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1. Innovation/Creativity

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

The program completely changed the Building Department through a strong culture of customer service.  Productivity improved by an amazing and documented 75%. The culture change in Building also created a sense of competition throughout the organization as other departments strived to achieve the same high level of recognition from their customers.  As kudos flowed in for a timelier, more responsive approach to permitting and inspections, the organization recognized the impacts of a changed culture.  Process linkages between departments were also explored to maintain a streamlined, customer friendly approach. Employee morale also greatly increased as the strain between the employees and the customers was reduced.
• Were new technologies used?

A web site appointment scheduler was implemented so customers could choose the time and day of their preferred inspections.  Inspectors were provided cell phones and customers were given courtesy calls each day to provide a more exact time for the inspection eliminating the need for contractors and homeowners to wait for the inspector’s arrival. If there was a delay in the arrival time or an opportunity for an earlier inspection, calls were made to maximize the use of time for both inspectors and customers.  In-vehicle computers were installed which allow inspectors to log in to the day’s activity from their homes and go directly to inspection sites without reporting to the office.  This change increased productivity by 30%.  

• Was a private consultant used?

With the exception of a rate consultant to bring the fee structure into a better alignment with costs, all changes were implemented through staff buy-in to a new culture of service. 

2. Outcomes Achieved

• What customer/community needs and expectations were identified and fulfilled?

• Has service delivery been enhanced?

• Did the initiative improve access to your government? If yes, how?

• Has the health of the community improved as a result? If yes, how?
Manatee County Building Department had been blasted by its customers (both internal and external) as being rigid, slow, confusing, and by some recognized as the worst Building Department in the state.  We knew that there must be an overall culture change empowering employees to work with the customer to find “yes” solutions while maintaining consistency with building codes and ensuring community safety.  Time is money in the industry, and we were wasting money through a lack of timeliness. 

Through process management, we were able to better utilize staff time as well as respect the time of the contractor community by streamlining the processes. Cross-training of staff from permitting to inspections allowed better use of the human resources in the department.  More knowledgeable employees created a stronger sense of trust with the customers of the department.

Backlogged permits were cleared out and contractor licensing was streamlined allowing again for a sense of respect with the community.

Most impressive was the department moving from an almost $2 million deficit to becoming a self supporting business unit through the implementation of strong process management allowing increased revenues despite a greatly streamlined staffing.
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
Changing an organization’s culture is a function of strong leadership, and the methodologies used in the Building Department are applicable to any government unit to which they are applied, as are the tools used in re-evaluating the organizational structure to ensure that employees are utilized in the area in which they possess the greatest strengths.  Process mapping and review are also applicable to other jurisdictions.  
With employee productivity increased by 75% and ongoing kudos from the external customers of the department, this presentation will showcase the metrics used in this dramatic turnaround. 
4. Case Study Presentation

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

 The case study presentation will include a Powerpoint which includes video clips of customers and employees explaining how the changes were made and what the impacts have been.  Demonstration of the online permitting system will show the streamlined processes.  
Presenters will focus on the overall process change, the data used to monitor and adjust change, and the customer service tools which allowed this department to have broad respect regionally and resulted in numerous local governments calling to find out what changed creating negative comparisons for them against our department.
Revamping the Building Department:

A Business Approach to Better Government
Late in the summer of 2007, the Board of County Commissioners and County Administration tackled a growing problem in the Manatee County Building Department.  Over budget, with unacceptable customer service, unsatisfactory productivity, low morale and unfair expectations from the building community, the department desperately needed a new image and presented a challenge to overcome.

Resignations mounted as problems worsened around the department. It was time for a change. Then new County Administrator Ed Hunzeker created a solution by which the department would operate with a business approach, through applying sound business principles. Hunzeker instituted a renewed focus on customer service as a guiding principle.  He appointed as interim director, John Barnott, who had zero experience with the building industry, but who had a strong reputation for solid business principles and customer service 
Armed with strong direction from the County Administrator, a change was on the horizon.  The new Director observed the operation over the next few months to determine the extent of the problems.  The first action was to develop and implement a new fee schedule.  Barnott spent the next few weeks making personal visits with the Building Department customers to find out what the problems were.  Ongoing meetings were held with the staff in the Building Department to better understand any real or perceived internal and external issues.

Over the next several months, employee teams were assembled and asked to create a streamlined approach in the department.  Significant gains were made in the basic areas of customer service and how customers were viewed.  The staff of the Building Department gained a better understanding of the financial impact of customer service and what it brought to the table.  The department was on the way to creating a dynamic organization driven to succeed.  

Starting this process midway through the fiscal year, staff was handed a huge financial challenge.  However, when the books were closed that year, the department had made significant strides in becoming successful financially. They were able to trim a $2 million dollar deficit into a $200,000 shortfall in nine months.
The customer community began to see the benefits of the evolving public/private partnership.  The customer was being heard and issues were being addressed at a rapid pace.  Each staff member of the building department began to “own” their respective processes.  This ownership allowed them to improve processes almost on a daily basis with the empowerment bestowed on them from management.  

Core values were created to guide the decision making process.  There are four basic questions in the core values:

Is it good for the CUSTOMER?

Is it good for the COUNTY?

Is it good for our STAFF?

Does it add value to our operation?

If these questions can be answered YES, then do it.  If you have a NO with any question, analyze the problem in order to turn NO into a YES and do it – a simple but powerful statement to work with.
One of the initiatives that drove home financial accountability was if the department could not sustain itself with its fees for service, there was no safety net to catch the fall.  This is where ownership by the staff played an important role in success.  The belt was tightened by all and innovative ideas were implemented as to how the department could be financially successful.

As the months went by, the old culture of government was still evident.  While not as strong as it once was, it was still there.  As the new culture became ingrained over the old, those clinging to the old culture decided to move on.  As that occurred, every new management replacement came from promotions within the department.  The background of the replacement was someone who had worked on the customer side of the counter during their career.  They brought a unique outside perspective and were able to make adjustments in each division to better serve the customer.  Old ideas were exchanged for newer, better ideas, with out of the box thinking.  Meetings with customers working on solutions and setting standards for excellence were an everyday occurrence.  The customer was looking for leadership in the department, to help them understand what the rules were so they knew how they could be successful in their permitting and inspections. 
Customer meetings took place at the jobsite or at the customer’s office.  They didn’t have to come to the GOVERNMENT.  We took the GOVERNMENT to them.  The customers responded when it was demonstrated this was a win/win situation being created.  The building department made it clear to the customer, that if they were not successful, we were not successful.  In a meeting with the inspection staff one day, a profound question was posed: “If you fail an inspection for a customer, do you feel bad?”  The impact of that simple question brought on a lot of discussion and a need for an explanation.  The simple answer was, “If the customer is not successful, we are not successful.”  What occurred from that point forward was a relationship with the customer that they understood that while we still had to enforce the Florida Building Code, we would work with the customer to teach them and have patience in bringing them to a successful resolution.
A lot of time has passed since that first year.  The Manatee County Building Department can now tout three major measurable accomplishments.

· Customer satisfaction is at an all time high.

· There is a positive cash flow in the department for the last two years.

· Productivity in the department is up 75 percent.


When you work to create “A Business Approach to Better County Government”, there are basic principles you need to apply.  The first is government at any level is a true customer service organization.  It can be managed and operated like a business.  You can create an organization where the staff wants to come and perform; an organization where the customer does want to work with you, creating successes.  Get out of the box and think what you can do with your organization by allowing not only your staff, but your customer to assist in creating a dynamic organization.
