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The Los Angeles County Department of Parks and Recreation Efficiency Initiative was developed in 2008 to encourage staff to take a fresh look at how we do our work and establish efficiency ideas.  Using an email campaign, then inviting all employees to a series of Efficiency Idea Forums, more than 400 different efficiency ideas were generated.  Six teams of employees studied these ideas, obtained inputs from County and private subject matter experts, and identified high-impact ideas for increasing revenues and reducing costs.  They completed key studies resulting in six “green” efficiency ideas.  To date the Department has received slightly more than $5 million in funding to implement several of the top ideas.  In January 2009 the teams hosted an Efficiency Conference to present recommendations to the County Chief Executive Officer for savings across the County.  The result of this resourceful, ongoing project has been to promote group and intergovernmental cooperation in addressing shared problems. CEO William T Fujioka has used the project as a model for other departments, saying “if it has a return, I will absolutely listen to it.”  A central steering committee was established and meets regularly to review new efficiency ideas and actively manage a portfolio of efficiency projects at various stages, keeping everyone informed of the status.  

The Department of Parks and Recreation is one of the largest in the Country, owning and managing 153 facilities in the greater Los Angeles County.  The Department of Parks and Recreation has a responsibility to demonstrate conservation and sustainable "green” practices.  In 2008 we recognized compelling needs to expand our responsibilities by developing a comprehensive program for inspiring and cultivating sustainability behaviors to help save costs and increase revenues throughout our own operations.  The program generated creative ideas that would not only save the Department money and time while simultaneously carrying out one of the Department’s missions to be more environmentally conscious.
How is it a quantum leap of creativity and who has benefited from the innovation? 
To date the Department has received slightly more than $5 million in funding to implement several of the top efficiency ideas.  Beginning in fiscal year 2008-2009, the Department was estimated to save approximately $222,000 per year for the following projects: 1) water cooled pumps 2) suction pumps to chlorinate lake swim areas 3) waterless urinals, and 4) an automated central reservation system.  The $222,000/year savings is expected to continue indefinitely.
Starting in 2009-10, the Department is estimated to save approximately $608,000 per year for efficiency projects that include installation of smart controllers; water reclamation; video conferencing; and induction lighting.  The $608,000/year savings is expected to continue indefinitely.  
                          .                                                                                       .                            One of the Department’s top ideas from its January ’09 Efficiency Conference has been funded and implemented.  The Parks After Dark program was implemented in summer 2010 and is a gang reduction program carried out in collaboration with the County Human Relations Commission, Los Angeles County Board of Supervisors Offices, with potential annual cost savings of at least $500,000 per year from investing in community-based, sports, and recreational programs for teens in the Florence- Firestone area to reduce costs of gang activity, crime, and related social services. 
What risks were associated with planning and developing the innovation? 
The challenges for the Department were to:

· Inspire and gather ideas from our more than 2,000 permanent and hourly employees in over 175 job classifications – a sprawling wellspring of knowledge. 
· Ensure that the employees knew the ongoing efforts of the Department so that they could commit not just a one time idea but look forward to sustaining the effort to building a complete infrastructure to sustainability.
· Rapidly refine the ideas into information that facilitates effective public policymaking and improved constituent service, by identifying: 1) high-impact ideas for reducing costs or increasing revenues that would start producing a good return-on-investment within two years, and 2) simpler ideas that were easy to implement and could provide a quick return on our investment. 
What were execution costs and savings? 
The only costs for this project, besides our employees’ time, was about $400 for printing and for supplies and refreshments connected with conducting the Efficiency Idea Forums and our Efficiency Conference. 

As mentioned, once the efficiency ideas were implemented, the Department will continue to save approximately $830,000 per year, every year.
How was the innovation initiated and implemented? 

In 2008, the Department of Parks and Recreation developed a plan to rapidly generate and select efficiency ideas by using e-mail publicity and solicitation campaigns and subsequently, by inviting all employees to Efficiency Idea Forums all around the County where they could brainstorm together.  Six employee teams that had helped develop the Department’s 2004 Strategic Plan were redeveloped with more subject matter experts to help lead the brainstorming and later the fine-tuning. 

Facilitators from each of the Strategic Efficiency Teams were trained to lead the process at 
a series of Efficiency Idea Forums.  The Executive Office publicized the Forums extensively, sharing examples of how new efficiency ideas were helping the Department to save funds that could be better used to retain jobs and improve our public services.  Employees were asked to do the following before they attended the Forums:

“Talk to your co-workers about short-cuts and ways to improve out-of-date activities; search the internet; window-shop to prepare beforehand by visualizing ideas (e.g., by visiting a store to see pros and cons of ground-care machinery such as mowers, hedge clippers); and take ideas to the next level by trying to think of some other ways to do the same thing more efficiently. 

At Efficiency Idea Forums held at sites all around Los Angeles County, facilitators led small groups of employees through structured meetings that included both silent and group brainstorming, as well as “sticker votes” to choose the top ideas.  By the end of these Forums, participants had generated more than 400 efficiency ideas.

To refine the large number of efficiency ideas, ideas were sorted into the most appropriate efficiency planning categories:  1) Strengthen Physical Infrastructure; 2) Develop Resources;  3) Enhance Communication;  4) Develop Staff;  5) Build Partnerships; and 6) Strengthen Organizational Infrastructure.  Ideas were further sorted by the number of "votes" they had received, then grouped the ideas by similar keywords (e.g., “solar”) into sub-categories to make them easier for the Strategic Efficiency Teams to review and discuss.  

Each Team met a minimum of two days to review the sorted ideas, during which team members used an impact-feasibility matrix and solicited input from subject matter experts to identify: 1) the top ideas for reducing costs and/or increasing revenues that could start producing results within two years, and 2) lower impact ideas that would be easy to implement and could provide a quick return on our investment.  Before submitting their top ideas to the Executive Office, the Teams took additional time to present the ideas to the relevant subject matter experts in Budget, IT, capital projects, and other county/city agencies for further review and revision.  For example, we worked with the Human Relations Commission and agencies in the County to propose a more efficient way to reduce gang violence.  In 12/08 our Executive Office participated in an online Town Hall Meeting of National Recreation and Parks Association members on “Strategic Solutions for Managing Budget Cuts.”  During this blog session (moderated by professors and park experts) participants shared specific ideas for increasing revenues and save costs.

By the time Teams sent their best ideas to the Department’s top executives, they had made lists of pros and cons, conducted SWOT (Strength, Weaknesses, Opportunities and Threats) analyses, and attached substantial documentation to explain technical aspects and fiscal calculations for each idea. Executives reviewed, approved, and prioritized the ideas that were ready for implementation within various time frames of the coming calendar year.
What was the environment in which the innovation was created and sustained? 
The Department presented its top ideas to the County’s Chief Executive Officer and more than 200 managers and other individuals who helped originate the ideas at its Efficiency Conference on January 8, 2009.   The Department’s Director also presented his plans for institutionalizing the Efficiencies Initiative to ensure that management: 1) reviews and implements promising efficiency ideas that have not yet been fully evaluated, and 2) continues soliciting and implementing more efficiency ideas in coming years.            .                                      


Efficiency Teams at each of our districts continue to meet quarterly to brainstorm and research efficiency ideas and submit the best ones to a central Efficiency Projects Steering Committee, which will: identify and prioritize project ideas aligned with Department, County, and CEO goals; identify resources; and actively monitor and report on a portfolio of efficiency projects at various stages, keeping everyone informed of the status..  
We have begun exchanging best-practices in efficiency ideas with other Southern California municipalities, parks, and related agencies at Los Angeles County’s Park Summit meetings.  The Summit, which was established by our Department, holds quarterly and annual meetings attended by more than 200 professionals. 
What lessons were learned that could be shared with other local governments?  

There were thirty high-impact ideas that could start producing and saving us significant amount of money within one to two years.  Though not all of the ideas were implemented, some examples and estimated savings (cost-avoidance savings are not shown) of ideas generated included: 

· Install new web-connected Irrigation Controllers to save $500,000/year; use some of the savings to hire a Water Manager responsible for generating much greater savings

· Install manual reactivation timers on field and court lights to save $200,000/year

· Get Department staff who already do professional design work to take over design work that was contracted out, and save $100,000/year 

· Merge staff to create a mobile aquatics maintenance team for conducting repairs, preventive maintenance, and project coordination at aquatic sites department-wide (pools, lakes, splash-pads) that could save $100,000/year

· Replace department-issued cell phones with a stipend to employees for using personal phones, to save $120,000/year

· Install solar pool covers, and water-heating panels for pools, showers/restrooms at 4 sites to save $90,000/year

· Replace Park Lights with induction lights at 50 parks to save $47,000/year 

· Establish 4 video-conferencing hubs to save at least $70,000/year 

· Charge a boat-towing fee to produce $33,000/year

· Install Tankless water heaters to save $30,000/year 

· Get small reverse-osmosis systems to replace water coolers to save $37,000 a year

Which department and/or individuals championed the innovation?

The Department of Parks and Recreation management initiated the effort with enthusiasm.  Department of Parks and Recreation staff were challenged and motivated by management, and championed the effort through their commitment and dedication.  As a result, many excellent efficiency ideas were generated.

When the teams presented their top ideas to Los Angeles County CEO William T Fujioka at our Efficiency Conference, in early January, recommending seven ideas for immediate implementation that would save an estimated $3 million the next two fiscal years, the CEO responded by saying, “if it has a return, I will absolutely listen to it.”  

