop data on customer perceptions as well as effectiveness, efficiency, and financial management, how are these factors balanced in both policymaking and management? Can the voice of the customer be over-emphasized in these decisions? How should public agencies factor customer perceptions into planning or budgeting or program management?

· Communicating Results: Improving communications on results was one of the objectives for Eugene in developing the Service Profiles process. While bad performance, waste, or scandal in government are usually amply covered, much less attention is spent on “good news” stories of accomplishments. How can government communicate results more effectively? Do public agencies have an inherent credibility problem to overcome? Can an agency measure and report on itself? How can credibility barriers be overcome? What are the roles of intermediaries – such as free or paid media – in getting the message out? 

· Maintaining Focus Beyond the Crisis: Engaging citizens, staff, and policymakers in strategic planning and gauging performance and satisfaction may be easier during a crisis. What happens when the alarm bells stop? How can government officials and managers maintain this focus and engagement beyond the immediate crisis?

7.
Fairfax County, VA
Catalyst for Collaboration

Topic:
Public/Community Partnerships

Engagement in Planning and Service 

    Delivery

Building Community Involvement

Level:
Local Government

Budget:
$1.8 billion county budget 

$2 million office of partnership budget

Size:
County population – 923,000 

Office of Partnership – 14 staff people

Source:
Nominated by Laura Goldberg, Fairfax 

County. Author’s interviews with OPP 

director.


Progress Through Partnership

Across the country, millions of children – mostly in working but poor families – lack health insurance coverage from either private insurers or public programs. Without coverage, families are exposed to great financial risk. And children’s health suffers because preventive care is deferred and attention to even serious illnesses may be delayed. 

Because the price tag and complexity of providing coverage is so great, few communities have tackled this challenge. But Fairfax County found a way to make it happen. Building partnerships and fostering community support have been the keys. Neither the local government, private sector, nor health service providers could offer comprehensive coverage to uninsured children on their own. But they could do it by working together. 


Health Services to the Working Poor

“If you see only the very best in people, you get only the very best.” That motto guides Sandra Stiner Lowe, director of Fairfax County’s Office of Partnerships (OOP). By seeing only the very best, Lowe has been the catalyst for a partnership that offers comprehensive health and dental services to over 5,000 children and is estimated to save her county about $9 million annually. 

Lowe’s work on the problems of her county’s working poor began more than a decade ago. She started by going directly to the community. A needs assessment and survey of low-income residents estimated that neither private health insurance nor public programs covered 19,000 of the county’s children. While Fairfax is a prosperous and fast-growing suburban county, too many of the county’s children were falling through the cracks. The board of supervisors was so surprised and concerned by the scale of the uninsured problem, a second study by an outside firm was commissioned. The second study not only validated the original findings, it estimated the total number of uninsured people at 98,000. “These two studies,” Lowe recalls, “defined the dimensions of the issue and served as a base for determining how we’d address this problem.”  


Assembling the Partnership

The Medical Care for Children Partnership (MCCP) was started in Fairfax County in 1986. Each component of the partnership is playing a role it is uniquely qualified to tackle:

County Government: Fairfax County was the catalyst for MCCP. In doing so, the county was attuned to the needs of all the partners. For example, the county minimized bureaucratic hurdles and paperwork. “Our role,” as Lowe describes it, “is to make it as easy as possible for our partners to provide this care.” All outreach, income verification, certification, screening, and case management is done by the county. Working with leading physicians, Lowe and her colleagues also promoted participation in the partnership by attending grand rounds, medical society meetings, and informal breakfast sessions. Physicians wanted an equitable sharing of the burden of care. So the county considers chronic or genetic conditions necessitating more services, as well as proximity, in matching providers and patients. 

Service Providers: The medical community agreed to find a “medical home” for every child enrolled in the program. More than 300 physicians and dentists joined with pharmacies, medical laboratories, and health maintenance organizations to provide services at deeply discounted rates. The MCCP provides comprehensive health care for less than $320 per child per year. Comparable coverage at market rates would cost $1,800 per child per year. Pairing reduced fees, donations from businesses, and funds raised by volunteers, MCCP saves the county about $9 million each year. The impact on the children’s health from the partnership is also impressive. Access to prevention services improved. Enrollees achieved a 97% immunization rate. Prenatal care has increased. And chronic illnesses are handled more through regular care, reducing the number of expensive emergency room visits. 

Private Sector: The county’s businesses are also active in the partnership. They’re committed leaders in the effort to serve the children of the working poor. Lowe reports: “We have CEOs of big companies saying that no child should be uninsured. They feel a moral obligation to ensure that happens.” Beyond moral and political support, businesses also opened their checkbooks. “They saw the physicians reducing their rates, and they felt an obligation to help raise the money to make the program work.” 

There wasn’t anything magical about winning support for the partnership from the private sector. We simply asked. When you have a credible government and government has respect for the business community, you can win community support.

                 Sandra Stiner Lowe,
                 Office of Partnerships


Partnership Model Expands County Reach

Fairfax County, through the Office of Partnerships, has grown beyond the traditional role of direct provider of tax-funded services to low income people. Through MCCP and other partnerships it has formed, the county is catalyzing efforts by businesses and the larger community to work together in new ways. The public sector should be expected to tackle each community’s most complex and expensive problems. But as Fairfax County demonstrated, government need not – and probably should not – face up to those challenges alone. 


MCCP Awards, Recognition, Replication

· Innovations in Government Award, Ford Foundation and Harvard University 1990

· ABC Network Documentary “Breaking the Cycle”

· Replication in Washington Metropolitan Counties and Some States – such as Illinois and Ohio


Contacts

Sandra Stiner Lowe, Director, Office of Partnerships, 12000 Government Center Parkway, Suite 432, Fairfax, VA 22035  Phone: 703-324-5171 Fax: 703-222-9198 E-mail: slowe@co.fairfax.va.us
Laura Golberg, Business Improvement Specialist, Fairfax County, 12000 Government Center Parkway, Suite 527, Fairfax, VA 22035-0063 Phone: 703-324-4117 

Fairfax County, VA – Key Learnings


· Power of Partnership: Most of the issues of greatest concern to the public cannot be successfully addressed solely by the actions of government. Rather, progress is dependent on concerted and sustained action by the government, private sector, civic and nonprofit groups, and individuals. Fairfax County illustrates how a strategy of engagement across sectoral lines can yield impressive accomplishments. Usually partnership building is ad hoc or left to chance. In this county it has evolved into a carefully crafted strategy backed by top leadership and supported by staff and some public funding. The county found and sustained the capacity essential to building partnerships and fostering community support.  

· Fact Finding Supports Action: The problem of uninsured low-income residents was more than an abstract issue in Fairfax County. The effort to build support for action on the issue began with careful study of the dimensions of the problem. Credible data and analysis defined the issue. The work directly with the community to assess needs, as spearheaded by the public sector, was an essential precursor to action.  

· Learning What It Takes: Medical and dental service providers agreed to accept patients referred to them and to substantially reduce their fees for these services. The program depended on continued voluntary participation. And the development of the program was completed with great sensitivity to the concerns of the providers. Their input greatly affected the procedures for accessing and assigning prospective patients, fee structure, case management, and patient orientation. The Office of Partnerships demonstrates that partnerships require widespread engagement, committed leadership, listening, and responsiveness to concerns raised by any and all parties. 

Issues/Questions
· Application of the Partnership Model: Does the example of this successful partnership tend to build or erode support and funding for government programs that assist low income people and families? What are the consequences when these responsibilities are shared between sectors? Do political leaders and managers see this as another source of assistance or as a replacement for public programs and investments? If funding for care is dependent on the voluntary financial contributions of the private sector, will support be maintained at appropriate levels if business profits or the general economy declines? 

· Sustaining Commitment: What strategies or tools are needed to sustain these partnerships through shifts in leadership and over the long term? How can the model be institutionalized within government? What incentives are available to maintain the voluntary participation of key stakeholders in these partnerships? What other issues might be more effectively addressed through multi-sector partnerships?

8.
Hampton, VA
Bonuses and Pay Linked to Citizen Satisfaction

Topic: 
Citizen Satisfaction Surveys

Improving Services to Citizens

Improving Services to Internal Customers

Innovative Human Resources Policies

Pay-for-Performance

Level:
Local Government

Budget:
$130,000,000 City, $257,000,000 including 

Schools 

Size: 
140,000 citizens, 1,500 Full-Time Employees

Sources:
Original materials from Hampton and

author interviews with staff


Money Talks…

Many governments talk a good game about offering customer-friendly services. But Hampton doesn’t just talk the talk. They walk the walk. Along the way, this city seems to show that sometimes cash speaks louder than words.

Hampton has a well-earned reputation for revamping the city government’s organizational culture.
 As part of that effort, the city consistently emphasized improving public services. Hampton continues to blaze the trail in using bonuses and pay-for-performance plans to encourage and reward customer-friendly, high quality, and efficient services.

For more than a decade, the city has directly linked annual bonuses for all full-time city employees to citizen satisfaction ratings of city services. Each year an independent marketing research company conducts a random poll of citizens to gauge how satisfied/dissatisfied they are with a wide array of city services and departments. 

Citizens Rate the City

The survey asks citizens to rate the work performance of city employees. Annual bonuses are based on results of the “city employee work performance” question.
 Employees in the aggregate must rate 80% or better (“extremely satisfied” or “satisfied”) before any of the bonus funds are distributed.


Calculating the Cash

The city council allocates a base amount to each and every full-time employee for this purpose. For example, if the council allocates $300/employee and the rating is at 90%, each will get $270 (90% of $300). Part-time and hourly wage employees also benefit. They can receive one-half the bonus allocated to their full-time counterparts. The “citizen satisfaction” bonus is awarded in addition to other performance increases, bonuses for innovation, and incentives.  


Improving Attention, Improving Services

Hampton’s director of human resources, Tharon Greene, reports that ratings have been consistently high: “In all the years since it was started, employees earned bonuses. In most years, the ratings reached or exceeded 90%.”

The bonus system prompted city workers to take greater notice of satisfaction ratings. “Employees pay a great deal of attention to the survey, the ratings, and how that will affect their bonus,” Greene explains. “They know when the research firm does the polling and some wait anxiously for the results.” Each year the city manager sends a letter to all employees reporting the rating and bonus levels. The letter includes the bonus check. 

But the results of the citizen satisfaction survey aren’t only used to calculate cash incentives for workers. Far from it. Citizen responses and feedback are used across the board – in city strategic planning, budgeting, and the implementation of programs. Hampton pays a lot of attention to what citizens say in the poll. They use citizen feedback to make service delivery changes, select investments in the community, and to inform other decisions.


Pay-for-Performance #1 – 
Internal Customers

The city is also implementing pay-for-performance plans that emphasize the satisfaction of both external and internal customers. For example, with some self-managed work teams the city uses team performance contracts to link pay to the satisfaction of the group’s customers. For example, 40% of the pay increase for Greene’s Human Resources staff is linked to the satisfaction of internal customers. And the incentives have yielded real changes. Says Greene: “You can see a distinct change in behavior. The employee pays more attention to the customer than to the boss. And that’s the way it ought to be.”


Pay-for-Performance 2 – 
External Customers

Hampton also awards bonuses for exemplary service to external customers. For example, a self-managed team operates a one-stop, centralized permitting office to handle most of the community’s permitting processes. The team’s customer satisfaction ratings are off the scale. They received a national award for their efforts from the Public Employees Roundtable and it was the Home Builders’ Association that nominated them! 

Now the One-Stop Permitting group is developing a team pay system that is tailored to their business. According to Greene, “They will be our first team to link their pay – a heavy percentage – to customer delight, not just customer satisfaction. If the standard is delight, not satisfaction, will that change behavior even more? I think it will. And if anyone can do it, this team can.”


…Not Just Lip Service

Linking employee bonuses or pay to the satisfaction ratings of external or internal customers is a promising idea. Even relatively small bonuses may be just the right inducement to convert some employees’ indifference into commitment to change. Hampton pays cash – not just lip service – to reinforce customer service as a central organizational value. Where employees succeed, they are rewarded. Because of incentives, behavior really does change – in the real world and from front-line employees to top management. 


Contacts

George Wallace, City Manager, City of Hampton, 22 Lincoln St., Hampton, VA 23669 Phone:757-727-6392 

Tharon Greene, Director, Human Resources, Phone: 757-272-6437 Fax: 757-727-6387

Web site: www.city.hampton.va.us


Hampton, VA – Key Learnings

· Pay Incentives: Hampton links city employees’ annual bonuses to citizen satisfaction with local services as measured through an independent survey. Even relatively modest pay incentives – bonuses, pay-for-performance plans, and team pay plans – can help draw attention to service quality. This program is an important part of the city’s overall efforts to create an organizational culture focused on service quality and citizen satisfaction. 

· Putting Survey Results to Work: While the annual bonus plan receives a lot of attention, survey results are put to work more directly in improving the quality and efficiency of services. These data also play a critical role in strategic planning, designing service delivery systems, and making budgeting decisions. Success in Hampton suggests that the combination is critical to success.

· Internal Customers: Incentives and performance targets are also useful in getting central management systems and other internal services to better match the needs of policymakers, managers, and front-line workers. In Hampton, a portion of the human resources staff’s pay is linked to satisfaction ratings of their internal customers. That can help preclude the development of rule-bound bureaucracies that are insensitive to the needs and concerns of others.  


Issues/Questions

· From Satisfaction to Excellence: In some pilot programs, Hampton moved beyond a focus on customer satisfaction to a commitment to delighting the customers. How does the adoption of more ambitious targets affect organizations and the people who work within them? How is excellence defined, measured, and tracked? Should there be a higher standard of technical measurement and impartiality when excellence is the goal? 

· Management and Labor: Relations between management and organizations representing workers have often been strained in the public sector. Will contracts and labor agreements facilitate or hinder efforts to link pay to performance or customer satisfaction? What approaches seem to hold promise for enlisting labor’s support for such innovations? 

· Satisfying Internal Customers: Human resources, budgeting and finance, and procurement systems facilitate the agency’s or program’s work. But their roles also include enforcing rules and procedures. Is there a conflict when these central management systems are assessed based on satisfaction? 

8.
Prince William County, VA
Citizens and County “Get Strategic”

Topic:
Customer/Citizen Satisfaction 

Setting Priorities and Goals

Results-Based Budgeting

Reporting Results to the Public

Level:
Local Government

Budget:
$186.4 million FY98, 2,500 employees 

Size:
250,000 total county population

Source:
Original source materials from Prince

William County and author interviews with 

staff.
Over the past five years, Prince William County has built a system that emphasizes performance measurement to improve planning, budgeting, and accountability. Integrated into the system are regular tests of citizen satisfaction with services, policies, and priorities. In fact, citizen demands for improved efficiency and greater accountability largely were the impetus for building that system.

A Strategic Plan – described as a community-based blueprint for the county’s future – was first adopted by the board of supervisors in 1992 after extensive citizen engagement. The board picked the top issues from a visioning process and formed citizen task forces. Each task force included four staff and eight citizens – with each board member appointing a citizen to each task force. 

Using a group process model, the task forces developed recommendations on goals and some strategies for achieving those goals. The board reviewed their recommendations and sent them back for refinement. The iterative process helped build common ownership for the final results.


Through that process, a top priority clearly emerged. As described in the board’s resolution, Prince William County wanted “to rightsize the government and minimize taxes while providing appropriate services to the citizens.…” 

To make real progress against that goal, officials from all levels initiated a dramatic overhaul of their management system. Until that time, use of performance measurement in Prince William County government was limited primarily to workload indicators. Even these measures were seldom linked to resource allocations in any systematic way. Nor did they provide accountability for results.
 

Beyond the Survey – Other Citizen Engagement Tools

· “Citizens’ time” is held at every county board meeting.

· The Leadership Institute – a 12-week academy – offers residents hands-on, in-depth experience with the county.

· Volunteers can match their skills with current needs through the county’s Volunteer Program Manager.

· More than 560 residents serve on a board, committee, or commission. A listing of groups and vacancies is available on line.


Citizens Score Services and Priorities

Beginning in 1993, the county has commissioned an annual citizen’s survey to monitor performance and gauge citizen satisfaction.
 A team from the Center for Survey Research (CSR) at the University of Virginia conducts the survey for the county. The 1997 survey interviewed about 900-1,000 residents. 

At a cost of only $37,000, Prince William County gets a first-class survey and report. Martha Marshall, management consulting supervisor, shares her perspective on the citizen survey: “We’ve done the survey with CSR for all five years. That helps on the costs side.” Marshall also is the county liaison with CSR. By handling the logistics with the departments, she keeps the process moving efficiently. 

Satisfaction Levels High – And Rising

Through the survey, citizens report that they are highly satisfied with county government services. From 1993 through 1997, overall satisfaction with services always exceeded 90% – from a low of 90.3% 1994 up to a high of 92.9% in 1997.
 

1997 Satisfaction Ratings


27%
Very Satisfied


66%
Somewhat Satisfied


 6%
Somewhat Dissatisfied


 1%
Very Dissatisfied

When the survey gets more specific, some key ratings show steady improvement over time. On those items that can be compared across the years, satisfaction increased on 11 items and decreased on only four.
 (See below for details.)

Changes in Satisfaction Ratings –
1993-1997
Examples of Improvements:
Increase   To

( Ease of getting around in the county 
+18%
72%

( Attracting new jobs and businesses 
+12% 
76%

( Financial assistance to the needy 
+12%
73%

( Value for tax dollar 
+10%
76%

Examples of Declines:
Decrease   To

( Recycling efforts
-6%
85%

( Land use planning and development
-5%
53%

Transportation – measured through a survey question about ease in getting around the county – has had the most dramatic improvement over the last five years. Once one of the lowest-rated services, this index has jumped markedly. A parkway was built to ease travel across the county, and it had a big impact. Other changes, such as improvements in some intersections and additional turn lanes, also helped. The impact on citizen satisfaction is clear. 

Percent Satisfied


1993
 1994
1995
1996
1997
Ease in 
Getting Around
54%
 54%
 68%
77%
72%

Rankings of trust in government, tested for the first time in 1997, are perhaps the most impressive. For example, 70% of the citizens said they trust the county government to do the right thing. (Just about always 11%, most of the time 58%, only some of the time 29%, and never/almost never 1%.
)


Reporting Survey Results

“The Prince William County executive and supervisors are very open in disseminating the results of the survey and reviewing them with citizens and community groups,” Marshall said. A variety of approaches are used to report back to the public, including presentations, a Web site, media briefings, cable TV spots, and a newsletter mailed to every household. 

The citizen satisfaction and trust in government measures, however, have only attracted limited attention from the press. “All the representatives of the press come to our news conference each year,” Marshall said, “But sometimes the coverage is disappointing in that good news doesn’t sell papers. But if there would be a significant decline for some reason, that would probably make the front pages.” 


Using Customer Responses

Monitoring and improving the quality of county services required reforms to key management systems. Over five years Prince William County completed the major shift from a line item budget to program budgeting. Under the new budget, expectations for results are specified together with budget allocations. Goals and performance on customer satisfaction measures are incorporated in the county budget for every program.

But the full change in culture and operations entailed more than altering budget process. Marshall emphasizes that revamped county management systems are designed to emphasize results, monitoring, and continuous improvement by better integrating the five elements described in the chart on the next page.

Each of the county’s 190 different programs is required to set goals. The following set of measures is provided for all county programs:

· Outcomes – results achieved

· Quality of services – customer-based standards

· Efficiency – cost effectiveness

· Outputs – service levels

· Inputs – staff, equipment, etc.

County Management System

Annual Citizen Survey

(
Program Budgeting

(
Performance Measures for Every Program

(
Tracking Performance Against Targets

(
Reporting Through a Service Efforts and Accomplishments Report and Other Reports

Customer-based measures include timeliness, accuracy, and customer satisfaction. And every program must track at least one service quality standard. For example, the service levels, performance targets, and actual achievement against those goals are included directly in the budget section for the county’s Stormwater Infrastructure Management Program in the Public Works Department. (See chart below.)

Example
FY95 Actual
FY 96 Adopted
FY96 Actual
FY 97 Adopted

Outcome: Flooding locations reported
14
50
14
20

Output: Subdivision plans reviewed
887
700
1,841
500

Service Quality 1: Citizens satisfied with watershed management activities
—
80%
97%
90%

Service Quality 2: Info requests answered within three days
100%
90%
99%
95%

Efficiency: Avg. cost of site inspected
$18.42
--
$11.00
$12.00

Citizens Revisit Strategic Plan
The strategic plan first adopted in 1992 underwent a major update in 1997. New goals were set for the 1996-00 term.
 In addition to the annual citizen survey, the recalibration of the strategic pPlan relied on citizen/staff teams to analyze issues and to recommend strategies and objectives to the county board. These teams use measurement data to help describe the county’s situation more accurately. They also recommend measures that can be incorporated into the plan and used to gauge progress toward community goals.
 


Next Steps?

Awareness of the citizen survey results is still uneven among front-line county employees. According to Marshall, “It reflects how much attention their manager pays to measurement of performance.” Further up in the hierarchy, however, “You could expect department and agency heads to cite chapter and verse on the indicators related to their department.” 

The link between pay and results on the citizen survey for top managers varies by department and within departments. Marshall points out that, at least so far, “There’s not much correlation with pay, although there is strong interest in moving in that direction with department heads.” 


Contacts

Martha Marshall, Prince William County, 1 County Complex Court, Prince William, VA 22192 Phone: 703-792-6600 Fax: 703-792-7484


Prince William County, VA – Key Learnings 

· Citizen Engagement: This county shows how public sector organizations can organize and implement a broad-based citizen engagement process to support visioning and strategic planning. But the commitment extends well beyond a one-time process to include a range of tools and processes that have been developed and used on an ongoing basis. Reinforcement through budgeting is one key to success.

· Citizen Satisfaction Surveys: Prince William County has completed five years of annual surveys. They’ve done it at a very reasonable cost – in part through an ongoing relationship with a university-based survey research center. How can public agencies structure such relationship over time to improve both the efficiency and quality of the survey process? 

· Reform of Central Management Systems: Reaching the county government’s objectives required far more than program-level changes. They’ve reformed key central management systems. For example, they’ve adopted program budgeting and goals and customer satisfaction measures for every county program. 


Issues/Questions

· Organizational Culture: How do public agencies create, nurture, and develop an organizational culture that values and is responsive to citizen input? Beyond tools and techniques, what supports the development of this new orientation across the organization? How can staff training and development reinforce responsiveness and a commitment to continuous improvement in service quality? What invest-ments beyond training are needed to facilitate citizen engagement, performance measurement and management, and taking a more strategic approach? 

· Citizen Satisfaction: The value of input from customers is clear, but interpretation of customer perception data is more an art than a science. Changes in reported satisfaction levels may or may not reflect the real performance of a service or organization. How can public agencies address distortions in citizen perception data resulting from media stories of government’s successes or failures? Are changes in customer satisfaction levels likely to lag behind improvements in performance? If so, are they limited as a short-term tool for a turn-around agency or program? What are the proper roles of subjective (satisfaction) and objective (outputs, outcomes, etc.) measures? 

· Making Management Decisions: How can the executive and legislative branch use citizen input and satisfaction survey results in making resource allocation, management, and personnel decisions? Does the marginal investment dollar go to support areas with currently high or low satisfaction ratings? How do managers use the information?

9.
Kentucky
Long-Term Policy Research Service Cyber Politics

Topic:
Citizen Engagement 

Citizen Education

Innovative Information Technology

Reaching School-Age Children

Level:
State Government

Budget:
$450,000 for the Long-Term Policy 

Research Center

Size:
Four Employees

Source:
Original source materials from and author 

interviews with staff.

Kentucky Wants YOU for Governor!

At least you can pretend to be the next Kentucky governor. But be careful what you dream of and promise to your public. The electorate holds governors accountable for successes and missteps every four years – even in cyberspace. Wisely manage state fiscal affairs and deliver the services demanded by the public and you’ll be rewarded. Fall short and there’ll be moving vans clearing out the governor’s mansion. 

These are the basic themes of a computer-based educational game developed by Peter Schirmer of the Kentucky Long-Term Policy Research Center. But the goals of the game’s creators extend well beyond entertainment. Players are also learners. As the game unfolds, new facts and interrelationships between taxes and spending, service priorities, and the impact of economic swings on Kentucky’s fiscal condition are demonstrated. 

Kentucky State Budget Game

Politics and governing are often referred to as a game. They’ve literally become one in Kentucky.


Away From Dreary Facts

Even seasoned professionals and elected officials generally find studies of long-term state spending and revenue projections a dry topic. Certainly most of the electorate would opt out of learning the conclusions of such reports. 

In early 1996, the center completed a study on the future of the state budget ($5.8 Billion and Change: An Exploration of the Long-Term Budgetary Impact of Trends Affecting the Commonwealth). It evaluated a range of issues. And it suggested some of the risks and options for addressing them over the next few years. In this form, the center was likely to reach a handful of capitol insiders. 

But Schirmer had a better idea. Why not make their results more accessible by creating a computer game? He completed a three-day training course in Visual Basic, took the spreadsheets from the report, and crafted them into the “Kentucky State Budget Game.”  

The first draft of the game was beta tested in March 1997 and it was made available on line later that spring. With feedback from the initial testers, the game was improved. After a story on the game was carried on a Lexington television station, the game started flying off the Internet. Within the first few weeks, the software was downloaded 400 to 500 times. In 1998, the circulation had risen to include several thousand copies of the game. (www.lrc.state.ky.us/ltprc/home.htm/) 


Playing Cyber-State

In the Kentucky State Budget Game, you start as a gubernatorial candidate. As you frame a political platform, you can ring up briefings on state spending and revenue trends to look at alternative approaches and their impacts. You make your promises – perhaps new investments in education and some tax cuts. And with a press of a button, you’ve won the job. 

The challenge of the game is to deliver on political promises, build and hold a balanced state budget, and cope with uncontrollable changes in the economy, judicial decisions, and federal government.

Now the challenge really begins. As a newly minted governor, you’re making the hard decisions. The game urges you to keep the state’s fiscal ink in the black. But you must also make good on your campaign promises. If the budget bleeds red ink, beware the deficit monster! Literally. The ever-present friendly dinosaur on the computer screen turns from Barney into the snapping dragon if the budget is left out of whack.

Game’s “Solace” to a Losing Governor

I hear Arizona is a nice place to retire. Just don’t show your face around here anymore! There’s not much you could have done about changes in federal law. You were just unlucky. 

As the game proceeds, you preview forecasts related to your decisions. But the politicians who don’t keep their promises become “retirees” after the next election. Pollsters take the public’s pulse. And the governors can access constant readings on the waxing or waning of their political star. Make the wrong decisions or dally in responding to changing conditions and you’ve squandered scarce political capital. If you do very well, there’s a chance at your party’s vice presidential nomination. If you fail, pack your bags.

While the game’s plot unfolds, players are almost inadvertently educated. They learn quite a lot about state revenue and spending options. And Schirmer also hopes that that new knowledge “may make them better judges of the promises made by real-world politicians” in the next elections. 


Schools – Playing to Learn

Anyone can go on line, download the software, and play Governor-for-the-Day in minutes. But the Long-Term Policy Research Center made a special effort to reach teachers and students. 

Despite the content – dry statistics about revenue and spending options – the graphics and challenge of the Kentucky State Budget Game make learning easier. It’s hard to imagine a better way to reach students with such a difficult subject.


A mailing to schools alerted them to the availability of the game. Robin Reid teaches at Lexington’s Lafayette High School and was among the first to adopt the software. In her freshman classes, the game serves as a transition from the unit on economics to the section on Kentucky state government: “As we enter state government, the game provides a really fun way for students to catch on with these issues. They learn a lot about state taxes and spending and we talk about how that influences the decisions candidates and elected officials are making. I started using it in my classes when the game first became available and really liked it. Students come back during lunch or after school to finish the game if they didn’t complete it during class. We don’t see them coming back like that very often” Teachers can also use the lesson plan materials from the center The Kentucky State Budget Game: Teacher’s Guide. The game and supporting materials address concepts applicable to some of the principles, such as cross-curriculum activities, that are central to the education reform movement Kentucky launched a decade ago. 

The game assists in teaching students about current and civic events. But classroom learning is only one of the goals for the game makers. The game may also help train part of the next generation to be more savvy voters and civic players. And as more and more students play the game, it just might be that a future state governor is getting invaluable on-the-job training.


Contact

Peter Schirmer, Policy Analyst, Long-Term Policy Research Center, 1024 Capital Center Dr., Suite 310, Frankfort, KY 40601 Phone: 502-573-2851 ext. 13, Fax: 502-573-1412 E-mail – Pschirmer@mail.lrc.state.ky.us/ 


Kentucky – Key Learnings:

· Computer Games as Learning Environments: What better way than a computer game could there be to teach the “GameBoy” generation about complicated state fiscal issues and options? The players of this educational game are also learners. The Long-Term Policy Research Center had already completed an in-depth study of state revenue and spending options. Costs of creating the game were very low. But the game has the kind of “legs” few traditional government reports could hope to match. By making it fun and offering it through the Internet, this office put thousands of copies into circulation with low costs, high levels of creativity, and a little bit of fun. 

· Product Pre-Testing: While the creator of the game could rightfully be pleased with the creativity and ease of use incorporated into the software, he was not complacent with the design. Beta testing was completed before formal release, and feedback from representatives of the target audiences was used directly to improve the game. 

· Supporting Materials: Kentucky developed a teacher’s guide to support classroom use of the budget game. The materials were even linked to some of the elements required by statewide educational reform. The guides were mailed to school districts across the commonwealth. The teacher’s guide and schools mailings greatly boosted the distribution and use of the software package. 


Issues/Questions

· Engaging the Media: Word of mouth and other efforts to generate interest in the game had limited success. After a story on the game was carried on a Lexington television station, however, the software started flying off the Internet. What role can the media play in helping to better engage citizens and government? How can public organizations use these communication channels better to reach out to broader audiences? 

· Politics is Choices/Choices are Political: No presentation on state fiscal conditions and options will be devoid of ideological influence. The presentation of options and consequences in the Kentucky game could have raised the ire of a political party or interest group. But the original fiscal study was developed through consultation with a range of people representing a variety of partisan or ideological issues. Beyond consultation, what approaches can be used to reduce the likelihood of political or ideological objections to reports, studies, or even software games developed by public agencies? 

 

11.
Virginia Housing Development Authority
Outreach to Underserved

Topic:
Citizen and Customer Engagement

Innovative Service Delivery

Outreach to Difficult-to-Reach Populations

Level:
State 

Budget:
Housing Authority has assets of $5.9 billion, including $4.4 billion in mortgages and other loans

Source:
Original materials from and author interviews with VHDA staff. 


Getting the Agency Out to 
Get the People In

Low- and moderate-income households can get a hand finding mortgages from the Virginia Housing Development Authority (VHDA). The counties in the state’s southwestern corner comprise a rural region that has a great need for such assistance. But the connection between need and help was being made too infrequently. That is until recently. VHDA decided the way to get more people to come to the agency was to take the agency to the people who needed it. That new premise was at the heart of VHDA’s decision to create a new mobile mortgage office.


Special Region/Special Problems

In southwest Virginia, part of the historic Appalachian region, most people live in small towns or the rural areas dominated by mining and farming that surround them. While rural areas across the country are faring quite well in the current national boom, this corner of the state continues to struggle. Unemployment rates are double or even quadruple the national average. In good part because of the hard-pressed economy, most counties have suffered long-term declines in population. And a good percentage of the people who have stayed are in low-income families. 


VHDA Finds a Better Way

(VHDA is deploying an innovative way to serve the grossly underserved in this region. The area has lost banking services, and is hard to serve with mortgage assistance programs. 

VHDA’s mission is to help Virginians obtain safe, sound, and decent housing otherwise unaffordable to them.

The first option was a traditional approach. VHDA looked at building offices and outplacing staff to bring services to these communities. The agency’s planning team concluded in 1996, however, that renting space and placing full-time employees within the region would be too expensive. 

But they didn’t stop there. The second option VHDA examined was far less traditional. They developed the Mobile Mortgage Office to bring services through a pilot program to nine counties in the southwest region. The mobile office, a converted recreational vehicle staffed by VHDA’s Michael Locking, takes the agency to a public that might otherwise have been unaware of or unable to access the agency’s low- and moderate-income housing assistance programs. 

Tale of the Numbers

Since its inception, the Mobile Office has been responsible for:

· Over 600 contacts

· 361 loan pre-qualifications

· 83 loan applications

· Over 40 loans for first-time homebuyers

The effort required only a modest investment – about $1,800/month rental fee for the vehicle and limited expenses for office supplies. But the impacts were significant. For example, in the first two years the program led to more than 600 contacts, 361 loan pre-qualifications, 83 loan applications, and more than 40 first-time homebuyer loans. 

That success was due in good part to the partnerships the Mobile Office forged with local officials, businesses, and civic groups. In most communities, local courthouses, churches, libraries, and community organizations host the office visits. Locking believes that: “Our program succeeds because of local involvement and the ability to react quickly to changing needs and opportunities to market VHDA’s services.” 

Serving rural areas, particularly areas with pockets of persistent poverty isolated from larger cities, is a daunting challenge for public agencies. Some public services, such as libraries and public health, have used mobile offices. This pilot effort, however, involves such a different and important type of service – mortgage programs. Further, the Mobile Office is more than a good-will gesture or public relations stunt. 

VHDA’s Mobile Mortgage Office is now a common sight in southwest Virginia. Since its startup in November 1996, the office now travels a prearranged route each month. Originally on the road three days a week, it is now on the move at least five days a week. Visits are advertised in local, weekly, and daily newspapers. A toll-free number is also available to confirm when the office will be in a particular community. 

The Mobile Office has been well received. It is so popular, in fact, that VHDA now sends it to county fairs, community festivals, and other gatherings as well. The agency also plans on purchasing, rather than continuing to rent, the converted recreational vehicle used as the office. According to staff, the service was to be expanded to three other regions in May 1998. 

Locking sees advantages that extend beyond simply improving physical access to services: “For some customers, using the Mobile Office is a lot less intimidating. We can meet and work together on the spot to see if the customer falls within VHDA guidelines.” If the credit history, income, and home price are within eligibility requirements, the customer applies for a loan during his or her visit. “The application is faxed right off to Richmond and a decision is made within 30 to 90 days,” according to Locking. 


Contacts 

Richard Taylor, Virginia Housing Development Authority, 601 S. Belvidere St., Richmond, VA 23220-6500 Phone: 800-968-7837

Michael Locking, VHDA, Southwest Regional Office, Phone: 800-447-5145

VHDA Web site: www.vhda.com/
Virginia Housing Development Authority – Key Learnings

· Innovative Outreach: The Mobile Office may not be unique, but it is unusual for public agencies to use this approach to deliver financial services. This has proven an effective arrangement for serving a hard-to-reach, rural, and low- to moderate-income populations. Since many public agencies encounter difficulties in reaching these groups, lessons from Virginia may have broader applicability. 

· The Face-to-Face Economy: Housing assistance programs are complicated and require applicants to share highly sensitive personal and financial information. As such, personal contact on the spot may be more important here than for some other public programs. For example, a call center with a toll-free number may work very well for some services. But they may work poorly for others. The nature of the services to be provided must be a key factor in choosing between or combining traditional and nontraditional outreach and delivery options.

Issues/Questions

· Cost/Reach Choices: Most public programs face conflicting pressures. They must keep administrative costs as low as possible and they have an obligation to provide quality services to as broad a population as possible. How do public organizations resist the temptation to “cream” – that is to minimize costs by focusing on groups that are easier to serve and spending less than might be necessary to reach other eligible populations that are more costly to reach? In making cost/benefit assessments, what value can be placed on fulfilling the public sector role in reaching the underserved? What’s the appropriate balance? 

· Nontraditional Service Models for Other Populations: The urban poor, immigrant and ethnic groups with limited English-language proficiency, the homeless, and seasonal laborers who travel from job to job are also difficult to reach with public services. What other models hold promise for reaching these groups? 



12. U.S. Department of Education
Surfing for Dollars 

Topic:
Innovative Information Technology

Engagement in Service Delivery

Improving Service Quality

Level:
Federal Government

Budget:
$7.3 billion for student aid in FY99 

Size:
9.8 million applications annually

Source:
Original materials from U.S. Department of Education, Web site, and author interviews with staff.


Aid Via the Web

It is “fast, free, and easy.” Could any college student pass up such an enticing offer? Not likely. At least that’s what the people in Washington who handle applications for financial aid from the country’s college students believe. 

Thanks to an innovative, technology-based effort by the U.S. Department of Education (USDOEd or Education), students seeking federal financial aid can now complete and file their applications over the Web (www.fafsa.ed.gov). This form is the gateway to all federal financial aid. And most institutional and state aid programs also rely on the federal form. With the new technology and software, students complete their applications and send them with the speed of the Web to USDOEd. 

Aid Program Applications On Line

• Federal Pell Grants
• Federal Perkins Loans

• Federal Supplemental
• Direct Subsidized and 
   Educational 
   Unsubsidized Stafford

• Opportunity Grants
• Loans

• Federal Work Study
• Public Health Act 

   Programs


From Long Form to Top Form

Low-and moderate-income college students (and parents of students) all face this daunting task. To access federal financial aid, first you must find, properly fill out, and expeditiously file the application. Until recently, traditional paper forms were the only option. But they were too long and very complicated. The agency knew the process intimidated and frustrated applicants. It was also yielding errors that required applications to be returned for corrections or completion. To improve access to student aid, the process needed redesign.  


A Modest Start 

The first phase in automating financial aid applications was modest. The department started with a “download-able” application form. Rather than finding a hard copy, students at least could get the form quickly through any computer linked to the Web. The goal for the next phase was more ambitious – bring the application process itself on line.  

The next step began with usability studies. The department brought people new to the process in and asked them to use and comment on the paper-based application. That identified problems in the paper form. An expert in designing forms joined the team, and revamped the difficult areas. Then they developed an on-line prototype and met with financial aid administrators to get even more input. Based on their suggestions, the department developed a full-blown test version. 

Customers – students, parents, and financial aid officers – were directly involved in testing and tweaking the on-line application system. The developers used customer feedback techniques almost unheard of in the public sector. During beta testing, for example, computers tallied the number of keystrokes. Cameras recorded the student’s body language and facial expressions as they walked through an on-line aid application. The design team used all these data – quantitative and qualitative – to further refine the system.  

Year 2000 Challenge

There are over 9,800,000 applications for federal student financial aid filed each year. In 1998-99, just under 50,000 were handled through the Web site. But the process is new and growing. The target is to ramp the system up to accept 3,000,000 electronic applications by September 2000. 

Education’s Jeanne Saunders worked on the project from the start. She describes the challenges the design team faced: “Some of the languages of the Internet are new, and this is a very data-intensive and editing-intensive form. Because of that, it was more challenging from a technology and software perspective. This was a more difficult process to bring on line than most Web pages you see.” But the problems were indeed overcome. The full redesign process – from initial idea to implementation – was completed in about 18 months. 

“E-Ap”

The electronic application is much better than the old-fashioned paper form. Students speed through the process in part because they avoid inappropriate questions. The system figures out in real time which questions apply and skips those that don’t. Saunders sketches the operation of skip logic: “Independent students need not provide parental information. The system figures that out and skips over about half the questions in the form in those cases.” 

The system also checks the applicant’s answers on the spot for completeness and consistency. As a result, the return rate (usually for incomplete, illegible, or inconsistent information) is 60 times higher for the paper form than for the Web-based applications. About 12-14% of the hard copy applications are returned to the applicant because of errors or missing information. The on-line system slashed the return rate to 0.2%. 

Students can even check the status of their application on line. The electronic application also yields much faster answers. On average, the paper-based process takes 30-45 days for a response. Some on-line applicants are getting responses in only 10-14 days.  

The On-Line Advantage


Paper
Electronic

Error Rates
12-14%
 0.2%

Response Time
30-45 days
14 days

Processing Costs

1/3 of the cost

Bill Healy, financial aid director at Michigan’s Northwood University, emphasizes the advantages to both students and their universities from the electronic application system: “Our university was one of the early users of the system. It is easier, faster, and more accurate for the students than the old paper process. It benefits the university and the financial aid office. We have more accurate data at the beginning of the process. We’ve emphasized in orientation with every one of our new students that they really need to use FAFSA on line.” 

We’ve emphasized in orientation with every one of our new students that they really need to use FAFSA on line.

Bill Healy,

                Northwood University

Taxpayers benefit too. Students enter all the information directly onto the on-line forms and send an electronic file to the agency. That’s reduced data entry and processing costs at the agency. Processing costs for Web-based applicants are about one-third those associated with handling paper forms. That helps slash administrative costs.


Contacts

Jeanne Saunders, Initiative Director, Applications and Student Financial Aid, Pell Processing Systems Division, U.S. Department of Education. Phone: 202-708-9874 

Greg Woods, Chief Operating Officer, Office of Student Financial Assistance Programs

Jerry Russomano, Director of Program Systems Service

Bill Healy, Financial Aid Director, Northwood University, Midland, MI Phone: 517-837-4230


U.S. Department of Education – Key Learnings

· Accuracy and Efficiency: The financial aid application process has been plagued by high error rates. That rate was cut from 12% to a mere 0.2% through the on-line process, saving frustrations and costs for both applicants and the agency. Further, because the applicant inputs the data, the agency sees a savings of two-thirds in data entry costs. 

· Sophisticated Measurement Supports Sophisticated Systems: Education’s efforts were supported by carefully structured tests of forms, technology, and customer reaction. In addition to survey ratings, the agency videotaped students completing the forms to check body language, facial expressions, key strokes, and elapsed time. But all the testing and measurement paid off with a much more user-friendly and efficient on-line system. One of the public’s greatest complaints about government bureaucracy is related to seemingly indecipherable paperwork. This agency demonstrates how technology, software, and careful design can cut through the fog of confusion.


Issues/Questions

· Launching an On-Line Presence: What goes into a decision by public agencies to use the Internet for disseminating information or providing services? Who provides the impetus? How can a proposal to launch Internet services navigate the barriers of bureaucracy?

· Agency Capacity for Growth: Now that one in two American households has a home computer, demand for on-line services from government can increase rapidly. Can agencies face up to the growth in demand for on-line information and services? What barriers must be addressed?  

· Privacy and Security: Many government forms contain sensitive personal and financial information that must be handled in a secure system. How does the public sector provide for adequate privacy and safety? Can potential on-line customers be convinced that these transactions are secure? 
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I.   Case Study Nomination: (Please briefly describe the practice, process, or effort here.  Additional materials, articles, etc. should be attached to this form.) 

A. Primary Information - This information is most important in describing your nominee.

1) What are they doing? (How are they doing it?) 

2) How is this initiative exciting or different? What aspects of the program or process commend it as a "best practice"?

3) Where are they doing it? (Place, level(s) of govt., agency, etc.)

4) Please describe the governing jurisdiction: 


__ Town 
 __ City 
 __ County  
__ Region
 __ State
 __ Other: _________________

Approx. Budget ___________  #  Constituents ____________

III.   About the Nominator:

Name -  


Title - ______________________________________   Agency/Affil.


Address


Phone - _________________________  Fax - _______________________ Internet - 


Involved in/Responsible for                            PSN

Nominated Best Practice -  __ yes  __ no     Member  __ yes  __ no

B. Secondary Information - Please supply as much of the following information as is available.  This additional background material can strengthen your candidate’s application.

6) Results - With What Results? How have results been measured? (Impacts, costs, benefits, efficiency, customer satisfaction, etc.?) Has it produced demonstrable changes in performance, process, or procedures?

7) Leadership - Who is leading the effort?

8) Sponsorship - Please describe the sponsoring Agency/Agencies:

Approx. Budget _________ 
  # Employees ____________ 
  # Citizens/Customers Served _____________

9) Partnerships - What other agencies, organizations, and individuals (inside and outside of government) are engaged in it?

10) Why are they doing it?

11) What is the time frame? (When was it stared? Was the effort one time only or ongoing?) 

12) Is the effort or initiative being adapted or adopted more widely?

13) Has it been evaluated by its sponsors or independently? (By who? When? Please provide a citation and contact person for acquiring a copy of evaluation results.)

II.   Key Contact(s) for Additional Information:

Name -         
a)

b)


Role in Initiative  





Title -        



 

Address -     





Agency/Affil.  





Phone -





Fax -          





Internet -     





II.   Key Contact(s) for Additional Information (Continued)

Name -         
c)

d)


Role in Initiative  





Title -        



 

Address -     





Agency/Affil.  





Phone -





Fax -          





Internet -     





Please e-mail,  fax, or mail  this completed form and any supporting materials to:

PSN 21st Century Governance

Attn: Linda Milanowski

ASQ

P.O. Box 3005

Milwaukee, WI  53201 

Ph: 414-272-8575

Fx: 414-272-1734

E-Mail: lmilanowski@asq.org




� The American Society for Quality has compiled the American Customer Satisfaction Index since 1994. 


� On-line searchable databases hosted by the National Academy of Public Administration, Alliance for Reinventing Government, American Society for Public Administration, and the National Partnership for Reinventing Government were particularly useful. 





� “Charting Austin’s Course for 1996: Challenge of Rapid Growth Requires Agenda of Civil Talk and Wise Planning,” Austin American-Statesman, January 1, 1996.


� Mike Kelly, “When Plans Change, Bond Money Gets ‘Redirected’,” The Austin American-Statesman, April 2, 1996. 


� Sources include “Innovative Information Technology,” �Governing, September 1997, p. 58, and author interviews with Mike Ross.


� Boston’s excise tax is an annual fee on automobiles.


� How Are We Doing: Results of the City of Coral Springs January 1997 Citizen Survey, city of Coral Springs; City of Coral Springs Citizen Survey Strategic Priorities, PMG Associates, Inc., January 1997; City of Coral Springs Business Plan – 1996-97, city of Coral Springs, 1996; Strategic Priorities 1996-97: Customer-Focused Government, Communications and Marketing Department, city of Coral Springs, 1996. 


� Customer Focused Government, city of Coral Springs, FL, 1996, pp. 2-3.


� PMG Associates Inc. of Deerfield Beach, Florida conducted the 1997 survey.


� “Strategic Priorities 1996-97 Program Overview,” p. 14.


� Customer Focused Government, p. 3.


� See Banishing Bureaucracy: The Five Strategies for Reinventing Government, David Osborne and Peter Plastrick, Addisson-Wesley Publishing, 1997. Also “A Lesson in Reinvention: Two Management Gurus Tell How a Dying Virginia City Brought Itself Back to Life,” Governing, February 1997, pp. 26-30. 


� Citizens rate performance on a scale that includes “extremely satisfied,” “satisfied,” “dissatisfied,” or “extremely dissatisfied.”


� Hampton has long used payroll checks to communicate with employees. The city’s mission and values are printed right on each check. Did it make a difference? Apparently so. In the early years, human resources staff called employees at random and asked about the mission and values. If the employees could describe them, they were invited up to the city manager’s office for recognition or an award. 


� Prince William County, Virginia: 1998 Fiscal Plan – Executive Summary and Agency Detail; Development and Use of Outcome Information in Government – Prince William County, Virginia; 1997 Prince William County Citizen Satisfaction Survey – Report of Results, Center for Survey Research, University of Virginia, September 1997; “Government and General Information – Citizen Satisfaction Survey Measures Performance,” Infocus, Prince William County, Fall/Winter 1997. 


� Case Studies, Center for Accountability and Performance, American Society for Policy Analysis, 1995.


� Case Studies, ASPA Center for Accountability and Performance, p. 45.


� Ibid., p. 47.


� Center for Survey Research 1997, pp. 19-21.


� Infocus, Fall/Winter 1997, p. 2.


� Center for Survey Research 1997, pp. 80-81.


� Ibid, pp. 33-36.


� Drawn from Prince William County 1998 Fiscal Plan – Volume II: Agency Detail, pp. 194-199.


� The county strategic plan is updated annually with some changes in strategies and objectives. Every four years, coinciding with the terms of the board of supervisors, the whole plan – goals, strategies, objectives, and priorities – undergoes a major overhaul. The most recent major update was completed in 1996.


� ASPA Government and Accountability Task Force, p. 46.
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