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Project Synopsis
During the first decade of the new millennium, Peoria was one of the fastest-growing cities in Arizona and the U.S. The city’s growth spurt came to a screeching halt in 2008 with the onset of the housing crisis and recession, and growth-related revenues have all but dried up. Like other Arizona cities, Peoria is highly dependent on sales and income taxes, which have also fallen off dramatically over the last two years. Almost overnight, the growth focus that had dominated Peoria for so many years gave way to an entirely different reality that required new ways of thinking and new management tools for maintaining high quality and core services for the residents of Peoria.
To this end, City departments were asked to apply a more strategic approach when evaluating their service activities.  As part of the ongoing fiscal 2011 budget process, each department was charged with developing a department operating plan. The intent of these plans is to encourage departments to become more strategic and forward looking and to show how their functions and goals align with those of the larger organization. Each operating plan includes a department mission and vision, describes the key functions of the department, identifies the desired outcomes of each key function, and estimates the resources needed to achieve those outcomes. 
Outcomes

Faced with a General Fund structural shortfall of approximately $7.5 million for the upcoming fiscal year, the City management staff encouraged each department to look at their operations with a clean slate.  There were no across the board cuts, and departments were not given hard budget targets.  Instead, departments were asked to look “outside the box” for long term, sustainable budget reduction opportunities, and evaluate the citizen/customer impact to any reduction in resources.  

To quickly address a portion of the anticipated shortfall, the City undertook a reorganization of city departments.  The restructuring allowed us to consolidate different functions, while maximizing existing resources.   The City also offered a voluntary severance program to city employees, resulting in over further annual savings in personnel costs.  In addition, the City elected to self-insure our Workers Comp and Employee Healthcare by purchasing a stop-loss policy and administering the program ourselves.   Other savings were achieved by deferring our vehicle replacement charges and re-negotiating city contracts for things like maintaining the grounds at the City Hall campus and adjusting the level of service provided by our mail and copy center.  

These efforts reduced the overall shortfall significantly; however the City was still looking at addressing approximately $2.5 million in reduced revenues. 

The Project
It was clear that the City needed to look more strategically for a budget solution.  To begin this project, every work unit conducted a financial analysis to determine the true cost for all services they provide.  Using this information, department directors engaged their staff to discuss trends, options and opportunities for addressing citizen needs.  From there, department directors developed their vision and strategies that outline a work plan over the next few years.   As a final piece, Departments were asked to identify performance measures that help the organization base funding decisions on relevant and measurable outcomes.  The effort put forth by our employees to find creative solutions to our budget problems resulted in over $2.5 million in ongoing savings with no loss of personnel, or increases in fees or rates for our citizens.
Since that time we have continued the successful practice of utilizing cross-functional teams to explore new and improved ways to do business.  Examples include reducing the number of consultant or other contracts where possible, bringing many of those activities “in-house”.  We have also implemented energy saving measures, extended equipment lives, changed training programs and merged communication efforts.  Currently, the interdepartmental Revenue Action Team is also exploring new options for obtaining reliable sources of revenue, in ways that minimize the impact to the general Peoria resident.  
Obstacles/Lessons Learned

An incremental process
The concept of the Department Operating Plans allowed for a more comprehensive approach to service delivery and helped provide clarity of mission, however, there is a learning curve that must be factored in when taking on a project like this.  In the case of the City of Peoria, other strategic efforts helped set the stage for getting departments prepared for developing a strategic operating plan.  These include department reorganizations, the completion of an Organizational Strategic Plan and the alignment of Council Goals, and citizen survey results with operational objectives. 
Performance Management a Must

An effective performance management system incorporates the basic elements needed to maintain a strategic outlook.  Customers, Councilmembers’ and staffing is in a constant state of flux, however the service needs remain fairly constant.  Having a formal performance management program that focuses on using performance data to make service delivery improvements is key.  If you can’t measure it, you can’t manage it!

Flexibility is Key 

When developing an operating plan, flexibility from department to department and program to program is both necessary and desirable. Not all departments or services are created equal, and you don’t want to fall into the trap of forcing your entire organization into the same mold.  Identify the key elements of a plan, and provide general guidelines, but let departments take it from there.
Presentation Components

1. Innovation/Creativity

The Department Operating plans improved the organization in the following ways:

· It provided a more strategic focus to service delivery, one that not only addressed a financial shortfall, but also provided clarity of mission.

· It created a more data-driven approach to making hard decisions. 

· It spurred a number of creative solutions, many of which were employee driven and implemented. 

What new technologies were used?

· No technologies were needed in this project, just good strategic thinking.


2. Outcomes Achieved

What customer/community needs and expectations were identified and fulfilled?
· Community needs were assessed through a number of ways including a Citizen Survey that was completed in January 2010.  In addition, a major element of the Operating Plans included a discussion on the priorities and influences driving service delivery by department or program area.  These generally included the stated Council Goals, customer feedback/surveys, statutory/legal requirements, changing neighborhood demographics and conditions.  A discussion on industry trends was also important to identify potential service needs.  

Has service delivery been enhanced?

· Service delivery has not been enhanced per se, however, it has become more efficient.  Through the development of the Operating Plans, departments were able to see the true cost of services, and make decisions thoughtful decision on how to better deliver those services. 

Did it improve access to your government?

· The plans in themselves did not improve access to the government, however, the plans provided a means to look at operations more closely, cut the “fat”, and maintain essential services for our residents.  Peoria residents did not feel the impact of the $7.5 million reduction. 

Has the Health of the Community improved as a result?

· By going through this effort and creating operational efficiencies, the fiscal health of this community is good.  Services have not been cut, rates have not been increased and quality has not been diminished. 
3.  What practical applications could we share?

· Operating Plan handbook/guidelines

· Process Overview

· Budget solutions

· Lessons learned

· Available as a resource

How applicable is the project to other local governments?

· In this time of reduced revenues, all governments should be looking at long term, sustainable budget solutions.   This process is not as much innovative as it is a best practice… the key is that no matter where you are in your strategic efforts, developing a strategic plan is a good thing for any organization. 

What results or outcomes will we share?

· Cost savings achieved

· Clarity of mission

· Breaking down silos

· Alignment of organizational and community goals

Performance Measures?

· The City of Peoria has a fairly comprehensive performance management program, and all operating plans included a description of the key outcomes, objectives and measures used to assess their effectiveness. 

· The city has incorporated the recommendations of GFOA, ICMA, and other leading organizations into its performance management system. For example, performance measures are organized by programs, are based on program goals and objectives, measure outcomes as well as efficiency and outputs, and are reported over a three-year timeframe.
· Some departments and programs are better at performance measurement than others. The most effective ones use performance measures and the associated program descriptions, goals, and objectives to tell a story. For these programs, an outsider would be able to pick up a performance report and quickly understand their purpose and key functions and form opinions about whether they are achieving desired outcomes in an efficient manner. Many of these programs have become adept at using surveys to measure the extent to which outcomes are being met in the eyes of their customers.

· The city has been a proponent of comparative performance measurement, or benchmarking. Recognizing the difficulties inherent in benchmarking, namely the need to normalize data to facilitate meaningful assessments, the city nonetheless believes there is value in comparing performance across jurisdictions.
4. Case Study Presentation

· The proposed case study would comprise of a panel of speakers utilizing powerpoint as a primary (but not sole source) for presenting the material.

· We would propose that we create a group activity (not yet determined) that would help further reinforce the concepts presented.

· Lastly, we would provide all necessary handouts, including examples of operating plans and a handbook.
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