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Case Study Synopsis
The Purpose of CitiStat and Continuous Improvement Springfield

Under the watch of the Springfield Finance Control Board, CitiStat Springfield was developed following the example of Baltimore’s CitiStat program.  Since 2008, CitiStat has collected and analyzed management and budget performance data on 21 city departments, holding monthly or quarterly meetings to discuss the data.  The original intent of the program was to develop a way to bring important players to the table to have a collaborative discussion about financial, personnel and performance data with the goal of improving services, reducing costs, and increasing accountability and transparency.

When the Finance Control Board left the city in 2009, Springfield emerged a city in a much stronger position for the future than the years leading up to state control.  Despite this, the city still faces serious challenges in the coming years to ensure that the financial health of the city continues to improve.  Some of the challenges include the city’s structural deficit, unfunded pension liability and other post employment benefits, and a decrease in state aid due to the recession.

As a matter of survival, the City of Springfield has an urgent need to position itself for a dramatic increase in the rate of improvements to services, performance and competitiveness.  CitiStat continues to provide the data and analysis that helps managers identify areas for improvement.  Springfield launched Continuous Improvement Springfield (CIS) in spring 2010 in order to provide managers and employees the necessary tools to use CitiStat data to make organizational changes.  CIS represents a holistic approach to organizational improvement and changing the way in which we do business.  The initiative incorporates business process metrics, continuous improvement lean tools including kaizen events, 5S events, visual controls, and elements of achieving change effectiveness (ACE) in order to create lasting changes and improvements to services.

Costs and Benefits of CitiStat and CIS
Since 2007, CitiStat has existed as a city department with full time staff dedicated to data analysis and reporting.  Three CitiStat analysts, under the direction of the CitiStat director, collect, analyze and report departmental data.  In CitiStat’s first year of existence, it saved the City of Springfield $1.7 million, a 700% return on investment.  Savings were realized by improving the management of sick leave, implementing a training program to reduce costly workplace injuries, and reduced vandalism at City schools.  By launching CIS, Springfield has an opportunity to continue to realize significant cost savings, higher levels of customer satisfaction, and improvements to services.
In the first year of CIS, the city spent approximately $41,000 to launch the initiative and train 56 city employees in ACE and Lean Techniques, brief the Superintendent of Schools and his cabinet, and complete two kaizen events – one in the Procurement Department and one in the Comptroller’s Office.  A process improvement exercise was conducted in the Department of Public Works, and all department heads were briefed on Continuous Improvement.  In addition, city employees are becoming certified to lead lean and continuous improvement training seminars.   The city is planning to spend an additional $104,000 in the current fiscal year to continue the training sessions and kaizen events.

CIS aims to change the culture of the City of Springfield, improving how the city does business and serves our citizens.  We expect to improve service and customer satisfaction to better manage our costs, measure what matters, improve accountability and encourage greater responsibility.  

Innovation at the City of Springfield 

The CitiStat model is regarded as an important next step in the performance management world.  By collecting and analyzing data, holding meetings to discuss the data, and following up on the what is discussed in the meetings, the Stat model increases accountability in government and helps to close the loop between analyzing data and making decisions using the data.  By launching CIS along with CitiStat, the city is providing managers and employees the tools necessary to create significant organizational change that will improve outcomes across the city.
The City of Springfield is using CIS to drive organizational culture change.  The city is currently exploring the possibility of hiring a Lean Coordinator who will facilitate and lead the lean initiative throughout the city, ensuring that the Lean values are institutionalized in the organization.  As the process continues, we are considering a combination a combination of developing our current staff and strategically hiring new staff with the skills needed to successfully lead and sustain this effort.

The establishment and entrenchment of CIS along with the existing CitiStat process is innovative and unique.  While other communities use the CitiStat model (Baltimore, Maryland; Providence, Rhode Island) of performance management and others use lean/continuous improvement tools (Fort Wayne, Indiana; Erie County, New York) the use of the tools together is a powerful and innovative way to identify the need for and create organizational change throughout the organization.

Obstacles, Challenges, and Results

In the current fiscal year, the City Council cut the budget in place for CIS.  The City was able to re-allocate funds and apply for grant funding to continue the initiative.  The city will identify other funding sources to ensure that the initiative is funded at the appropriate level.

In order to achieve the initiative’s ambitious goal of fostering culture change in the organization, we have established a steering committee with the goal of ensuring the sustainability of the program.  Future training will include union leaders, and a baseline employee satisfaction survey for the entire city is in the pilot stage.  By including the employees and union leaders in the process, the city is working to ensure the success of implementing the operation throughout the city. 
We anticipate that as CIS continues to grow, new challenges will emerge that will present barriers to implementation and change.  Strong leadership will ensure that the city overcomes the challenges and barriers presented along the way and continue to reap benefits from CitiStat and CIS.
Additional Questions

1. Innovation/Creativity

• How did the program/project/service, etc. improve the organization?

CitiStat Springfield has created significant cost savings for the City since the start of the program in early 2008.  In addition to the documented cost savings, numerous process and management improvements have been a result of the process.


Continuous Improvement Springfield is poised to create sustainable and meaningful organizational culture change, transforming the services the organizations provides to citizens by increasing the focus on the customer, improving internal processes, and increasing responsibility within the organization.

• Were new technologies used?

     o If yes, what methods and/or applications did you implement?

Yes.  The City implemented a 311 call center and tracking system that provided a significant and robust source of data for the organization.
• Was a private consultant used?
     o If yes, describe their involvement; and

     o Identify the consultant and/or fi rm, including contact information

To assist us with implementing CIS, we have contracted with QPIC, LLC/Harry W. Kenworthy to provide training and guidance on the techniques and skills associated with the initiative.  Mr. Kenworthy is running staff training on LEAN/Continuous Improvement principals, as well as facilitating Kaizen events, and training current staff members to lead LEAN/CI trainings in the future.

Phone
(860) 295-9134


(401) 792-0115

Cell
(860) 918-0649

Email
hwk555@comcast.net

2. Outcomes Achieved

• What customer/community needs and expectations were identified and fulfilled?
CitiStat launched its NeighborhoodStat effort in order to improve the quality of life for citizens across the city.  Monthly meetings focus on issues of blight, property maintenance, and creating solutions that will ensure city residents enjoying a good quality of life in safe, clean neighborhoods.

CIS has a strong focus on improving the delivery of service to citizens.  By examining the needs and demands of the customer, CIS will help the city re-engineer processes to enhance customer and citizen satisfaction with government services.
• Has service delivery been enhanced?
CitiStat has been instrumental in identifying areas for improvement to city services, and the implementation of CIS will allow managers and employees the opportunity to institutionalize changes that improve services.
• Did the initiative improve access to your government?

    o If yes, how?
The CitiStat process has been instrumental in increasing the amount of data available to citizens about government operation and services.  In addition, the use of a 311 call center has provided citizens a simple access point for government services.
• Has the health of the community improved as a result?

    o If yes, how?
3. Applicable Results and Real World Practicality

• What practical applications could you share if selected?
• How applicable is the project/program/service to other local governments?

• What results/outcomes will you be able to share?

• Please include any performance measures if applicable

The use of both the Stat model of performance management and continuous improvement/lean tools provide governments the opportunity to increase accountability, transparency and improve services to citizens.  These are tools that are useful at all levels of government, and can be applied with great success in jurisdictions across the country.  While each jurisdiction needs to tailor their approach to performance management and operations improvement, the tools that enable and inform the efforts, as well as the problems and challenges managers will encounter are applicable across jurisdictional boundaries.

The ongoing results of both CitiStat and CIS, as well as the narrative of the road to those outcomes will be included in the presentation.

4. Case Study Presentation

• Briefly describe what your case study presentation might include. For example:

o PowerPoint, Video

o Group Activity

o Handout materials

o Live demonstration(s)
The presentation at the conference would likely include a powerpoint presentation and short background of CitiStat and CIS.  We would also share continuous improvement and lean training documents in the format of handouts.

A possible group activity would demonstrate the Stat process to attendees by breaking into small groups, assigning different roles in the organization and running a mock CitiStat meeting.
