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In a visionary effort that began in 2006, the Executive staff of the City of Cape Coral realized that the City could situate itself in a stronger position by managing its processes, in all departments, in the most efficient and effective manner.  This would ensure a solid foundation to mitigate unforeseeable challenges.  
The City sent a request for proposal to the industry for assistance in its endeavor.  It was important to find a methodology that not only revealed waste or non-value added steps in a process, but also provided a tool to find a solution and ensure the viability of the solution.  In the search, the City learned about the Lean Government philosophy and found it to be at the forefront in helping entities from all sectors, including government, be more efficient and effective.

In their 1996 book Lean Thinking, James P. Womack and Daniel T. Jones defined a set of five basic principles that characterize a Lean enterprise: specify the value desired by the customer; identify the value stream for each product to challenge all of the wasted steps currently necessary to provide it; make the product flow continuously through the remaining, value-added steps; introduce pull between all steps where continuous flow is possible; and manage toward perfection.  This initiative strives to eliminate all unnecessary steps and/or waste in a process to enhance the efficiency and effectiveness of the service.  Briefly, a cross-functional team of City employees is established to map and dissect the existing process, eliminate the unnecessary steps (waste), and redesign the process to allow service or information to flow more efficiently.  After the new process is in place, it is monitored to ensure that the goals and objectives are met.  The main objective of the Lean Government system is to deliver the “right service” at the “right time” in the “right amount” each and every time.  
In August of 2007, the City of Cape Coral implemented the Lean Government system.  The City engaged the services of a consulting group at an initial cost of $135,800 for 16 events and trainings. To date, the City of Cape Coral has held more than 18 events introducing Lean to seven departments and nine divisions within the City.  There have been approximately $2 million in cost savings and/or cost avoidance in materials and resources.  For example, an event was held in the Services Division of Public Works – swales project – in which there is a projected cost avoidance of over $600,000 based on changing the process of repairing driveways after the swales are re-graded.  It has encouraged collaboration between departments and divisions by identifying intrinsic silos and building a bridge toward understanding the whole value stream of a process.  

The City of Cape Coral is unique in being a unit of local government implementing the Lean system.  The Lean Government system provides departments and management with the tools and skills to be more efficient, dynamic, and able to meet the challenges the City faces in any economic climate.  The goal in every event is to increase productivity and reduce cost without sacrificing quality and service to our citizens.  It has also alleviated the workload of employees by identifying non-value added steps (redundant or not necessary) in a process.  This has allowed the employee to be able to work on other tasks.   To name a few successes, the Building Division has reduced the time to obtain a permit for construction from 21 days to eight days.  In our Fire Department, we have been able to reduce the time to hire a firefighter from 66 days to 30 days.  In Code Enforcement lot mowing, the time was reduced from 52 days to 19 days to have grass mowed once the property owner received the notice of violation.  In Site Development, we have reduced the cycle time for first reviews from 28 days to five days.

As with any new initiative, there have been many lessons learned during the planning, implementation, and analysis of the program.  In the planning stage, it was realized that it is imperative that all levels of management support the initiative.  The goal is to have all levels of managers assisting the end result.  In the implementation stage, it became clear it was necessary to recognize how structuring the program and aligning all resources, personnel, and material affect each other, without ignoring external variables that may derail all work performed, such as reduction in force, buyouts, and employee perceptions.  After undergoing events, stating goals, and realizing outputs, it is important to evaluate the program to ensure that the principles of the methodology have taken hold in all areas of the department and/or division and are being followed through the use of all tools available in the toolbox.  The foundation will ensure the survival of all initiatives and continual improvement.  

There are many aspects that make the Lean Government system a viable methodology.  It includes all employees -- front line, managerial, and executive -- in the evaluation, planning, and implementation of the process and responsibilities.  Lean is based on transparency in evaluating processes and addressing barriers and work flow.  The City of Cape Coral’s Lean initiative ensures that all employees have a voice in the changes and are an integral part of all processes.  Additionally, this process empowers our employees, allowing them to gain leadership skills.  As a Council - Manager Form of government, all levels of management, from the city manager, department directors, and managers, as well as the Council, are an integral part of the foundation of our Lean Government system.  Leaders at all levels empower and support their direct report staff as well as all front-line personnel.  Diversity is integral in the implementation of any process.  By ensuring that we are evaluating a process or a function from all levels, including the perspective of all employees and citizens of our city, we are able to produce a product or service that will be cost effective and could be duplicated in other local municipalities.

The City of Cape Coral is working with other local communities to share and assist in implementing a Lean initiative in their areas.   In October 2008, we partnered with the Florida City/County Management Association (FCCMA), the Center for Florida Local Government Excellence (CFLGE), and the John Scott Dailey Florida Institute of Government, and offered a Lean Government workshop to all surrounding municipalities.  It was a great success with participants from Marco Island, Collier County, Punta Gorda, and Palm Beach County.  Our goal was to expose all municipalities and counties to the tools available in the quest to streamline processes and increase productivity without endangering the quality of the service.  We discussed the Lean principles and illustrated the tools available in the process.  In February 2009, an event was held in the Police Department in which Collier County was an active participant in the process review.  Based on our research, the City of Cape Coral is the only municipality implementing a Lean Government initiative.  While other entities, such as the Jacksonville Sheriff’s office, practice the Lean philosophy, there is no other Florida municipality following the Lean methodology to the extent of Cape Coral. 

Leadership is an integral part of any Lean initiative.  Developing Lean leaders and managers by nurturing leadership and coaching skills is a core component of a Lean culture.  One of the Lean principles is to always strive for perfection; it is a process of continuous improvement that always pursues the elimination of waste in any process and empowers the employee to initiate change.  Lean Government is a form of always questioning, via the employees, all processes and not being satisfied with a “this is how we have always done it” attitude.  It finds solutions to challenges and does not provide a “band aid” for the situation. 

The City of Cape Coral Citizen’s Academy has been a venue to educate the public about our Lean Government system as well as ask for their help and assistance with any process.  We welcome their input and participation in any event that is held in the City.  Even though there have been obstacles, such as fear of change, reduction in force, declining revenues, the Lean methodology has held to its intent to eliminate non-value added steps in a process.  Lean has assisted the City in its quest to increase productivity and lowering cost in the implemented areas.  In this day of economic crisis, including the decline of revenue due to lower property values, the reduction of staff to mitigate the loss of revenue, the City of Cape Coral has been presented with the challenge of doing more with less or the same amount of output with fewer resources.  Our visionary effort of implementing the Lean Government philosophy has proven a very effective tool to increase productivity, lower cost and provide hope in these challenging times.  
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