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Study Background

 Examined success factors in strategic
Implementation by municipalities

 Based on 218 initiatives from 44
municipalities
* Review of strategic and budgetary

documents, as well as interviews of city
managers and project leaders
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Factors Examined

* Project Priority

* Implementation Complexity

e Linkage to Strategic Goals

e Dedicated Implementation Funding

e Success Assessment Measures

e City Manager Involvement

e Project Leader Workload

 Integration with Performance Measures
e Change-Conducive Culture and Structure
e Project Staff Performance

« Environmental Stability

e Project Team Communication
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Measuring Success

o Successful iImplementation:
— Project completed
— Met timeline
— Met budget

ICMA



Finding #1 —
One Size Does not Fit All

« |Implementation approach should be tailored
based on project context

Project Contexts

Internal .
2 , Centerpiece
'5 Innovation
o
cE> . Public
o Routine .
Relations

Low <=Priority=> High
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e
Finding #1 —
One Size Does not Fit All

 Different variables are significantly associated
with implementation success in each of the

contexts

Dedicated budget Dedicated budget Dedicated budget Dedicated budget

Perf. Mgmt. Syst. Perf. Mgmt. Syst.
Integration Integration
CAO Involvement (-) CAO Involvement (-)

Assessability
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Finding #1 —
One Size Does not Fit All

o Unfortunately, actual usage does not match
empirical recommendations

Low-Complexity, Low-Complexity, High-Complexity, High-Complexity,

Low-Priority High-Priority Low-Priority High-Priority
25% 30% 14% 48%
41% 30% 35% 10%*
25% 50%* 32% 30%
75% 75% 75% 85%
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EEEm—————
Finding #2 —

Dedicated Implementation Funding
Matters (a lot!!!)

e Dedicating funds to implementation is the
strongest predictor of Implementation success

e Consistent across all project contexts
* The only one-size-fits-all recommendation

o Unfortunately, dedicated implementation funding
IS provided approximately 33% of the time
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Finding #3 —

City Manager Can Make or
Break Implementation

e Successful managers have two default roles in strategic
plan implementation:
— Monitor progress of implementation team
— Monitor satisfaction from stakeholder coalition

e City managers intervene in implementation activities
when:

— Implementation team signals they have encountered a significant
obstacle

— Stakeholder coalition signals dissatisfaction with progress

* Intervention works when a contingent, adaptive stance Is
taken
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EEEm—————
Finding #3 —

City Manager Can Make or
Break Implementation

 The art of implementation for city manager is to know
when to intervene:

— Intervention when significant obstacle or dissension does not
exist risks micromanagement

— Lack of intervention when significant obstacle or dissension does
exist risks negligence
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Take Aways/Conclusions
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FINDING #1: ONE SIZE DOES NOT FIT ALL

COMMNHSSION  »
7 B ANNUAL ACTION
. PLAN

CITY QF
FORT LAUDERDALE -

e SR ECOITAY FY 2015
FAST FORWARD @)) FULT LAYLZHUALS @) ADOPTED
FORT LAUDERDALE Pt B BUDGET

Our City, Our Vision 2035

LONG TERM MEDIUM TERM SHORT TERM

ICMA



Presenter
Presentation Notes
-Our approach was big- we were “seeking big ideas” to develop our Fast Forward Fort Lauderdale 2035 vision plan.  Reflective of the entire community- outreach and development customized to our community. 1,562 ideas through 8- different outreach mechanisms
-One of the priorities of the Visioning Committee was to make sure that the vision ideas were carried forward and implemented- and NOT just a plan on the shelf.  
-Staff-developed 5-year strategic plan- roadmap to achieving the vision
-Commission Annual Action Plan which highlights the top priority strategic initiatives for the coming year
-The Budget Book- our game plan for providing service and funding strategic initiatives. 
-We have been committed to connecting these dots- the vision guides the strategic plan, guides the CAAP, guides the budget. 



LEADERSHIP, CONNIiCTIONS, COMMITMENT

Complete
5%

In Progress
80%

42% of the 1,562 Vision ideas are 80% of the 191 Strategic Plan initiatives
incorporated in the Strategic Plan are in progress

ICMA
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Presentation Notes
Amy
-CONNECTING THE DOTS-  A TIRELESS COMMITMENT TO THE VISION AND STRATEGIC PLAN IS A MUST FOR THE PLAN TO BE IMPLEMENTED.
-42% of vision ideas were integrated into our strategic plan- our framework and roadmap to implementing the vision. 
Of the 191 projects in the strategic plan, a whopping 80% are in progress and 5% are complete.  
-The inspiration and the foundation of our vision is exciting- it guides our plan and our operations. 
-In FTL- we feel it’s critically important to tie strategy to operations- 




TIE STRATEGY TO OPERATIONS

m GOAL 11: Be a well-trained, innovative, and neighbor-centric workforce that builds community.

OBJECTIVE 3:

Continuously improve and innovate communication and service delivery

@ 11. Explore the creation of a call center, by developing a new Customer
Relationship Management (CRM) tool to track and address general ITS
questions and non-emergency calls from neighbors for City services
12. Conduct a test pilot of Wi-Fi in public parks ITS P&R
13. Allow City customers to pay any bill at any City location Finance (FIN) All Depts., ITS
KEY PERFORMANCE INDICATORS: BASELINE: 5-YR TARGET:
» Satistaction with the overall quality of City services 67% 73%
e  Number of City website visitors 1,984,745 10,126,349
* Number of downloaded electronic applications for smart devices 156 468
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TIE STRATEGY TO OPERATIONS

@ Lauder Serv

-

LAUDER

¥ SERV.

Submit a Service Request

Call Customer El Pay your
Service % Utility Bill

“~~ Beach Conditions f
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FINDING #2- IMPLEMENTATION

FUNDING MATTERS (A LOT!!!)

*

PROPER PROJECT PLANNING
MATTERS (EQUALLY AS MUCH!!!)
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Presenter
Presentation Notes
Prioritizing new strategic initiatives within current strategic initiatives and operations matters just as much.  
Onboarding Procurement and HR early on is critical. Implementation is challenged without people and contract capacity.
What will not get done? 
Show Project Charter – Tunnel- range of costs and options. 



FINDING #2: PROPER PROJECT PLANNING
MATTERS (EQUALLY AS MUCH!!!

v’ Strategic Planning can be conceptual

v’ Project scopes and milestones are not yet fully
developed

v Implementation can be iterative, we learn as we go
v Life happens (Murphy’s Law too)

v’ Delays, even well-reasoned, can cause frustration
v UNSPENT MONEY = UNHAPPY EVERYONE

ICMA



THIS IS UGLY AND DANGEROUS, AND COMPLEX
THROWING $$ AT IT WON T WORKI

.m AT | g



Presenter
Presentation Notes
Case in point!
Describe problems


THIS IS AESTHETICALLY PLEASING AND SAFE.
BOTH MONEY AND CAREFUL PROJECT PLANNING ARE NEEDED.

ol o i _ —



Presenter
Presentation Notes
Describe curveballs


PRESS PL Ay STRATEGIC INITIATIVE
FORT LAUDERDALE PROJECT CHARTER

Our City, Our Strategic Plan 2018

The purpose of this charter is for collaborative and thoughtful initiation and planning for
strategic initiatives. These projects have been identified though Press Play and the
Commission Annual Action Plan. It is a tool to help define the scope, key deliverables,
roles, and rezponsibilities associated to ensure a well-designed and implemented
project.

1. PROJECT NAME & STRATEGIC ALIGNMENT

Project Name: Tunnel Pedestrian Plaza and Infersection Improvements \/ BU DG ET

vt mopers e ore here v ENGINEERS

strategic Goal this initiativelPP 3: Be o community that finds opportunities and leverages

supports: lpartnerships to create unigue, inviting. and connected \/ M O BI LITY EXP E RTS
gathering places that highlight out beaches, watenvays, \/ PARKS

urban areas and parks.

Eg:‘:mission Annual Action Commission priority \/ PLAN N E RS

v PRIVATE DEVELOPERS
Th | of thi ject is to desi d truct a I
ot Ul nclude o pedestion walkwoy ond improvements o v PROCUREMENT

the traffic intersection at Kinney Tunnel. This project has the
potenfial o incorporate sustainability components and be an
iconic attraction. Preor to finalization of this project charter, a
feasibility study and State Historic Preservation Cffice approval
needs o be done to determine if a) project is stfructurally sound
Project Scope Statement: [2nd b if construction may occur af this historic site.
[to be developed utilizing
this worksheef) The project has funding of approximately $500,000 through Park
Impact Fees, with the possibility of an addifional estimated
1$-300.,000 from the Downtown Development Authonty. Based on
the project design, additional funding may be available by the
.',



Presenter
Presentation Notes
Concept of a dangerous tunnel intersection to a pedestrian plaza with safety improvements
Importance of bringing the internal stakeholders together- from procurement professional, to city engineer, parks, to mobility experts, to private developer projects in the area.  Synergies with different perspectives- ability to address both the pedestrian safety issues create a public plaza.
Challenges include a wide range in cost estimates- inherent difficulty in budgeting
Issue of whether the tunnel was even structurally sound- in addition staff found out that tunnel could even be considered a historic designation



ACTIVE IMPLEMENTATION

| PP3-2 Tunnel Pedestrian Plaza and Intersection Improvements (CIP)

Category

Policy Agenda

Commission Prioritization Level

High

Lead Department

Transportation and Mobility

Description

This project includes designing and constructing a plaza for pedestrians to cross the New River
Tunnel intersection, rebuilding the intersection of Federal Highway and Las Olas Blvd, and
making connections to existing and planned transportation services in the area. The project will
increase the existing sidewalk width and the pedestrian realm, making it safer for pedestrians
and bicydlists to traverse the intersection. The calming features are aimed at slowing down
vehicles and making it clear where pedestrians and bicyclists cross. Public art will be part of the
project, and connections will be made to Sun Trolley, the Riverwalk, the Water Trolley and

the future Wave system.

Analysis

Transportation and Mobility staff is currently working with the Public Works Department and the
consultant to finalize the draft feasibility study, which came in for review in early July. Upon
completion of the report, staff will be working through the State Historic Preservation Office
{SHPO) process. This project is behind schedule due to delays in advancing the feasibility study.

Milestone dates have been updated to reflect newly anticipated completion dates.

Milestones

Conduct a structural feasibility study 7/1/14 - 7/31/15

C let titive desi t and start desi
omplete a competitive design procurement and start design 5/4/15 - 1/29/16

Complete the State Historic Preservation Office (SHPO) process
5/4/15 - 10/30

ClearPoint



Presenter
Presentation Notes
Note that we are behind- yellow (use a stoplight system). 
Sometimes delays cause overall improvements


EEEEEEEE—————
FINDING #3- THE CITY MANAGER CAN

MAKE OR BREAK IMPLEMENTATION

*

THE CITY MANAGER IS CRITICAL, AND
A SYSTEM IS NEEDED, AS WELL

ICMA



Fast Forward Fort Lauderdale 2035

”A WHOLE LOTTA COMMUNITY VISION

Aspirational future

We Build Community

STRUCTURE GOES —
INTO INNOVATION”

VALUES Respect, Integrity, Courage, Teamwork,
How we behave and freat Service, Creativity, Accountability

neighbors and each other

STRATEGIC PLAN Press Play Fort Lauderdale 2018
Roadmap to
achieving the vision

Commission Annual Action Plan
WORK PLAN

Commission-prioritized initiatives

CYLINDERS OF =

REVISE EXCELLENCE —— [ T

\_ %]
’ VISION, CYLINDER, & GOALS B ol B

ST ) What kind of city do we = l —

. w UL DS IMPROVE want o be? r@] mj

OBJECTIVES oy g m—y

( o Yy | MEASURE How will we get there? r Ill_rq

- How are we doing? J "”/EIJ

| — e

INITIATIVES

Key actions to get us there

ANNUAL OPERATING BUDGET

MULTI-YEAR COMMUNITY
INVESTMENT PLAN
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Presentation Notes
FL2STAT- standing monthly meetings
Asking good questions- resolving past issues
“Reminding” the City Commission of their priorities- Commission Agenda memos
Root cause analysis and corrective again
Connections and opportunities to move forward



CITY OF FORT LAUDERDALE STRATEGIC MANAGEMENT SYSTEM

FY 2015 FL2STAT MEETING CALENDAR

Performance Results & Relevant
Scorecard Initiatives

Agenda Items

FY 2015 Commission
Annual Action Plan (CAAP)

R L B T e LV sy S S

Each Cylinder and supporting departmental The following items will be reviewed during The following strategic initiatives will
scorecards will be reviewed quarterly. the assigned meeting. be reviewed based on relevancy. CIP
projects are reviewed in the
CIP/Grants meeting.
Oct - Neighborhood Enhancement (DSD, CMO) - Code Compliance Priority Sites
- Business Development (DSD, TAM) - Commercial Vacancy Rates INFRASTRUCTURE
L
= - Crime Trends © 17TH STREET MOBILITY PLAN
= Nov - Public Safety (PD, FR) - Overtime Analysis TRAFFIC FLOW AND SIGNAL
% - Internal Support (ITS, HR, FIN, PWD, CMO) - Vacancy Analysis 0
o} e el e SYNCHRONIZATION ANALYSIS:
Dec MOVING CARS AND PEOPLE
CANCELLED CANCELLED o ALL ABOARD PASSENGER RAIL
AND STATION AREA PLAN
. - Infrastructure (PWD, TAM) - Spend Analysis
- Public Places (P&R, DSD, CMO) - Fleet Analysis PUBLIC PLACES




-
The Partnership Continuum

results

collaboration

coordination

communication

competition




Evanston, lllinois

 Foundedin 1863

e Population 73,000+

e 8sq miles

 |Immediately north of
Chicago

* Home to Northwestern
University

e Council/Manager form
of government

* 4-STAR Community
Rating




Three Plans in Evanston

 Climate Action Plan
e Downtown Plan
o Strategic Plan

ICMA



Evanston’s Climate Action Plan

Path to Implementation:

| " 3 City Operations
ANNE 220 Improvements
) % Strategies 2%
I\ >
NN Community

| @ 150 Improvements
98%
E Volunteers
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Presenter
Presentation Notes
The City Council adopted a Climate Action plan in 2008. 
Plan was developed by coalition of residents that were comprised of nine task forces.
The goal of the Evanston Climate Action Plan is to reduce greenhouse gas emissions for Evanston by 13% or by 140,104 metric tons of carbon dioxide equivalent by the end of 2012.  To date, more than half of the 220 strategies included in the plan have been fully implemented or in progress. This work could have not bee done without the support and help from city staff and community partners. 

Examples of strategies included: reducing emissions related to electric and gas use in commercial, institutional, and industrial buildings; redu

Achieved Goal in 2013



e Updated in 2007-2009
for a 1989 update

 Plan for Growth

e Underlying Changes in
Zoning to create more
compact development



Presenter
Presentation Notes
Evanston had not had a DT plan since 1989 (the last plan had a hand drawn cover with an illustration of downtown Evanston)
Plan was a call for growth of condos and gf retail
Plan came during the deepest days of recession and its use was questioned
Plan was developed by consultants with limited citizen input and engagement to support the plan after development
Plan was developed during a Mayor/City Council re-election; City Manager change; Community Development Director Change
Plan was adopted, but underlying zoning was never adopted, as there was no political will to adopt


Strategic Plan — Adopted in 2006

Strengthening

Community:

Partnerships Strengthening
Community:
Governance

Strengthening
Community:
Social
Programs

Environmental
Sustainability:
Natural
Resources

Strengthening
Community:
Neighborhoods

Creating
Economic the Most Envirqnmgr)tal
Viabilit . . Sustainability:
1abiiity Livable City Infrastructure

in America



Presenter
Presentation Notes
On March 27, 2006, the Evanston City Council unanimously approved Evanston’s first-ever Strategic Plan. Initiated by the City Manager and written with considerable community input, the five-year plan was in the process of development for nine months. The Strategic Plan establishes an overall vision for the City, as well as more-specific visions addressing economics, infrastructure, natural resources, partnerships, governance, neighborhoods, and social services. 
Priorities and direction. 
Guidelines for implementation. 
Goals by which to gauge success. 
Mission Statement The City of Evanston is committed to promoting the highest quality of life for all residents by providing fiscally sound, responsive municipal services and delivering those services equitably and professionally with the highest degree of integrity. 
Vision The overall vision is Creating the most livable city in America. Other, more specific vision statements are tied to three categories of values deemed to be most important to residents: Economic Viability, Strengthening Community, and Environmental Sustainability. 
Goals Thirteen goals were developed to give structure to the vision. They are listed below, grouped according to the community values listed above. A vision statement is given for each value precedes, and each goal has its own objectives.




Strategic Plan leads to Livability
Initiative in 2014

Evanston’s Strategic Plan:

“Creating the Most Livable City in America”

Performance
Measurement System

with 7 Focus Areas

City’s Livability Initiative

ICMA
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Presentation Notes
STAR 7 Focus Areas:
Built Environment
Climate & Energy
Education, Arts & Community
Economy & Jobs
Equity & Empowerment
Health & Safety
Natural Systems

Livability Initiative – progress tracking, staff training, community engagement



Livability Initiative

488

POINTS ACHIEVED

y ¢

Points by Goal Area Points by Category

80%

Actions

93%

87%

Education & Outreach

Plan Development

Policy & Code Adjustment
Partnerships & Collaboration

Innovation

+30

. Inventory, Surveys
Points ! !

Enforcement & Incentives

Programs & Services
Facilities & Infrastructure

2[]% Outcomes

ICMA
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STAR 


Livability Training

per session session

JEEIES




Conclusions

Adopt a contingent approach to strategic
implementation before problems arise

Put your money where your mouth is

Tend to the initiative’s strategic coalition

Build robust implementation monitoring systems
Be purposeful with implementation interventions

Learn from success, adapt to failure with
Innovation

Build on current success

ICMA



Questions/Comments?

David Mitchell, Ph.D. Amy Knowles

School of Public Administration City Manager’s Office
University of Central Florida City of Fort Lauderdale
david.mitchell@ucf.edu aknowles@fortlauderdale.gov
407.823.5365 954.828.5987

Twitter: @davemitchellucf

Johanna Leonard, AICP

City Manager’s Office

City of Evanston
jleonard@cityofevanston.org
847.448.8014




—egaattle
KING COUNTY
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