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INTRODUCTION
For the past ten months, four members of Plano’s management team have worked together as a group in the Management Preparation Program of Plano (MP3). It would be difficult for us to quantify the total experience, the knowledge gained, the personal and professional growth, or just the enjoyment of working to develop unconventional solutions to age-old problems with other talented managers. 

This report and accompanying presentation will attempt to summarize the results of many months of weekly discussions regarding our group project. The assignment was far reaching. It involved the many and diverse problems of a mythical city, Utoperand. Early on in our discussions, we dropped the concept of Utoperand, and called the city what it was, and what the members of this group are proud to be a part of, Plano. Because the scope of the project was so wide, the MP3 team offers this report as a starting place for future classes, who may wish to take one or two of the problems and delve into them in greater detail. Many of our solutions are quite unconventional, however this unique team did not feel bound by the constraints of how we have done things in the past, or even how they do things in the private sector. The cliché of thinking outside the box became our way of looking at our assignment. We sort of lived outside and were reluctant to come back in. 

Early on, we attempted to break our group project into bite-sized pieces. We came up with nine points, which will be our topics of discussion:  Staff Reductions, Sales Tax, Succession Planning, Permits and Citations, Non-Traditional Revenue Sources, Employee Relations, Information Services Workflow, Organizational Structure, and Infrastructure. We also developed a tool entitled “Strategy for the Future” which encompasses each of the aforementioned areas, and can be used by Department Directors, Executive Directors, and the City Manager as a tool for developing a strategic plan for Plano. Since this “Strategy for the Future” is the key product of our project, we will outline it first in our presentation. We will then review each of the specific areas of interest to consider when completing the survey.

The MP3 team hopes that you will find at least one valuable tidbit of information in this report and presentation. Looking back, we have truly enjoyed the experience and appreciate the opportunity you have given us to grow. Looking forward, we are excited about being a part of the future of the City of Plano.

STAFF REDUCTIONS

Given current service delivery demands and use of technology, staffing numbers could be comfortably reduced by twelve percent (12%).

In reviewing the feasibility of staff reductions we considered that the base concern is more truly reflected in determining the level of service versus its cost to taxpayer. The issue may not be about eliminating positions, but in seeking funding for the positions. This provides opportunities for departments to study each operation and identify options to reduce or supplement their current service levels.

Our team is recommending each department within the city draft a “Strategy for the Future.” Department Directors would be asked to study their own work systems since they would be most familiar with operations and service levels required for each business. A model of the document has been developed as a starting point on this discussion. The Strategy will also address other topics included throughout this report.

The results of this strategy would effectively address service vs. cost issues for each department. Items specifically addressed would include demographic changes, work force shifts or reductions, shared resources, revenues (new and creative), and more.

Discussion opportunities are also available in the strategy document for each department to explore efficient use of human and financial resources within their group. This is not to be construed as a “defense” of the current position or head counts, but an activity to explore opportunities, even those that may supplement existing services or segment a department’s services. There are positive uses for private resources to carry out a function which may more truly allow a department to focus its personnel or resources on matters more important to the government, or public function.

Ideas discussed by our group included:

· Technology as an option to actual people.

· Technology as a supplement to existing staff in order to increase productivity, therefore no additional staff.

· Overtime issues vs. non-traditional schedules.

· Use of part-time rather than full-time employees.

· Key industry indicators affecting that department positively or negatively.

· Benchmarks and standards used in assessing quality operations.

· Shifts in service demands across the organization where staff could be shared.

· Reduced service levels as a result of reduced staff capability.

The completed Strategy for the Future would be the springboard for decision-making and provide a model for telling “the story.”

Action Items

Short Term:
Department completion of Strategy for the Future process and document.* 

Executive Directors develop an encompassing Strategy for the Future for their business center. This should encompass information provided and cases made at the department level, but the output would be purely that of the Executive Director.

Mid Term:
A final compilation of the Executive Director documents would then serve as the Strategy for the Future for the entire organization. This would clearly define the activities and goals, as well as problems and issues for the future.

*We do not anticipate that this process could be completed in less than one year due to the amount of discussion and problem solving that must be addressed within the documentation.

SALES TAX
Sales tax projections indicated a decrease of three percent (3%) annually for the next three years while the numbers are expected to remain constant in years four (4) and five (5).

The Dallas/Ft. Worth (D/FW) metroplex is in the top 10 in population in the United States; however, there are many aspects to large cities that are not found in the D/FW area. These aspects can be created in the City of Plano to create a unique and diverse retail sector. 

The shopping in Plano and the metroplex for that matter is homogeneous. Each corner has a strip shopping center that includes a gas station, a fast food restaurant, a dry cleaner, a mini-mart, and video store. None of these strip centers have any distinguishing characteristics or architectural features. Shoppers go to whatever is new in the area because nothing is unique. This is where Plano has the opportunity to distinguish itself.

The City of Plano calls itself a “world class city.” The City has virtually every nationality, religion, race, creed, color, and interest group within its population. Why not utilize who our citizens are, and what their interests are and develop retail to meet their interests and needs?

According to the retail study of underperforming and vacant retail areas, as commissioned by the Plano Planning Department, several best practices were presented. These included:

· Recycle older retail centers.

· Create pedestrian districts.

· Know our market.

· Ensure visibility to tenants and site features.

· Facilitate the creation of associations or districts.

Our team is recommending using the suggestions from the retail study, but also having the City take a more proactive approach to declining sales tax revenues. Our plan would require a shift in the focus of Economic Development, a significant effort from the planning department, and a significant financial commitment from our City Council. We are proposing that Plano invest in itself, or more specifically, Plano should invest in the development of its existing retail space. The City should view the commercial property as an investment that pays off through its sales tax.

The focus of the Economic Development office would require the most significant shift in duties. Currently this office focuses almost exclusively on recruitment and retention of very large projects. However, a significant portion of the commercial sector is going unwatched - the smaller businesses. Our proposal would create a division for redevelopment, which focuses exclusively on smaller retail and service-oriented businesses. The goal of this division would be to facilitate infill of existing commercial space and to create demand in various locations, and to help businesses locate or relocate to Plano.

Our group had several goals that we set to achieve through our plan:

· Create shopping that is unique to the D/FW metro area.

· Better utilize existing retail space.

· Reduce the retail space per capita.

· Create diversity in the redevelopment of retail space.

· Generate an advertising opportunity for shopping in Plano.

Currently Plano has a plethora of retail space that is underutilized. The City should consider incentives for developers to redevelop underutilized areas into housing, parks, or more functional and unique retail areas. This will require direction and support from the City. We propose that the City create incentives for developers to change the usage of many of 1 or 2 of the corners of a 4 corner shopping area that exist in the City where vacancy has been an issue, or the City purchase the property. The City could develop grants, for the replacement of utilities and roads, or consider taking ownership of tracts of land for parks or open space. The result of redeveloping areas into housing units is to affect the retail space per capita, by shifting down the total square footage of retail space and increasing the number of people in the City, and the effect of redeveloping an area into a park would likewise decrease the total retail square footage within the City. We also recognize that the actual cost for redevelopment of the infrastructure would make this proposal difficult to achieve; however, we are proposing a method for financing our proposals.

We propose to place a cap on sales tax, or to dedicate a percentage, or flat amount of sales tax on an annual basis for the next 10 years which would be restricted for the redevelopment, or infill of existing retail space in the City. 

The redevelopment, or infill should be centered on character district. Several character districts could be:

· An activity based character district

· An ethnic district

· A night club/bar district

Since the City would be promoting the redevelopment, and would also be providing financial incentives, the City would be able to help set the standards for the property. When redeveloping the areas that would be turned into character districts, the City would use the Economic Development group to target companies within specific characteristics and recruit them for a targeted area. The use of incentives should be strongly encouraged, but tied to standards for the property. High standards for each character district should be established, including landscaping, the façade, and security. 

Examples:

· An activity based character district could be created at the corner of Custer and Spring Creek. This is the shopping area where the City of Plano bike trail meets a commercial property. By adding a cycling shop, and a running store located on the trail, we would be using our existing parks investment to enhance commercial opportunities. Currently most cycling and running stores offer a variety of classes to their customers, however most of these stores are located in heavy traffic areas. The opportunity to have a store with direct access from their back door to a trail system provides a unique opportunity. In addition, placing stores that are directed towards an active lifestyle within the same shopping area creates one stop shopping. In addition we would suggest recruiting stores for active lifestyles, such as a vitamin store, a chiropractor, a smoothie store, a bagel shop, and possibly turning one of the larger spaces into a skate park/store similar to the Grapevine Mills mall. There is nothing similar to this in D/FW and would be unique to Plano.

· An ethnic based character district would be a Little Italy. The Northeast corner of Park and Preston would be a wonderful location to create Little Italy. By adding several “true” Italian shops, this area could be quickly revitalized, and with a grant from the City, the façade and area could be given a makeover to truly make the area Little Italy. This area could have several authentic restaurants, bakers, butchers, and clothiers. The City could use the North End of Boston for a template for the atmosphere and look that they were trying to create. There is nothing similar to this in D/FW and would be unique to Plano.

· A nightclub/bar based character district could be created at 75 & Spring Creek. This is an area away from most residential areas and is located where the DART will one day have access. Plano could create “The End of the Line.” This area would be able to be created from scratch and controlled through its plan to create a pedestrian friendly nightclub/bar district. The West End of Dallas could be a base template for this development. This would be an opportunity to capitalize on the fact that there is nothing similar to this north of downtown Dallas and would capitalize on our surrounding cities.

Action Items

Short Term:  
Place a cap on budgeted sales tax figures. 

Mid Term:
Identify three test areas to develop in the City of Plano. 

Begin economic re-development partnerships with landowners. 

Long Term:
City purchase land to develop from existing land developments. 

SUCCESSION PLAN
The probability of approximately 35% turnover in key management positions during the next three years could highly impact work flow if transitional plans are not in place.

This MP3 Program was born out of recognition for the need of succession planning. While the program is, in itself, worthwhile, it probably does not go deep enough into the organization, nor does it touch enough employees to have the maximum effect on the organization. Succession planning should be the responsibility not only of each department head, but of each manager in the City.  
Plano has prided itself on its unique organizational culture. Plano has dedicated itself to excellence in providing services and its citizens have come to expect the best. Plano has been innovative is seeking non-traditional solutions to problems faced by most cities. Plano’s culture has evolved over the past thirty or so years, and other cities have sought to duplicate it, with varying degrees of success. Some cities have sent staff to study Plano’s organization while other cities have boldly hired key Plano staff in hopes of duplicating our City’s successes. It is an interesting phenomenon that while many organizations look to other City’s employees as a means of facilitating change, Plano looks within, to its own employees who have learned to embrace change. Plano’s challenge then, is to continue to foster the growth of our employees and to educate them in the ways that have made our City what it is today. As tenured employees leave, we must ensure that others who share the same values are ready to step up into their places. To that end, the City must:
· Create identifiable career paths within departments which will encourage employees to prepare themselves for additional responsibilities.
· Place value on learning the organizational history and culture.
· Encourage tenured employees to pass on the composite history of the department and contributions to the City organization.
· Require managers to take an active role in ensuring that there are employees ready to step up into their positions.  
· Consider assistant director positions as a career step.
· Promote informal interaction between departments at all levels, not just at the management team level.
· Create a simple (ten words or less) mission statement for Plano employees, as opposed to the more complex City of Plano mission statement.
· Remind employees often of the organizational goals, mission and values.
· Involve employees at all levels in decision making, especially at lean times when budgets are being reduced.
The above listed ideas should help to promote an organization which values its past and looks forward to its future with eager anticipation. The following steps should be taken as a course of action:
Action Items

Short Term:
Include “Succession Planning” as an item on annual evaluations for employees at the Management Team level.

Develop an employee mission statement.
Mid Term:
Develop/identify career paths in all departments and communicate these to employees.

Document each employee’s efforts to improve management skills on PeopleSoft.
Long Term:
Identify or create additional opportunities for inter-departmental activities which are meaningful in nature (not just social functions).

Here is a good test for how secure a manager feels toward the continued success of his or her organization: When you go on vacation, how often do you wonder, or even call back to see how things are going at the office?

PERMITS AND CITATIONS
While the issuance of residential building permits will decrease by 17% over the next three years, commercial permits will increase 3% annually. Also, citations issued through the Property Standards Department will increase by 23% during the next three years.

Permits and Citations is an area where the City of Plano must ensure that we are maximizing our potential for revenue, while providing the necessary services to our citizens at a reasonable cost. This can be a delicate balancing act. Recent developments in technology have created opportunities which must be seized upon and marketed to citizens as service improvements. For example, no one really wants to get a traffic ticket, but if a citizen can pay the ticket online, with a minimum of inconvenience, they are less likely to be upset with the City as opposed to the citizen who waits in a long line at the Municipal Court after taking half a day off work to pay the fine. Likewise, online permitting, bill payment, and other access to City services must be exploited. 

The City of Plano has been developing its website to allow for online access to services, and currently provides electronic garage sale permits, utility bill payment, Parks and Recreation registration and Municipal Court fine payment. Under development and testing are applications for building permits, alarm licenses, animal licenses, Plano Pure products, and Health Department permits. Future applications should include solid waste pickup scheduling, library functions, and providing kiosks at convenient locations. Easier access to permits and licenses will encourage citizens who would ordinarily ignore requirements to obtain the necessary documents and increase revenues. The systems will also allow the City to maintain a more current database of citizen information. With technology available today, a person working on a home improvement project could obtain their permit at Lowe’s or Home Depot when they buy their supplies.

Several City departments currently issue citations for various violations of City Code. Obviously, the Police Department issues citations for traffic and criminal complaints. Property Standards writes property and zoning complaints, trash complaints are handled by Solid Waste and Property Standards, Building Inspections deals with sign complaints, Environmental Health handles animal and restaurant complaints, Engineering follows up on lane closures and trench safety, Public Works on illegal watering, and the list goes on. The MP3 participants propose taking a good look at our citation writing responsibilities and attempting to centralize the complaint and citation function. This centralization issue is one of many which are further discussed in Issue 10, Centralization vs. Decentralization. Several attempts have been made in the past to create a complaint tracking system but these have only met with limited success. This may be because no one department or agency has been given the overall responsibility for complaints. Creation of a central clearing house for complaints and citations involving violations of City Codes, other than Police matters, may be the answer.

Creation of an office of Ombudsman (for lack of another name) would provide citizens one point of contact for all complaints. The office could route complaints to the appropriate agency for follow-up. The Ombudsman would also be the citizen’s advocate at City Hall. Employees in this office could be granted citation writing authority and become familiar with complaints in the following areas: 

· Illegal signs

· Garage sales

· Water violations

· Parks complaints

· Lane closure procedures

· Open burning

· Parking in fire lanes

· Handicapped parking

· After hours construction

· Trench safety

· Noise complaints

These generic compliance officers would not necessarily replace other employees who specialize in code enforcement or health matters, but would be another tool available to citizens around the clock. The office of Ombudsman would also follow up on complaints regarding City services. For example, if a restaurant owner believed that a health inspector was being unduly hard on his place of business, he could have the Ombudsman check into the matter. The Ombudsman would have to establish a relationship with other departments which was non-threatening and be a skilled mediator. This is concept which has been successful in other cities, primarily in Europe. As park facilities continue to grow, especially with the addition of the Oak Point Nature Preserve, a natural offshoot of these compliance officers might be a Park Ranger Program.

Action Items

Short Term:
Continue implementation of online services. 

Mid Term:
Study centralizing complaint process (Ombudsman Program). 

Identify additional online services. 

Provide better access to City Services (kiosks). 

Long Term:
Park Ranger Program

NON-TRADITIONAL REVENUE SOURCES
There is a growing need to identify alternate, non-traditional sources of revenue to address the growing deficit.

The City of Plano has traditionally relied on a growing property tax base, supplemented by sales tax revenue that grew for the past decade in exponential growth rates. Growth in revenues was directly correlated with the growth of the residential and commercial population within the City. Now that Plano has begun to experience a precipitous decline in growth and has also begun to approach maturity, the City must look at new and innovative ways to generate revenue. 

Plano is viewed around the state and the country as an innovative and progressive city; however, the City has primarily relied on traditional sources of revenue. Our team is recommending using the assets and the reputation of Plano to explore markets and avenues that have not traditionally seen municipalities as participants. 

Our group had several goals that we set to achieve through our plan:

· Identify avenues that complement suggestions from within our overall plan.

· Exploit avenues that will allow a maximized return either by minimizing cost or adding new revenue.

While the group has explored a vast array of revenue options, we recognize that each presents the City with both costs and liability. After careful consideration, we suggest that the City explore the following four options:

· The City should form partnerships with corporations. For example, Plano could consider having an official provider of equipment for the City. The City could go through the RFP process for lawnmowers with specifications and maintenance requirements. Through the process the City could have a company become the official lawnmower of the City of Plano. (It is important to note that the City should reserve the right to purchase additional equipment if the supplier does not have a model to fill the City’s needs.) This would provide the winning bidder with the ability to advertise to other cities as the “official” supplier to Plano, while Plano would experience lower costs.

· The City should consider setting up and endowment for the Arts and Community Groups. The City has to fund the arts on an annual basis through either the General Fund or the Hotel Motel Tax. By setting up an endowed fund, the City would incur a heavy financial burden only once to create the restricted principal balance and from that point forward, whatever interest the fund generates would be strictly dedicated to the Arts or Community Group. This way the impact to the rest of the City is minimized and these groups are assured of funding both now and in the future. This fund could be created over several years by the City and by soliciting donations from the Community.

· Plano should consider charging for consulting services we already provide. The City currently provides advice and programs for free. Plano should consider charging those cities that use Plano for setting up programs or providing information that requires a significant effort by the City. The City would seek payment for the time and benefits of the person providing the service or information. Plano provides experience and expertise to cities who are beginning to grow or who want to utilize practices that Plano has spent the time to research and implement. Why should another city benefit from the education and the experience that Plano has made the investment to have?

· Plano should consider patenting more of its programs and software. The City spends a lot of money on consultants to modify software to our specific use. Other cities can then request to purchase the software with the modifications, and not incur the cost of the consultants. Plano is doing software research and development, and others are benefiting. 

Action Items

Short Term:  
Set up endowment for the arts and file for patents. 

Mid Term:  
Seek corporate sponsorships. 

Long Term:  
Study benefits of consulting/ charging for advice/service. 

EMPLOYEE RELATIONS
As additional changes occur as a result of build out, a decreasing tax base, economic uncertainty, and a changing work environment there will be a visible increase in the number of employee relations issues.

The City of Plano has 2,001 full time employees and 660 part-time employees. Salaries and benefits for the employees totals $144,308,666.

The level of service provided to the community is defined by this workforce. It includes all levels of employees. The productivity and attitude of all levels of employees are keys to the citizen’s perception of service delivery.

This issue focuses on internal employee relations. Typically, the relationship between management and the workforce is considered when addressing “employee relations”; however, the group discussed various topics that have 360-degree relationships. For example, effective communications that leads to a productive work environment may be greatly influenced by the ability of two managers in different departments to develop and maintain positive relations.

Employee relations is an extremely broad issue to address. Some of the group’s discussion focused on:

· Improving communications by developing a best business practice roundtable as promoting teamwork.

· Utilizing recorded video messages (sound bytes) from management to ensure employees have an opportunity to hear a consistent message directly from the (appropriate) source.

· Utilizing technology to distribute information to field employees.

· Revising or recreating internal mission statements and continually focusing employees on their department’s primary objectives.

· Researching private sector organizations that have been recognized for excellence in communications (with employees).

· Research and streamline employee termination processes, with an understanding that there must be a balance between being pro-employee and pro-manager/supervisor. This is especially pertinent to internal service departments involved in employee relations.

· Consider the loss of productivity that results from managers and supervisors who spend an inordinate amount of time trying to pacify or justify actions to a few employees who are chronic complainers and the increasing entitlement mentality of the workforce.

Other issues addressed in this report may have a profound effect on employee attitudes.

· Staffing reductions

· Succession planning

· Recreation and leisure

· Centralization vs. decentralization (organizational structure)

· Cost vs. benefit

Another topic noted in the “Utoperand 2006 and Beyond:  Our Goal” was the concept of manageable workloads for City staff. Actions identified in the document include:

· Implement/maintain training programs.

· Incorporate stress management techniques.

· Provide avenues for dispute resolution.

· Provide opportunities for idea exchange.

· Conduct staff studies.

· Conduct an employee satisfaction survey.

The concept of manageable workloads (i.e., appropriate staffing levels to meet the expected standards) also has a significant bearing on employee attitudes. As a part of the MP3 group session with the Police Department, a Service Standard Index report was provided to participants. This document is a good example of an empirical effort to justify resources at various levels ranging from ideal to critical allocations.

Part of the formula for staffing levels identifies a portion of each employees available work hours that should be allocated for various leave, training, briefing, and administrative time.

While most departments recognize the value of training and communication and often develop programs to address them, it is questionable if the time required to ensure these functions are carried out, is “budgeted” for.  If it is not, day-to-day work issues may take priority over communication and employee development, and morale breaks down.

Turnover rates also impact staffing levels and should be accounted for when determining resources required to accomplish standards.

The connection between managing workloads and employee relations is obvious. Time must be allocated for training and communication, or day-to-day work and problems will begin to take priority, and ultimately lead to poor employee relations.

Other issues related to employee relations that were discussed includes the organization’s continued efforts to support employee decisions (empowerment) when citizens or employees go to management to shop for the answer they want.  

The team concept, that employees should be responsible to report or deal with problems that they encounter, even if it is “not normally part of my job” needs to be emphasized. The internal use of the office of the Ombudsman could help address this.

As technology becomes more prevalent, more technical training will also be necessary.

Ideas and suggestions include:

· Establish a forum for sharing best practices on processes and functions common to many departments.

· Develop a recognition and award program (e.g., brag-night presentations) for the best-of-the-best practices.

· Research the use of closed circuit television monitors (similar to Plano Centre’s patron information system) that could continually display information, updates, and be capable of broadcasting video/sound bytes to employees at all locations in the city.

· Establish an employee hotline with current news to help quell rumors. 

· The Police Department is using a simple but strong department mission statement with some objectives that could be a model for other departments.

· Assemble a task force to research communication techniques used by successful leading edge companies with good employee satisfaction.

· Review and identify barriers to terminating or reducing the time spent on employees detrimental to the productivity and success of their department.

· Carefully consider the impact of staff reductions, succession planning, and organizational structure on employee attitudes.

· Explore low cost opportunities for employee socialization, recreation and leisure, to improve cross-departmental familiarity. Be willing to allocate time for this purpose.

· Encourage departments (perhaps through the Strategy for the Future document) to better define service standards and budget/allocate time for essential employee relations needs. This relates directly to the cost vs. benefits issue. Choices in the delivery of core and non-core services to the public must be balanced with the need to maintain a productive, efficient workforce.

· In each annual budget presented to City Council, include one highlight that focuses on an employee (other than salary and benefits) program. This does not always have to be an increased expenditure, but may be a shift in resources or a sponsored activity that is designed to boost morale.

Action Items

Short Term:  
Begin a best practices forum for employees and/or employee groups.

Highlight a new employee program in the budget process that is practical for City Council to approve.

Mid Term: 
Utilize the Strategy for the Future document to identify methods to emphasize city and department missions and that training and briefing/communication time is a priority within each employees (manageable) workload.

Long Term:  
Develop a high-tech audio/video communication network to disseminate information, especially to those portions of the workforce that do not have regular access to a computer.

INFORMATION SERVICES WORKFLOW
Conduct a workflow study through Information Services to determine how workflow may be streamlined by using technology that is currently in place.

How can Information Services be more effectively integrated into the needs of city departments in serving our citizens? Determining the boundaries and expectations of the Information Services department seems to be the prevailing issue.

It appears that Information Services has more technical staff than field staff. While technical staff is necessary to continue the operations of the systems, this is one area where provisions through private services should be considered. Private resources, with only a few city-employed technical staff to monitor the processes and contractual obligations, can accommodate file servers, maintenance, security, infrastructure, and help desk services. Additionally, more time for manager’s to consider customer service issues would be made available by contracting technical services.

Maintaining or increasing the level of field staff should be considered. Having available staff resources as partners in integrating software systems and packages desired by user departments is a very important link in the technology chain. The priority for field staff should be consulting with departments on possible technological supplements to department operations and how those packages can integrate in the existing systems and work plans. There are many packaged products available eliminating the need for writing our own. This field assistance should also provide the interpretation of technical documents and designs into layman’s terms that city staff can understand. 

A more customer-centric culture should be implemented in order to produce these results. Information Services staff should be continually in the field sharing their working knowledge of the possibilities through technology integration throughout our organization.

Additionally, the closed environment of Information Services and their work program creates misunderstanding and confusion throughout our organization. By changing the work plan to more of a customer focus and being seen throughout the organization integrating systems and processes, Information Services can remove these negatives from the organization.

Action Items

Short Term:
Review all work programs of Information Services.

Determine which elements could be privatized and what affect this would produce on current staffing levels.

Determine which elements, if privatized, might actually be enhanced.

Mid Term:
Complete privatizing of services selected.

Re-focus remaining staff to field services. This might include assigning and housing specific field staff to user departments.

ORGANIZATIONAL STRUCTURE
Review departmental processes and workflows to alleviate duplication of tasks, consultant costs, equipment use, and delivery of services.

This issue is closely related to Staff Reductions, which led to discussion on centralization vs. decentralization of the organization and services. The group discussed the idea that centralization occurs when the cost of decentralized organizational units crosses a threshold where it is impractical or unaffordable to truly duplicate resources in several organizational units. The cost vs. benefit concept is highly applicable when assessing centralized vs. decentralized services. While it may cost more or there is a duplication of resources, the benefits of decentralization should be carefully evaluated. The public may be willing to pay for the service/benefit. With Plano’s rapid growth and current funding restrictions, centralization of services seems logical; however, there may be exceptions. 

The simple questions of who, when, where, and how should be addressed in Strategy for the Future. A key concept is that Executive Directors (or objective non-departmental staff members) should evaluate potential consolidation of department services or reorganization where it may result in savings, conservation, or better service delivery.

The group discussed the follow internal service departments and the general perception of their effectiveness as a centralized or decentralized department:

· Accounting/Payroll/One World

· Risk Management

· Purchasing/Warehouse

· Information Services

· Human Resources

· Public Information/PTN

· Customer Service (city departments)

· Action Center

· Utility Billing

· (new) Ombudsman Program

· Budget

· Equipment Services

The concept of cross-functional responsibilities and better communication between department employees also surfaced. For example, solid waste employees, while on their routes, help communicate neighborhood issues to Property Standards personnel.  Emphasizing training and more efficient communication lines to promote this is recommended.

Ideas and suggestions include:

· Better define the levels of customer service and the incremental costs to provide better service. As an example, different dealerships (Chevrolet/Ford vs. Mercedes/Lexus) provides buyers with a choice in customer service levels.

· Consider developing an Intra-governmental Relations office that performs internal consulting and productivity analysis, in an audit-like function. An analysis of centralized vs. decentralized services should be conducted on an on-going basis. Confidentiality may be a key to effectiveness.

· Define whether departments are centralized, decentralized, or both. Also define the primary role of each department as an internal or external service. Evaluate the ramifications of changing the focus from (more) centralized to decentralized, or vice versa, as a part of the Strategies for the Future.

Action Items

Mid Term:
Utilize information in Strategy for the Future to evaluate organization changes.

INFRASTRUCTURE
The City’s infrastructure was not identified as an issue in the Utoperand model. The impact of the continued growth of the infrastructure, and the operations and maintenance of it plays a major role in the delivery of city services.

The group discussed GASB34. While the accounting and reporting requirements for the city are being met, there could be more emphasis placed on internal use of the data.

A more comprehensive asset management program that carefully identifies and tracks the condition of the city’s infrastructure is needed. Most importantly, it would help project resource requirements to repair, replace, renovate, and generally maintain the assets, would help city leadership justify budgets with better factual information.

Many of the tools to better accomplish the intent of GASB34 are already in place.

· Department inventories/databases

· Department work management systems

· Geographic Information System (GIS)

· Computer hardware/networks

· Accounting systems and standards

· Budget systems and documents

This is the type of program that could benefit from a more centralized organizational unit to assemble the facts; however, it should not limit or force departments to operate differently, just for the sake of recordkeeping. The purpose is to help departments manage assets and provide information to decision makers. It does not necessarily need to be part of an existing internal service department.

As an example of information that helps communicate future infrastructure costs, the current public works infrastructure is valued at approximately $800 million. However, to replace the same infrastructure would require over $2 billion. The Engineering Department indicated that rebuilding an entire road costs nearly three times as much (as the initial installation) due to demolition and developed conditions around an established roadway.

These two separate pieces of information confirm that the City will face higher expenditures in the future to maintain/renovate infrastructure. 

The planning and detailed analysis will help justify and prepare leadership for the financial decisions associated with sustaining Plano’s infrastructure and environment.

The group also discussed the differences, but importance of both the private and public infrastructure. Again, the city has resources and programs that address issues in both sectors.

Current efforts to involve neighborhoods and homeowners associations (HOA’s) in a proactive manner are intended to identify infrastructure (among other service delivery and quality of life) issues.

The efforts sometimes produce issues that are irritants rather than relevant needs, but the potential to discover real issues and educate the public is significant. This concept could be strengthened and become an even more useful tool in explaining how the city operates to leaders (HOA officers) that can then inform neighborhoods.

Input from HOA’s and the commercial sector is important if all of the public infrastructure and assets of the city are to be properly managed and coordinated with private infrastructure issues.

This point leads to addressing standards of service. There is a minimum level that city leadership could better identify (based on the opinions of the professional disciples within the city) that meets the intent of GASB34 and promotes the health, safety, and welfare of the public. That is to say, “to do for the people what they cannot do for themselves.”

Beyond this minimum level, it is the job of the city leadership to determine what the public majority wants to have in the way of services delivered. This includes identifying the costs and deciding whether to provide it based on the value of the benefits to the community. This is not a new concept and is already part of city policy and practices in varying degrees.

The cost vs. benefit matter is interwoven throughout all the issues contemplated in the group project. Because of the capital investment in the city infrastructure and the major O&M costs associated with preserving the infrastructure, the ability to factually project the cost of fundamental services should be carefully tracked and analyzed. In other words, are core services being overlooked to provide other non-core services desired by the public? Does the public realize what core services may be sacrificed for the desired non-core services?

The group also discussed the role of the relatively new Transition and Revitalization Board. This City Council appointed board will play a key role in advising the Council on the condition of the infrastructure.

Ideas and suggestions include:

· (Re)assemble an Asset Management Task Force to review the status of GASB34 reporting and examine the city’s systems and processes to ensure all factual information is available and understood. Consider using the modified approach.

· Review the need for cross-functional teams (or consider a more formal centralized unit) to respond to neighborhood issues and most importantly, educate HOA leaders on how the city operates. Utilize input to help track and manage assets.

· Consider what information is presented and what departments can do to educate the Transition and Revitalization Board. The intent is to provide a comprehensive picture of the condition of city and private sector infrastructure and identify/project costs. The benefits must also be considered.

· Create a State of the Infrastructure report and include fiscal impact statements (in the budget process) that addresses costs associated with the aging infrastructure. This would be similar to the O&M projections associated with the (new) capital improvements budget. It could be generated by an Asset Management Unit or team.

· As a part of the Strategy for the Future documents, develop a systematic method of collecting department’s core service requirements, operating standards, and their view of community expectations (standards).

Action Items

Short Term:  
Establish an Asset Management Unit to assist all departments involved in infrastructure development and maintenance.

Increase the amount of information concerning departmental O&M issues that the Transition and Revitalization Board receives. The purpose is to better educate advisors of the infrastructure condition and costs associated with future needs.

Mid Term: 
Develop the cross-functional team approach and refine the neighborhood/HOA input and education process.

Provide resources to hire and outside consultant to guide the development of a comprehensive asset management system.

Long Term: 
Produce an annual State of the Infrastructure report (beyond the basic GASB34 reporting requirements) to assist department decision makers in O&M and capital budget requests.

ACTION ITEMS

Action items were prioritized into short, mid, and long term implementation schedules.  The group defined the terms as:

Short term - up to 2 years

Mid term - 2 to 5 years

Long term - over 5 years

SHORT TERM

Staff Reductions

Department completion of Strategy for the Future process and document.* 

Executive Directors develop an encompassing Strategy for the Future for their business center. This should encompass information provided and cases made at the department level, but the output would be purely that of the Executive Director.

*We do not anticipate that this process could be completed in less than one year due to the amount of discussion and problem solving that must be addressed within the documentation.

Sales Tax

Place a cap on budgeted sales tax figures. 

Succession Plan

Include “Succession Planning” as an item on annual evaluations for employees at the Management Team level.

Develop an employee mission statement.

Permits and Citations

Continue implementation of online services. 

Non-Traditional Revenue Sources

Set up endowment for the arts and file for patents. 

Employee Relations

Begin a best practices forum for employees and/or employee groups.

Highlight a new employee program in the budget process that is practical for City Council to approve.

Information Services Workflow

Review all work programs of Information Services.

Determine which elements could be privatized and what affect this would produce on current staffing levels.

Determine which elements, if privatized, might actually be enhanced.

Infrastructure

Establish an Asset Management Unit to assist all departments involved in infrastructure development and maintenance.

Increase the amount of information concerning departmental O&M issues that the Transition and Revitalization Board receives. The purpose is to better educate advisors of the infrastructure condition and costs associated with future needs.

MID TERM

Staff Reductions

A final compilation of the Executive Director documents would then serve as the Strategy for the Future for the entire organization. This would clearly define the activities and goals, as well as problems and issues for the future.

Sales Tax

Identify three test areas to develop in the City of Plano. 

Begin economic re-development partnerships with landowners. 

Succession Plan

Develop/identify career paths in all departments and communicate these to employees.

Document each employee’s efforts to improve management skills on PeopleSoft.

Permits and Citations

Study centralizing complaint process (Ombudsman Program). 

Identify additional online services. 

Provide better access to City Services (kiosks). 

Non-Traditional Revenue Sources

Seek corporate sponsorships. 

Employee Relations

Utilize the Strategies for the Future document to identify methods to emphasize city and department missions and that training and briefing/communication time is a priority within each employees (manageable) workload.

Information Services Workflow

Complete privatizing of services selected.

Re-focus remaining staff to field services. This might include assigning and housing specific field staff to user departments.

Organizational Structure

Utilize information in Strategies for the Future to evaluate organization changes.

Infrastructure

Develop the cross-functional team approach and refine the neighborhood/HOA input and education process.

Provide resources to hire and outside consultant to guide the development of a comprehensive asset management system.

LONG TERM

Sales Tax

City purchase land to develop from existing land developments. 

Succession Plan

Identify or create additional opportunities for inter-departmental activities which are meaningful in nature (not just social functions).

Permits and Citations

Park Ranger Program

Non-Traditional Revenue Sources

Study benefits of consulting/ charging for advice/service. 

Employee Relations

Develop a high-tech audio/video communication network to disseminate information, especially to those portions of the workforce that do not have regular access to a computer.

Infrastructure

Produce an annual State of the Infrastructure report (beyond the basic GASB34 reporting requirements) to assist department decision makers in O&M Capital budget requests.

APPENDIX




Addressing Service vs. Cost Issues for the Future

The City of Plano continues to change as demographics and the economy change. In addition, the City is beginning to deal with a maturing community where growth is slowing and service expectations are maintained.

A Strategy for the Future is a development planning tool designed to assist departments and the City in projecting and preparing for issues which will need to be addressed in the next two to ten years, and beyond. This document is an opportunity for your department to relate relevant issues, opportunities, and effects of potential organizational changes.

Department

_________________________________________

Department Head
_________________________________________

Date Submitted
_________________________________________
Define Your Department

Define the key businesses of your department (these may not be every work function currently in effect).

Describe those services you currently provide, which are in addition to these key services.

Provide a break down of your department personnel in terms of full/part-time and major service areas.

Provide this year’s budgeted amount for personnel services (break down if necessary).

Outline the benchmarks used in assessing quality operation or determining core services.

Explore the activities of your competitors, either private or public, which will have an impact on your service in the future.

Personnel Issues

If you are asked to consider a possible workforce reduction of 12% in the next few years, describe how your department will address this issue. Take as much space as you need to explore and explain a variety of options or topics you feel are appropriate.

At a minimum please include:

· additional revenue sources that might compensate.

· opportunities to share staff across departments or with other organizations.

· overtime costs.

· creative scheduling rather than overtime

· use of more part-time staff than fulltime

· sharing staff with other like departments

· technology in place of staff or to increase productivity of current staff.

· reduced service levels as a result of reduced staff capability.

Fully explain the effect of staff reduction on service levels.

· Provide any information on the possible benefits of a staff reduction.

It is important for each department to look to the future staffing needs and retention of current staff. Explain your organization chart. Are there identifiable career paths – how can you best identify those paths for your employees?

Review any steps your department has undertaken to ensure appropriate staff succession throughout. Will incumbents be prepared to move up or into positions vacated through attrition or retirement?

Explain steps or actions your department is taking to encourage training and communication with employees.  How will you improve in order to meet the organization and departments mission and objectives?

Citywide Issues

How does your department perceive possible duplication of services or equipment with other departments? Would centralization or decentralization of these services be of any benefit to your department?

Provide a thorough review of options for utilizing private resources to supplement some of your department’s services. consider segments of your operations, opportunities to supplement your activities with staff you can’t afford, and how private resources can best assist in keeping your business focused on core services. be sure to visit the workloads your department may be able to handle better than a contractor.

Tell Your Story

Which of your outlined solutions would you choose to enact? In what order?

Describe the worst-case scenario and its impact(s).

How would you want to tell citizens about your department’s changes?

BIOGRAPHIES - CLASS OF 2003



	Dana Conklin

Dana Conklin is the Marketing and Special Events Manager for the Parks and Recreation Department. Mrs. Conklin began her fifteen-year career in Plano as a Recreation Specialist and two years later was appointed to the staff of the city’s first freestanding recreation center. Mrs. Conklin was promoted to Event Specialist in 1990, with promotion to her current position in 1992.



	Jim Fox

Jim Fox is currently the Park Services Manager for the Parks and Recreation Department. He was promoted to the position in 1987 after joining the City of Plano in 1982 as an Administrative Coordinator.  Prior to joining the City of Plano, Jim was employed by the City of Dallas Parks and Recreation Department for two years.



	Mark Israelson

Mark Israelson is currently the Assistant to the City Manager and heads the City’s Intergovernmental Relations Department. In the four years that Mr. Israelson has been with the City of Plano he served as a Budget Analyst II and a Senior Budget Analyst before accepting his current position. Prior to joining the City of Plano, Mr. Israelson spent three years in the utility and regulatory consulting field with the firm of Reed Stowe & Co. as a staff consultant.    



	Russ Mower

Russ Mower is Plano’s Chief Building Official and heads up the Building Inspections Department, a position he has held since 1998. Russ has spent 32 years in government service, working for the City of Wichita, Kansas, Sedgwick County, Kansas, and the United States Air Force before coming to Plano as Fire Marshal in 1991. Russ has also served as an adjunct instructor at Wichita State University, Kansas University and Collin County Community College.
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