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ABSTRACT

In  l o c a l  government a c r o s s  t h e  U ni ted  S t a t e s ,  p u b l i c  o f f i c i a l s ,  both 

e l e c t e d  and a p p o i n t e d ,  a re  t e l l i n g  t h e  t a x p a y e r s  t h a t  t h e r e  a r e  two a l t e r 

n a t i v e s  in  s o l v i n g  the  problem o f  i n c r e a s i n g  c o s t s  t h a t  c o n f r o n t  govern 

m en t .  These  a l t e r n a t i v e s  a r e  t o  i n c r e a s e  t a x e s  o r  to  c u t  back or  e l i m i n a t e  

s e r v i c e s .

T h i s  paper  examines v i t a l  a l t e r n a t i v e s  by which lo c a l  government can 

red u ce  the  c o s t s  o f  s e r v i c e s  and i n c r e a s e  e f f i c i e n c y  and e f f e c t i v e n e s s  of  

t h e s e  s e r v i c e s  th rough  p r o d u c t i v i t y  improvements  r a t h e r  than by i n c r e a s i n g  

t a x e s  o r  r e d u c in g  or e l i m i n a t i n g  s e r v i c e s  and programs.

P r o d u c t i v i t y  w i l l  be d e f i n e d .  P r o d u c t i v i t y  improvement t e c h n i q u e s  w i l l  

be o u t l i n e d .  A lso ,  b a r r i e r s  t h a t  h i n d e r  t h e  im p lem en ta t ion  o f  a p roduc 

t i v i t y  improvement program w i l l  be d i s c u s s e d .  The paper then  p ro v id e s  an 

ove rv iew  of  p r o d u c t i v i t y  improvement programs in  f i v e  u n i t s  o f  lo c a l  

government .  F i n a l l y ,  a c a se  s tu d y  i s  p r e s e n t e d  o u t l i n i n g  how p r o d u c t i v i t y  

was i n c r e a s e d  and r e s u l t e d  in a s u b s t a n t i a l  c o s t  r e d u c t io n  in  the  County 

C l e r k ' s  Department o f  Genesee County ,  Michigan. The paper  conc ludes  by 

i n d i c a t i n g  t h a t  the  r e s e a r c h  d a t a  c o l l e c t e d  and ana lyzed  s u p p o r t s  the  

h y p o t h e s i s  o u t l i n e d  in  the  p a p e r .  F u r th e r m o r e ,  th e  8 0 ' s w i l l  be a p e r io d  

o f  c u t -b a c k  management and program e n t re n ch m e n t  in  lo c a l  government due to  

t h e  s c a r c i t y  of  r e s o u r c e s  t o  f i n a n c e  t h e s e  programs and s e r v i c e s .

T h e r e f o r e ,  the  p u b l i c  o f f i c i a l  w i l l  be f o r ce d  to  tu rn  to  improvements in 

p r o d u c t i v i t y  in o r d e r  to  r e s o l v e  the  above c r i s i s .
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I .

FORMULATION OF RESEARCH PROBLEM

The r e s o u r c e s  consumed to  produce  the  s e r v i c e s  p ro v id e d  by s t a t e  and 

l o c a l  governments  have grown to  a magni tude  t h a t  makes s t a t e  and lo c a l  

government  one o f  the  m ajor  components o f  the  American economy. The 

employment and e x p e n d i t u r e s  o f  s t a t e  and lo c a l  government have i n c r e a s e d  

g r e a t l y  o v e r  th e  p a s t  two d e c a d e s .  "In 1960, t h e s e  government u n i t s

employed a p p r o x im a te ly  6 .1  m i l l i o n  w o rk e r s ,  o r  8 .7  p e r c e n t  o f  th e  c i v i l i a n

l a b o r  f o r c e ,  and s p e n t  a p p r o x im a te ly  $46 .5  b i l l i o n  on th e  p u rch ase  o f  goods 

and s e r v i c e s ,  o r  9 .2  p e r c e n t  o f  t h e  g r o s s  n a t i o n a l  p r o d u c t .  By 1980, t h e s e  

governments  employed 1 3 .4  m i l l i o n ,  o r  1 2 .5  p e r c e n t  o f  th e  c i v i l i a n  l a b o r  

f o r c e  and s p e n t  on goods and s e r v i c e s  $341 .2  b i l l i o n ,  o r  13 .0  p e r c e n t  o f

t h e  g ro s s  n a t i o n a l  p r o d u c t . " *

In l o c a l  governments  a c r o s s  t h e  Uni ted  S t a t e s ,  p u b l i c  o f f i c i a l s ,  both 

e l e c t e d  and a p p o i n t e d ,  a r e  t e l l i n g  the  t a x p a y e r s  t h a t  t h e r e  a r e  two a l t e r 

n a t i v e s  in  s o l v i n g  the  problem of  i n c r e a s i n g  c o s t s  t h a t  c o n f r o n t  govern

ment .  These  a l t e r n a t i v e s  a r e  to i n c r e a s e  t a x e s  or to  c u t  back o r  

e l i m i n a t e  s e r v i c e s .  There  i s  s u b s t a n t i a l  ev idence  t h a t  t a x p a y e r s  do not 

want t a x e s  to  be i n c r e a s e d  and in some c a s e s  a r e  demanding t h a t  t a x e s  be 

c u t .  There  i s  a l s o  p r o o f  t h a t  the  t a x p a y e r s  would l i k e  l o c a l  government 

e x p e n d i t u r e s  red u ced .  "V o te r s  in 13 s t a t e s  c o n s i d e r e d  measures  t o  l i m i t  

t a x e s  and government spend ing  in t h e  November 7 ,  1978 e l e c t i o n s "  a cc o rd in g

t o  R ichard  L. L u c ie r  in  h i s  a r t i c l e  "Gauging th e  S t r e n g t h  and Meaning of
2

t h e  1978 Tax R e v o l t . "  F u r th e r m o r e ,  Jerome Rothenberg  and Paul Smoke, in 

d i s c u s s i n g  th e  e f f e c t s  o f  P r o p o s i t i o n  2 - 1 / 2  in  M assa c h u se t t s  s t a t e d ,  "In

-  2 -
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t h e  November 1980 gene ra l  e l e c t i o n ,  M a s s a c h u s e t t ' s v o t e r s  overwhelmingly  

ap p ro v e d  a s t r i c t  t a x  l i m i t a t i o n  measure  known as P r o p o s i t i o n  2 - 1 / 2 .  This 

p o p u l a r  i n i t i a t i v e ,  s u p p o r t e d  by 59 p e r c e n t  o f  the  e l e c t o r a t e ,  was des ig n ed

p r i m a r i l y  to  reduce  l o c a l  p r o p e r t y  t a x  burden and to  c u r t a i l  t h e  r a t e  of
3

growth  o f  l o c a l  government  s p e n d in g . "  F i n a l l y ,  t h e  c u r r e n t  r e c a l l  o f  

p u b l i c  o f f i c i a l s  in  Michigan i s  f u r t h e r  e v id en c e  to  s u p p o r t  t h i s  s t a t e m e n t .

GRAPH I
'r~”TT-

The p u b l i c  a d m i n i s t r a t o r  o r  

e l e c t e d  o f f i c i a l  has to  deal w i th  the  

problera  of t h e  c o n t in u e d  i n c r e a s e  in the  

c o s t  o f  p r o v id i n g  s e r v i c e s  to  th e  

p u b l i c ,  such i n c r e a s e s  r e f l e c t  i n f l a 

t i o n ,  as  wel l  as th e  expan s io n  of  

c u r r e n t  s e r v i c e s  o r  the  c r e a t i o n  o f  new 

progrants .  The graph to  th e  r i g h t  shows 

t h e  h i s t o r y  o f  e x p e n d i t u r e s  in Genesee 

C oun ty ,  Mich igan ,  a l o c a l  u n i t  o f  

government .  The d a ta  on th e  c h a r t  show 

t h a t  e x p e n d i t u r e s  in  Genesee County have

i n c r e a s e d  from $86.3  m i l l i o n  in  1978 to  

$109 .7  m i l l i o n  in  1983 .4 This  d a t a ,  p lu s  

t h e  f i g u r e s  s t a t e d  in t h e  f i r s t  

p a ra g ra p h  on page one ,  p ro v id e  f u r t h e r  

e v i d e n c e  t h a t  e x p e n d i t u r e s  in lo c a l  

government have i n c r e a s e d .

* DOLLARS (OOCLOOO;

109.9 109.7

100,9 1 00,1

m i

1978 1979 1980 1981 1382 1983
EXPENDITURES
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At th e  same t im e ,  

however ,  t h e  p u b l i c  admin

i s t r a t o r  i s  c o n f r o n t e d  w i th  

t h e  problem o f  d e c r e a s i n g  

r e s o u r c e s .  The c h a r t  t o  th e  

r i g h t  p r o v i d e s  a h i s t o r i c a l  

p r o s p e c t i v e  and f u t u r e  t r e n d s

o f  e x p e n d i t u r e s  and revenues
5

i n  Genesee County.

The County had to  use 

fund b a l a n c e  (a c c u m u la t io n  of  

e x c e s s  revenues  over  expen

d i t u r e s  in p r i o r  y e a r s )  to  

b a l a n c e  t h e i r  budge t  in 1979 

and 1982. The d e c r e a s e  in  

r e s o u r c e s  was due to  a 

d e c r e a s e  in  p r o p e r t y  t a x e s  

and monies r e c e i v e d  from the  

f e d e r a l  government  v ia  th e  

i n t e r g o v e r n m e n t a l  sys tem .  The 

t r e n d s  of t h e  v a r i o u s  revenue  

s o u r c e s  a r e  shown on th e  

graph  I I  t o  t h e  r i g h t . 6

CHART I

EXPENDITURES

ito .e  109i

GRAPH I I

GENESEE COUNTY 
COMPARISON OF REVENUES (ALL FUNDS) 

FROM 1978 TO 1983

I

TAXES
INTRAGOVERN MENTAL REVENUE 

CHARGES FOR SERVICES 
MISCELLANEOUS REVENUE

$ DOLLARS (000,000)

110.6 109.7
101.1 100.3 23.E 513.0

REVENUES
. .‘L a . . . ...  ---
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The d a ta  shown in  th e  p r e c e d in g  c h a r t s  p r o v id e  e v id e n c e  t h a t  the  

c o s t  o f  p r o v i d i n g  s e r v i c e s  i s  i n c r e a s i n g  d r a s t i c a l l y ,  whereas  th e  r e s o u r c e s  

t o  f i n a n c e  t h e s e  s e r v i c e s  a r e  in  th e  p r o c e s s  o f  d i m i n i s h i n g  in  Genesee 

C oun ty .  F u r th e r m o r e ,  t h e r e  i s  e v id en c e  t h a t  o t h e r  l o c a l  u n i t s  o f  govern

ment a c r o s s  the  Uni ted  S t a t e s  f ace  th e  same s c e n a r i o .

The a v a i l a b l e  r e s o u r c e s  f o r  many l o c a l  governmenta l  u n i t s  a r e  

f i x e d ,  growing s lowly  o r  even d i m i n i s h i n g .  Hence,  p u b l i c  a d m i n i s t r a t o r s  

and e l e c t e d  o f f i c i a l s  have to  b r in g  new v ig o r  to  t h e i r  r e s e a r c h  f o r  methods 

o f  g e t t i n g  more from th e  r e s o u r c e s  they  have.  As a r e s u l t ,  t h i s  r e s e a r c h  

p a p e r  p r o v id e s  a new focus  on government  o p e r a t i o n s  based on p rev io u s  

r e s e a r c h  and e x p e r i e n c e s .  T h i s  paper  w i l l  d i s c u s s  v i t a l  a l t e r n a t i v e s  by 

which lo c a l  government can reduce  th e  c o s t s  o f  s e r v i c e s  and i n c r e a s e  

e f f i c i e n c y  and e f f e c t i v e n e s s  th rough  p r o d u c t i v i t y  improvements r a t h e r  than  

by i n c r e a s i n g  t a x e s ,  o r  r e d u c in g  o r  e l i m i n a t i n g  s e r v i c e s  and programs.  

However,  in  o r d e r  f o r  t h i s  to  t ak e  p l a c e ,  the  p u b l i c  a d m i n i s t r a t o r  or th e  

e l e c t e d  o f f i c i a l  has t o  be s u p p o r t i v e  o f  such a program.

Th is  s e c t i o n  o f  the  pap e r  has p ro v id e d  a d e s c r i p t i o n  o f  the  problems 

t o  be i n v e s t i g a t e d .  A b r i e f  background on p r o d u c t i v i t y ,  how s t a t e  and 

l o c a l  p r o d u c t i v i t y  i n t e r r e l a t e  to  th e  n a t i o n a l  economy, and how produc

t i v i t y  i s  measured and i n c r e a s e d  i s  p r e s e n t e d  in  S e c t io n  I I .  A c l e a r ,  con

c i s e  d e s c r i p t i o n  o f  proven t e c h n i q u e s  f o r  enhanc ing  p r o d u c t i v i t y  i s  

p r e s e n t e d  in  S e c t io n  I I I .  Also p r e s e n t e d  i s  how t h e s e  t e c h n i q u e s  are  

a p p l i e d  to  l o c a l  government a c t i v i t i e s  and programs.  The b a r r i e r s  or  d i f 

f i c u l t i e s  in v o lv e d  in m easur ing  p r o d u c t i v i t y  a r e  d i s c u s s e d  in  S e c t io n  IV.

-  5 -



O u t l i n e d  in  S e c t io n  V a re  the  l i m i t a t i o n s  o f  th e  s t u d y .  The p r o d u c t i v i t y  

improvement programs of f o u r  l o c a l  u n i t s  o f  government a r e  p o r t r a y e d  in 

S e c t i o n  VI. A d e s c r i p t i o n  o f  each program i s  p r o v i d e d .  Major  a cco m p l i sh 

m e n t s ,  f a c t o r s  c o n t r i b u t i n g  to  the  s u c c e s s ,  and b a r r i e r s  i n c u r r e d  in im ple 

m en t in g  and o p e r a t i n g  each program a r e  th en  o u t l i n e d .  F i n a l l y ,  the  

a n a l y s i s  o f  each program w i l l  c o n c lu d e  by p r o v i d i n g  some s a l i e n t  p o i n t s  

a b o u t  each program. The same approach  as in  S e c t io n  VI i s  used in S e c t io n  

VIIX to  rev iew Genesee C o u n ty ' s  p r o d u c t i v i t y  improvement program. A case  

s tu d y  i s  p r e s e n t e d  in S e c t io n  VIII  p r o v i d i n g  an a c t u a l  e x p e r i e n c e  o f  how 

p r o d u c t i v i t y  was i n c r e a s e d  in  th e  Genesee County C l e r k ' s  Depar tment .  The 

f i n a l  s e c t i o n  o f  t h i s  paper  ( S e c t i o n  IX) p r e s e n t s  c o n c l u s i o n s  drawn from 

t h e  r e s e a r c h  by th e  w r i t e r  and p ro v id e s  a b r i e f  l i s t  o f  c h a l l e n g e s  f a c in g  

l o c a l  government o f f i c i a l s  in  the  1980 ' s  r e g a r d i n g  the  p r o d u c t i v i t y  i s s u e .

-  6 -
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I I .

INTRODUCTION TO THE PROBLEM OF PRODUCTIVITY

P r o d u c t i v i t y  i s  an economic term which i d e n t i f i e s  the  q u a n t i t y  o f  goods or

s e r v i c e s  which can be produced ( o u t p u t )  from a s p e c i f i c  q u a n t i t y  o f  r e s o u r c e s  -

manpower,  c a p i t a l ,  e n e r g y ,  and raw m a t e r i a l s  ( i n p u t s ) .  As an a b s o l u t e  r a t i o ,

t h e  p r o d u c t i v i t y  r a t e  i n d i c a t e s ,  as a s i n g l e  p o i n t  in t im e ,  p r o d u c t i o n  c a p a b i 

l i t y  based on r e s o u r c e  a v a i l a b i l i t y .  P r o d u c t i v i t y  r e f l e c t s  i n c r e a s e s  o r  

d e c r e a s e s  in  t h e  e f f i c i e n c y  of  r e s o u r c e  u t i l i z a t i o n  o r  c o s t  r e d u c t i o n  o r  c u r 

t a i l m e n t . *

I n c r e a s e s  in p r o d u c t i v i t y  p e rm i t  wages to  r i s e  w i th o u t  c o s t  o r  p r i c e  e s c a 

l a t i o n ;  a l lo w  more goods and s e r v i c e s  to  be a v a i l a b l e  w i th o u t  i n c r e a s e d  d e p l e 

t i o n  o f  s c a r c e  r e s o u r c e s ;  e n a b le  th e  i n d i v i d u a l  employee to  work fewer  hours  

w i t h o u t  r e d u c in g  income; and p r o v id e s  th e  economic growth n e ce s sa ry  to  s u p p o r t  

t h e  a t t a i n m e n t  o f  s o c i a l  o b j e c t i v e s .  In s h o r t ,  p r o d u c t i v i t y  growth reduces  

i n f l a t i o n ,  enhances  th e  c o m p e t i t i v e n e s s  o f  U.S. p ro d u c t s  in f o r e i g n  m a rk e ts ,  and 

c o n t r i b u t e s  to  improving th e  q u a l i t y  o f  l i f e  en joyed  by a l l  Americans.

The i m p l i c a t i o n s  o f  lo c a l  government on the  U.S. " p r o d u c t i v i t y  c r i s i s "  a re  

s i g n i f i c a n t .  The c o s t  o f  d e l i v e r i n g  p u b l i c  s e r v i c e s  w i l l  c o n t in u e  to  r i s e  d r a 

m a t i c a l l y .  P r e s s u r e s  to  reduce  the  t a x  burden w i l l  i n c r e a s e  as th e  p u rc h a s in g  

power o f  th e  d o l l a r  d e c l i n e s  and th e  r e l a t i v e  pinch of  the  t a x  b i t e  i n c r e a s e s .  

Demand f o r  some p u b l i c  s e r v i c e s  w i l l  grow as p r i v a t e  a l t e r n a t i v e s  become 

i n f e a s i b l e .

Local government  i s  not j u s t  a v i c t im  o f  t h e s e  consequences ;  i t  i s  a l s o  a 

c o n t r i b u t o r .  Low government  p r o d u c t i v i t y  growth e x p e d i t e s  t a x  h i k e s ,  which adds
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t o  th e  c o s t  o f  p r i v a t e  s e c t o r  p r o d u c t i o n  and s e r v i c e  d e l i v e r y ,  r e t a r d s  the  

e x p a n s io n  o f  n e c e s s a r y  and d e s i r a b l e  p u b l i c  s e r v i c e s ,  and w as te s  s c a r c e  r e s o u r 

c e s .

"A model deve loped  by Baumol h e lp s  to  e x p l a i n  f u r t h e r  why th e  
above c o n d i t i o n s  e x i s t  in l o c a l  government.  His h y p o t h e s i s  of  
t h e  "u n b a lan c e  growth of t h e  economy," based on th e  a ssum pt ion  
o f  d i f f e r e n t i a l  r a t e s  of  p r o d u c t i v i t y  growth in v a r i o u s  s e c t o r s  
o f  t h e  economy, o f f e r s  i n s i g h t  i n t o  why l e s s  p u b l i c  s e r v i c e  may 
be c o s t i n g  more d o l l a r s  and th u s  g e n e r a t i n g  " tax  r e v o l t s " .  In 
B aum ol 's  model,  p r o d u c t i v i t y  i n c r e a s e s  fo r  p u b l i c  s e r v i c e s  a r e  
assumed to  lag  beh ind  such i n c r e a s e s  f o r  t h e  r e s t  o f  th e  economy 
s i n c e  t h e s e  s e r v i c e s  a r e  u s u a l l y  l a b o r  i n t e n s i v e .  C o n se q u e n t ly ,  
h igh  wages in  t h e  p u b l i c  s e c t o r  a re  n o t  as r e a d i l y  matched with  
h i g h e r  p r o d u c t i v i t y  as  th e y  a re  in t h e  p r i v a t e  s e c t o r .  To 
r e t a i n  employees in t h e  p u b l i c  s e c t o r ,  however, government wages 
must move upward wi th  t h o s e  in th e  more p r o d u c t i v i t y  s e c t o r s  o f  
t h e  economy.

The r e s u l t  a c c o r d in g  to  D.F. B radfo rd  i s  t h a t  ‘l o c a l  go v e rn 
ments  can p ro b a b ly  e x p e c t  t h a t  c o s t s  w i l l  c o n t i n u e  to  r i s e  cum- 
m u l a t i v e l y  and a t  a more r a p i d  r a t e  th an  th o s e  in  th e  r e s t  o f  
t h e  economy, even i f  t h e r e  i s  no i n c r e a s e  e i t h e r  in th e  q u a n t i t y  
o r  q u a l i t y  o f  t h e  s e r v i c e s  p ro v id e d .  I n c r e a s i n g  e x p e n d i t u r e s  
a p p e a r s  to  be t h e  p r i c e  o f  simply  s t a n d i n g  s t i l l . '  The p l i g h t  
t h a t  l o c a l  gove rnm en ts '  f i n d  th e m se lv e s  c augh t  between t h a t  
p r e s s u r e s  by p u b l i c  employees f o r  i n c r e a s e d  compensa t ion  and 
t a x p a y e r s  c o m p la in t s  over the  d e t e r i o r a t i n g  q u a l i t y  o f  p u b l i c  
s e r v i c e s  has  been termed "Baumol ' s  D i s e a s e . "

I n c r e a s i n g  p u b l i c  s e c t o r  p r o d u c t i v i t y  can r e s u l t  in  th e  r e d u c 

t i o n  o f  the  r ea l  c o s t s  o f  p u b l i c  s e r v i c e s  and a p o s s i b l e  remedy to  th e  

"Baumol 's  D i s e a s e " .  In  o r d e r  to  a ch ie v e  an i n c r e a s e  in  p r o d u c t i v i t y , 

t h e  r a t i o  o f  o u t p u t  t o  i n p u t  nwst i n c r e a s e .
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P u b l i c  S e c t o r  P r o d u c t i v i t y

In  th e  p u b l i c  s e c t o r ,  t h e  term p r o d u c t i v i t y  encompasses  both  th e  

e f f i c i e n c y  and th e  e f f e c t i v e n e s s  w i th  which r e s o u r c e s  a r e  consumed to  

p r o v i d e  s e r v i c e s .  In  t h e  absence  o f  a f r e e - m a r k e t  sy s tem ,  which a c t s  

a s  a q u a l i t y  c o n t r o l  in  th e  p r i v a t e  s e c t o r ,  t h e  p u b l i c  s e c t o r  must 

d e v e lo p  s u r r o g a t e  i n d i c a t o r s  to  a s s u r e  t h a t  a t t e m p t s  t o  i n c r e a s e  e f f i 

c i e n c y  do no t  reduce  e f f e c t i v e n e s s .

On one l e v e l ,  p r o d u c t i v i t y  r e l a t e s  t o  e f f i c i e n c y  o f  governments  

i n  u s in g  r e s o u r c e s  to  accom plish  g o a l s .  In o t h e r  words ,  i t  r e l a t e s  to  

w h e th e r  more r e s o u r c e s  a r e  r e q u i r e d  to  pave th e  same number of  s t r e e t s  

a t  th e  same l e v e l  o f  q u a l i t y ,  o r  w he ther  fewer r e s o u r c e s  can be con

sumed to  a c h ie v e  th e  same g o a ls  more e f f i c i e n t l y .

P r o d u c t i v i t y  in  government a l s o  r e l a t e s  to  w he ther  o r  not th e

r i g h t  g o a l s  a r e  being  a cc o m p l i sh e d .  The q u e s t i o n  he re  i s  whether

pav in g  th e  s t r e e t s  i s  th e  a p p r o p r i a t e  goal o r  w he ther  the  p r e f e r e n c e

o f  th e  c i t i z e n r y  i s  to  b u i l d  t e n n i s  c o u r t s  w i th  th o s e  same r e s o u r c e s .

The demand f o r  p r i v a t e  goods and s e r v i c e s  i s  v a l i d a t e d  by consumer

c h o i c e  a t  the  m a r k e t p l a c e .  M i s a l l o c a t i o n  o f  p r o d u c t i v e  c a p a c i t y  in  the

p u b l i c  s e c t o r  g e n e r a t e s  c i t i z e n  d i s s a t i s f a c i t o n  with  governmental  
3

e f f e c t i v e n e s s .

On s t i l l  a n o t h e r  l e v e l ,  g o v e rn m e n t ' s  c o n t r i b u t i o n  to  produc

t i v i t y  r e l a t e s  to  th e  e f f i c i e n t  and e f f e c t i v e  a l l o c a t i o n  o f  r e s o u rc e s  

between th e  p r i v a t e  and t h e - p u b l i c  s e c t o r s  f o r  s e r v i c e s  o r  programs 

which e n a b le  us to  a c h ie v e  a p r e f e r r e d  mix o f  p u b l i c  and p r i v a t e  goods
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f o r  a g iven  amount o f  r e s o u r c e s .  An example o f  t h i s  a c t i v i t y  i s  th e  

r e g u l a t o r y  p r o c e s s  whereby p u b l i c  and p r i v a t e  d o l l a r s  a r e  a l l o c a t e d  to  

r e d u c i n g  p o l l u t i o n ,  a s o c i a l  goal th e  c o s t s  o f  which may reduce  th e  

r e s o u r c e s  t h a t  o t h e r w i s e  would be a v a i l a b l e  f o r  i n c r e a s e d  consumption 

o r  i n v e s t m e n t . ^

M o b i l i z i n g  a l l  r e s o u r c e s  to  a c h ie v e  th e  above g o a l s  i s  one o f

t h e  r e s p o n s i b i l i t i e s  o f  government.  The e x t e n t  to  which we u n d e r s t a n d

t h e  mechanism by which th e  r e s o u r c e s  a r e  a l l o c a t e d  between th e  p u b l i c

and p r i v a t e  s e c t o r  can i n f l u e n c e  both  th e  way we a t t e m p t  t o  accomplish

t h e s e  g o a l s  and th e  r e s u l t i n g  e f f i c i e n c y  and e f f e c t i v e n e s s  w i th  which

we a c h ie v e  them. I t  can a l s o  a l lo w  us to  reduce  th e  amount o f  r e s o u r -
5

c e s  u t i l i z e d  to  accom pl ish  the  same o r  g r e a t e r  r e s p o n s i b i l i t i e s .

S o u rce s  o f  P r o d u c t i v i t y  Growth

I n c r e a s e s  in p r o d u c t i v i t y  r e s u l t  from u s in g  fewer  r e s o u r c e s  o r  

v a r y in g  th e  mix o f  r e s o u r c e s  r e q u i r e d  to  produce  goods o r  s e r v i c e s  so 

t h a t  a l l  t h e  i n p u t s  to  th e  p r o d u c t io n  p r o c e s s  a r e  o p t i m a l l y  u t i l i z e d .

In government,  as in  a l l  l a b o r - i n t e n s i v e  a c t i v i t i e s ,  many f a c 

t o r s  a f f e c t  th e  e x t e n t  to  which manpower i s  e f f e c t i v e l y  and e f f i 

c i e n t l y  u t i l i z e d  in th e  d e l i v e r y  o f  s e r v i c e s .  Among th e  s i g n i f i c a n t  

i n f l u e n c e s  on employee p r o d u c t i v i t y  a re  f a c t o r s  such as s k i l l  l e v e l ,  

s c h e d u l i n g  o f  work, a v a i l a b i l i t y  o f  n e c e s s a r y  t o o l s  and equ ipm ent ,

a b s e n t e e i s m  and t a r d i n e s s ,  h e a l t h  and s a f e t y ,  working c o n d i t i o n s ,

. . . . . 6c a r e e r  development  o p p o r t u n i t i e s ,  and s u p e r v i s i o n .
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Even in  l a b o r - i n t e n s i v e  o p e r a t i o n s ,  l i k e  most governmenta l  s e r 

v i c e s ,  t e c h n o lo g y  can s i g n i f i c a n t l y  i n c r e a s e  p r o d u c t i v i t y  through 

e f f i c i e n c i e s  o f  t ime and manpower o r  th e  c a p a b i l i t y  t o  acomplish  p r e 

v i o u s l y  im p o s s i b l e  t a s k s .  T e c h n o lo g ic a l  o p p o r t u n i t i e s  r e l a t e  not only 

t o  new i n n o v a t i o n s  b u t  a l s o  t o  equ ipment  u t i l i z a t i o n ,  r e d u c t i o n  o f  

downtime, s c h e d u l i n g ,  manning l e v e l s ,  and energy  consum pt ion .

F i n a n c i a l  r e s o u r c e s  a l s o  d e te r m in e  th e  e x t e n t  to  which p roduc

t i v i t y  can be i n c r e a s e d .  Not on ly  do th e y  r e p r e s e n t  th e  c a p a b i l i t y  to  

a c q u i r e  new te ch n o lo g y  o r  compensate  manpower,  they  a l s o  g e n e r a t e  

r e s o u r c e s  th rough  in v e s tm e n t  p r a c t i c e s ,  b i l l i n g  and payment p o l i c i e s ,  

and deb t  f i n a n c i n g .

The c o s t s  and consumption o f  raw m a t e r i a l s  a l s o  c o n t r i b u t e  t o  

p r o d u c t i v i t y  improvements .  For  i n s t a n c e ,  as energy  becomes more 

e x p e n s i v e ,  i t  i s  im p o r t a n t  t o  look f o r  ways to  reduce  energy consump

t i o n  and a t  th e  same time a c h ie v e  th e  same g o a l s .  S i m i l a r l y ,  land  i s  

becoming r e l a t i v e l y  more d e a r ,  e s p e c i a l l y  in c o n c e n t r a t e d  m e t r o p o l i t a n  

a r e a s ,  making i t  im p o r t a n t  t o  min imize  space  needs and avoid  the  c o s t s  

a s s o c i a t e d  with  land  a c q u i s i t i o n  and m a in te n an c e .

The methods used to  o r g a n iz e  a job  a l s o  c o n t r i b u t e  o p p o r t u n i t i e s  

f o r  improving p r o d u c t i v i t y . For exam ple ,  methods which a r e  l e s s  

r e d u n d a n t ,  more l o g i c a l ,  and smooth f lo w in g  te n d  to  c u t  down on th e  

t i m e ,  equ ip m en t ,  and manpower needed t o  accom plish  t h e  t a s k s .  C e r t a i n  

methods w i l l  encourage  high employee per fo rm ance  w h i le  o t h e r  p ro c e 

d u r e s  w i l l  f r u s t r a t e  and a l i e n a t e  the  w o rk e r ,  r e s u l t i n g  in  lower p ro 

d u c t i v i t y . ^
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The en v i ronm en t  w i t h i n  which th e  p r o d u c t i o n  a c t i v i t y  i s  t a k i n g  p la ce  must 

a l s o  be c o n s i d e r e d .  The en v i ronm en t  i s  a f f e c t e d  by a number o f  f a c t o r s ,  

i n c l u d i n g  r e g u l a t i o n s  imposed a t  th e  f e d e r a l ,  s t a t e  o r  l o c a l  l e v e l .  R eg u la t io n s  

can  i n f l u e n c e  t h e  ty p e s  and c o s t s  o f  i n p u t s  t o  th e  p r o c e s s  (equal employment 

o p p o r t u n i t y ,  minimum wage) or  th e  method by which th e  p r o c e s s  i s  done 

( O c c u p a t io n a l  S a f e ty  and H eal th  A d m i n i s t r a t i o n ) .  These r e g u l a t i o n s  can n e g a t i 

v e l y  i n f l u e n c e  th e  u l t i m a t e  e f f i c i e n c y  and pe rhaps  th e  e f f e c t i v e n e s s  o f  the  

s y s t e m .  As p e r p e t r a t o r s  o f  r e g u l a t i o n s ,  s t a t e  and l o c a l  governments  should  con

s i d e r  the  a l t e r n a t i v e s  f o r  a c h i e v in g  t h e  p u b l i c l y  d e s i r a b l e  goal b e fo re  

e n f o r c i n g  r i g i d ,  p r o d u c t i v i t y - r e d u c i n g  r e g u l a t i o n s .  Under th e  i n f l u e n c e  o f  

r e g u l a t i o n ,  government should  s e e k ,  where p o s s i b l e ,  methods o f  a c h i e v in g  the  

s o c i a l  goal w i th o u t  add ing  c o s t s  o r  d i m i n i s h i n g  r e s u l t s ,  as some companies have 

done w i th  s i g n i f i c a n t  b e n e f i t  t o  t h e i r  p r o d u c t  p r i c e  r e s u l t i n g  in  l a r g e  ga in s  in 

m a rk e t  s h a r e .

F u r th e r m o r e ,  government must a s s e s s  w he ther  i t  shou ld  be in the  

b u s i n e s s  o f  d e l i v e r i n g  some of i t s  s e r v i c e s .  In some c a s e s ,  the  

m a rk e t  mechanism may have broken down so t h a t  th e  p r i v a t e  s e c t o r  i s  

n o t  doing what i t  can do b e s t .  In t h e s e  c a s e s ,  government has a 

r e s p o n s i b i l i t y  only t o  c o r r e c t  t h e  i n c e n t i v e s ,  no t  to  d e l i v e r  th e  p ro 

d u c t  o r  s e r v i c e  more e x p e n s i v e l y  o r  l e s s  p r o d u c t i v e l y .

F i n a l l y ,  i t  shou ld  a l s o  be no ted  t h a t  i n c r e a s e s  in  p r o d u c t i v i t y  w i l l  

r e s u l t  in s a v in g s  ( c o s t  r e d u c t i o n s  o r  revenue  i n c r e a s e s )  in the  a r e a s  or  d e p a r t 

ments  where the  p r o d u c t i v i t y  i n c r e a s e s  o c c u r .  However, t h i s  does not mean t h a t  

t h e  t o t a l  p r o d u c t i v i t y  of the  l o c a l  u n i t  government  has been i n c r e a s e d ;  whether 

o r  n o t  the  t o t a l  p r o d u c t i v i t y  o f  the  l o c a l  u n i t  o f  government i n c r e a s e s  w i l l
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depend on how the  s a v in g s  i s  u s e d .  The o v e r a l l  p r o d u c t i v i t y  of  the  

l o c a l  u n i t  o f  government w i l l  i n c r e a s e  i f  the  s a v in g s  a r e  used to 

c r e a t e  a d d i t i o n a l  c o s t  s a v in g s  o r  g e n e r a t e  a d d i t i o n a l  rev en u e .

However,  i f  t h e  s a v in g s  a r e  s p e n t  on p r o j e c t s  o r  i tem s  t h a t  a r e  no t  

c o n d u c iv e  to  i n c r e a s e s  in p r o d u c t i v i t y ,  then  th e  o v e r a l l  p r o d u c t i v i t y  

o f  th e  l o c a l  u n i t  o f  government w i l l  p ro b a b ly  no t  be i n c r e a s e d  and i t  

c o u ld  p o s s i b l y  r e s u l t  in a d e c r e a s e  in  t h e  o v e r a l l  p r o d u c t i v i t y  o f  the  

l o c a l  u n i t  o f  government.

T h i s  p a p e r  w i l l  c o n f in e  i t s  e x am in a t io n  o f  p r o d u c t i v i t y  to  th e  

amount o f  p h y s i c a l  o u t p u t  per  u n i t  o f  i n p u t  and c o s t  r e d u c t i o n s .  A 

c a s e  s tu d y  o f  the  Genesee County C l e r k ' s  Department w i l l  be p r e s e n t e d  

in  S e c t io n  V I I .  The r e l a t i o n s h i p s  o f  th e  r e s o u r c e s  used by th e  above 

d e p a r tm e n t  to  produce i t s  s e r v i c e s  ( i n p u t )  to  the  r e s u l t  of  th e  work
O

per fo rm ed  o r  s e r v i c e s  p ro v id ed  ( o u t p u t )  w i l l  be examined.

The case  s tudy  w i l l  show t h a t  u n i t  l a b o r  c o s t s  w i l l  dec rea se  i f  

p r o d u c t i v i t y  i n c r e a s e s .  T h e r e f o r e ,  u n i t  l a b o r  c o s t  i s  the  dependent 

v a r i a b l e  a f f e c t e d  by e i t h e r  wages o r  p r o d u c t i v i t y .  F u r th e rm o re ,  t h e r e  

a r e  i n t e r v e n i n g  v a r i a b l e s  t h a t  can o f f s e t  the  c o s t  o f  th e  r e s o u rc e  and 

have a d i r e c t  e f f e c t  on p r o d u c t i v i t y . Examples of  t h e s e  i n t e r v e n i n g  

v a r i a b l e s  a r e  type  o f  o r g a n i z a t i o n a l  a r r a n g e m e n t ,  l a b o r  u n io n s ,  and 

o t h e r  d e p a r tm en t s  t h a t  s u p p o r t  th e  d e p a r tm en t  t h a t  i s  r e s p o n s i b l e  f o r  

p r o v i d i n g  th e  s e r v i c e .

The n e x t  s e c t i o n  w i l l  a d d r e s s  t e c h n i q u e s  used in  lo c a l  gove rn 

ment to  i n c r e a s e  p r o d u c t i v i t y .
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I I I .

PRODUCTIVITY IMPROVEMENT TECHNIQUES

The pu rp o se  of  t h i s  s e c t i o n  i s  to  d e s c r i b e  th e  v a r io u s  t a s k s  and t e c h 

n iq u e s  a v a i l a b l e  to  l o c a l  government managers  and a n a l y s t s  in improving the  

p r o d u c t i v i t y  o f  t h e i r  o p e r a t i o n s .  S ince  l o c a l  government e x p e n d i t u r e s  a r e  

p r i m a r i l y  f o r  p e r s o n n e l ,  equ ipm en t ,  and f a c i l i t i e s ,  th e  focus  w i l l  be on 

t h o s e  a r e a s  w i th  s p e c i f i c  emphas is  on work s i m p l i f i c a t i o n  and work s t a n 

d a r d s ,  s i n c e  t h e s e  t e c h n i q u e s  were used  in  t h e  case  s t u d y .  This  w i l l  a l s o  

f a m i l i a r i z e  th e  r e a d e r  w i th  t h e s e  t e c h n i q u e s  and a s s i s t  in t h e  rev iew o f  

t h e  ca se  s t u d y .  A f o u r t h  a rea  d e a l s  w i th  improving th e  r e t u r n  on c a p i t a l  

f u n d s ,  s i n c e  t h i s  i s  an a r e a  where s u b s t a n t i a l  o p p o r t u n i t i e s  e x i s t  f o r  p ro 

d u c t i v i t y  improvement.

The t e c h n i q u e s  d e s c r i b e d  in  t h i s  s e c t i o n  have been used f o r  y e a r s  by 

i n d u s t r i a l  e n g i n e e r s  in  b r i n g i n g  abou t  g r e a t e r  p r o d u c t i v i t y  in  a lm os t  a l l  

p r i v a t e  s e c t o r  i n d u s t r i e s ;  in  a d d i t i o n ,  they  have been a p p l i e d  s e l e c t i v e l y  

t o  l o c a l  government o p e r a t i o n s . *

Personne l

S in ce  th e  m a j o r i t y  o f  government  e x p e n d i t u r e s  a re  f o r  s a l a r i e s  and 

wages o f  p e r s o n n e l ,  t h e  g r e a t e s t  p o t e n t i a l  f o r  p r o d u c t i v i t y  improvement 

l i e s  in  enhanc ing  th e  e f f i c i e n c y  o f  p e r s o n n e l .  Four b a s i c  t e c h n i q u e s  a re  

a v a i l a b l e  f o r  doing t h i s .

o Improving th e  e f f i c i e n c y  o f  th e  job  (work s i m p l i f i c a t i o n ) .
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o D e te rm in ing  the  a p p r o p r i a t e  amount o f  work to  be accom plished

(work s t a n d a r d s ) .

o M o t iv a t in g  th e  employees  th ro u g h  improved a c c o u n t a b i l i t y ,  a s s i g n 

ment o f  v e r t i c a l  r e s p o n s i b i l i t y ,  p a t i c i p a t o r y  management,  

r e w a r d in g  p e r fo rm an c e ,  and overcoming r e s i s t a n c e  to  change .

o D e te rm in ing  the  c o r r e c t  m ix tu re  o f  s t a f f  c a p a b i l i t i e s  and s u p p o r t .

Work S i m p l i f i c a t i o n

One o f  th e  most powerful t o o l s  a v a i l a b l e  f o r  improving th e  e f f i c i e n c y  

o f  any o p e r a t i o n  i s  work s i m p l i f i c a t i o n .  I t  has been a p p l i e d  q u i t e  suc 

c e s s f u l l y  in  th e  p r i v a t e  s e c t o r ,  p a r t i c u l a r l y  in m a n u fa c tu r in g  o p e r a t i o n s ;  

b u t  i t s  use  in  th e  p u b l i c  s e c t o r  has been l i m i t e d .

Work s i m p l i f i c a t i o n  i s  the  s y s t e m a t i c  e v a l u a t i o n  o f  o p e r a t i o n s  t o

d e t e r m in e  th e  most e f f i c i e n t  p r o c e s s  f o r  a cco m p l i sh in g  a d e s i r e d  r e s u l t .
2

I t  i n v o l v e s  s i x  s t e p s :

S e l e c t  a job  to  be improved and c o n c e n t r a t e  on i t .  Look f o r  o p e r a t i o n s  

t h a t :

1 ) in v o lv e  l a r g e  numbers of  employees  who perform r o u t i n e  and r e p e t i t i v e  

t a s k s .

2) consume l a r g e  numbers o f  man-hours .

3) R e s u l t  in b o t t l e n e c k s  o r  back lo g s  in  workload .

4) Seem to  r e q u i r e  much " c h a s in g  a ro u n d ” .
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5) Appear  t o  i n v o lv e  c o n s i d e r a b l e  amount o f  i d l e  t im e .

Examine th e  o p e r a t i o n  in  d e t a i l  and develop  a flow c h a r t  i n c l u d i n g  a l l  

s t e p s .  The flow c h a r t  w i l l  be very  u s e f u l  in  v e r i f y i n g  t h a t  a l l  a c t i v i t i e s  

i n v o l v e d  in  a given o p e r a t i o n  a r e  c o r r e c t l y  u n d e r s to o d  and in  p r o v id i n g  a 

p e r s p e c t i v e  on th e  co m p lex i ty  o f  a s eem ing ly  s im ple  o p e r a t i o n .

For  each  s t e p  shown in  th e  flow c h a r t  ask  th e  fo l l o w i n g  t h r e e  b a s i c  

q u e s t i o n s :

1) can the  s t e p  be e l i m i n a t e d ?

2) can i t  be combined with  a n o t h e r  s t e p ?

3) can a s im p le r  s t e p  be s u b s t i t u t e d ?

Based on the  answers  to  t h e s e  q u e s t i o n s ,  develop  a flow c h a r t  f o r  a

r e v i s e d  method and then  ask th e  same t h r e e  q u e s t i o n s  f o r  each s t e p  in  the

r e v i s e d  flow c h a r t .

Once you a re  s a t i s f i e d  you have deve loped  the  most e f f i c i e n t  o p e r a t i o n  

p o s s i b l e ,  c a l c u l a t e  th e  s av in g s  and p r e s e n t  your  f i n d i n g s  to  the  

a p p r o p r i a t e  p e r s o n n e l .

Implement th e  recommended changes .

The a p p l i c a t i o n  o f  work s i m p l i f i c a t i o n  a l s o  can r e s u l t  in  many forms 

b e in g  combined o r  e l i m i n a t e d  and forms be ing  a u t o m a t i c a l l y  g e n e r a t e d  by the  

compute r  r a t h e r  than  be ing  p r e p a r e d  m an u a l ly .
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Work S ta n d a r d s

P r o d u c t i v i t y  improvements can a l s o  be a c h ie v e d  by e s t a b l i s h i n g  work 

s t a n d a r d s ,  which s p e c i f y  th e  amount o f  t ime  r e q u i r e d  f o r  an e x p e r i e n c e d  

employee to  comple te  a job  f o l l o w i n g  a p r e s c r i b e d  method. Work s t a n d a r d s  

a r e  used p r i m a r i l y  f o r  d e t e r m in in g  th e  p r o p e r  s t a f f i n g  l e v e l s  f o r  s p e c i f i c  

j o b s  o r  t a s k s .  Every y e a r  government  o f f i c i a l s  and budge t  a n a l y s t s  

s t r u g g l e  w i th  d e c i s i o n s  r e g a r d i n g  th e  a p p r o p r i a t e  s t a f f i n g  l e v e l s  f o r  

v a r i o u s  d e p a r tm e n t s .  These d e c i s i o n s  c o u ld  be made much e a s i e r  th rough  the  

e s t a b l i s h m e n t  o f  work s t a n d a r d s .  In a d d i t i o n  to  p r o v i d i n g  a s t r e n g t h e n e d  

d e c i s i o n  making c a p a b i l i t y ,  work s t a n d a r d s  have s e v e r a l  o t h e r  u s e s ,  

i n c l u d i n g  th e  a b i l i t y  to  m on i to r  employee pe r fo rm an ce ,  s ch e d u le  work 

a s s i g n m e n t s ,  and e v a l u a t e  a l t e r n a t i v e  o p e r a t i n g  methods .  Work s t a n d a r d s  a re  

p a r t i c u l a r l y  u se fu l  t o  s u p e r v i s o r s  a t  a l l  l e v e l s  o f  an o r g a n i z a t i o n  in  

m e asu r in g  and comparing th e  pe r fo rm ance  o f  t h e i r  employees and in 

e s t a b l i s h i n g  a c o n t in u o u s  per fo rm ance  feedback  system.

Improvements  in p r o d u c t i v i t y  a r e  a c h ie v e d  because :

o The c o r r e c t  number of employees  w i l l  be a s s i g n e d  to  a given t a s k .

o The a b i l i t y  to  m oni to r  employee per form ance  w i l l  a l low  s u p e r v i s o r s

t o  i d e n t i f y  high and low per fo rm ance  and ta k e  a p p r o p r i a t e  a c t i o n .

o The a b i l i t y  t o  s ch e d u le  work a s s ig n m e n t s  w i l l  a s s i s t  managers in

d e v e lo p i n g  th e  most e f f i c i e n t  s c h e d u le  p o s s i b l e .

3
The f o l l o w i n g  t e c h n i q u e s  a re  a v a i l a b l e  f o r  e s t a b l i s h i n g  work s t a n d a r d s :
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T ech n i  que t x p 1a n a t i o n

Time
Study

P r e d e t e rm in e d
Time
S ta n d a r d s

Work
Sampling

A c t i v i t y  
Logging o r  
Time Ladders

All s t e p s  r e q u i r e d  t o  accom pl ish  a job  a re  observed  and 
t im ed  d i r e c t l y  by s t o p  w a tch .

All b a s i c  t a s k s  r e q u i r e d  to  pe r form  a given job  a r e  i d e n 
t i f i e d ,  then  work s t a n d a r d s  a r e  developed  by u s ing  p r e d e 
te rm in e d  s t a n d a r d s  f o r  t h e  normal t ime r e q u i r e d  to  
p e r fo rm  t h e s e  b a s i c  t a s k s .

A g iven  job  i s  obse rved  a t  random i n t e r v a l s  to  d e te rm in e  
th e  a l l o c a t i o n  of  t im e  to  s p e c i f i c  t a s k s .  From t h i s  the  
amount o f  t ime r e q u i r e d  t o  perform each t a sk  can be eva 
l u a t e d  and s t a n d a r d s  s e t  a c c o r d i n g l y .

Employees r e c o r d  b e g in n in g  and end ing  t ime f o r  each t a sk  
acco m p l i sh ed  d u r in g  the  day.  S ta n d a rd  t imes  r e q u i r e d  f o r  
each t a s k  can then  be d ev e lo p e d .

__________  _________ _ _______ ________________ j

The p r o p e r  t e c h n i q u e  to  use in  e s t a b l i s h i n g  work s t a n d a r d s  depends p r i 

m a r i l y  on a number o f  f a c t o r s ,  i n c l u d i n g :  (1) th e  accu racy  r e q u i r e d ,  (2)

th e  a v a i l a b i l i t y  o f  a n a l y s t s  to  s e t  th e  s t a n d a r d s ,  and (3) the  n a tu r e  of  

t h e  o p e r a t i o n s  and p o s i t i o n s  be in g  e v a l u a t e d  { i . e .  c l e r i c a l ,  t e c h n i c a l ,  

p r o f e s s i o n a l ) .  A pp l ied  p r o p e r l y ,  any of  t h e s e  t e c h n i q u e s  can y i e l d  u s ab le  

a c c u r a t e  r e s u l t s .  For  most l o c a l  governm ents ,  a c t i v i t y  log g in g  o r  t ime 

l a d d e r s  i s  the  p r e f e r r e d  method s in c e  i t  g e n e r a l l y  r e q u i r e s  the  l e a s t  

amount o f  a n a l y s t  t i m e ,  y i e l d s  r e s u l t s  which a re  s u f f i c i e n t l y  a c c u r a t e  f o r  

b u d g e t in g  and o p e r a t i n g  p u r p o s e s ,  and in v o lv e s  th e  employees in  s e t t i n g  th e  

s t a n d a r d s .  S ince  a c t i v i t y  l o g g in g  o r  t ime l a d d e r s  i s  the  method used in 

th e  case  s t u d y ,  i t  w i l l  be e x p l a i n e d  how i t  i s  used to  develop work s t a n 

d a r d s .

4
The s t e p s  i n v o lv e d  in  a c t i v i t y  lo g g in g  or  t ime  l a d d e r s  i n c lu d e :

1) Reviewing th e  o r g a n i z a t i o n  be ing  s t u d i e d  and the  o p e r a t i o n s  being 

per fo rm ed  to  i d e n t i f y  s tu d y  r e q u i r e m e n t s .
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2) For each job  f o r  which s t a n d a r d s  a r e  to  be e s t a b l i s h e d ,  d e f i n i n g  

work a c t i v i t i e s  t h a t  a r e :

o meaningful

o c l e a r l y  d e f i n e d  ( i n  te rms  o f  b e g in n in g  and ending p o i n t s )

o m e asu rab le  in  te rms  o f  work u n i t s  (such as number o f  docu

ments  o r  p i e c e s  o f  p a p e r )  p r o c e s s e d  d u r ing  a t ime p e r i o d .

3) T r a i n i n g  s u p e r v i s o r s  and employees  r e g a r d in g  the  purpose  o f  th e

s t u d y  and how t h e i r  v a r i o u s  a c t i v i t i e s  a r e  t o  be r e p o r t e d .

4) A s s i s t i n g  s u p e r v i s o r s  in  managing and m o n i to r in g  the  a c t i v i t y  

l o g g in g  o r  t ime l a d d e r  program d u r in g  the  s tudy  p e r i o d .  Examining the  d a i l y  

a c t i v i t y  o r  t im e  l a d d e r  program d u r in g  th e  s tudy  p e r i o d .  Examining th e  

d a i l y  a c t i v i t y  log  o r  t im e  l a d d e r  forms to  e n su r e  they  a re  being  completed 

c o r r e c t l y .

5) Summarizing th e  d a ta  a t  the  end o f  the  s tudy  p e r i o d .

6) A na lyz ing  th e  d a ta  w i th  management.

7) Documenting th e  work s t a n d a r d  to  be a p p l i e d  to  each job' .

Management shou ld  e x p l a i n  th e  new s t a n d a r d s  to  the  employees and the

r a t i o n a l e  f o r  t h e i r  deve lopm ent .

When combined wi th  t h e  p r e v i o u s l y  d e s c r i b e d  work s i m p l i f i c a t i o n  

m e thods ,  work s t a n d a r d s  can be very  u s e f u l  in  improving the  p r o d u c t i v i t y  of

any o p e r a t i o n  as i s  i l l u s t r a t e d  in th e  ca se  s tu d y .
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M o t i v a t i n g  Employees

One o f  th e  m ajor  p rob lem s f a c i n g  l o c a l  government i s  m a i n t a i n i n g  mora le

and m o t i v a t i o n  among em ployees .  The i n t e n t  he re  i s  to  p r e s e n t  an overv iew

o f  th e  more s u c c e s s f u l  and e a s i l y  a p p l i e d  t e c h n i q u e s  s i n c e  t h e s e  t e c h n i q u e s
5

were no t  used  d i r e c t l y  in  th e  s t u d y .  These i n c l u d e :

o R ed es ig n in g  j o b s  to  a c h ie v e  v e r t i c a l  r e s p o n s i b i l i t y  and h o ld in g  

employees  r e s p o n s i b l e  f o r  r e s u l t s ;

o I n v o lv i n g  employees  in  p r o d u c t i v i t y  improvement e f f o r t s ;

o Rewarding p e r fo rm an c e ;

o Overcoming r e s i s t a n c e  to  change .

D e te rm in in g  th e  C o r r e c t  M ix ture  o f  S t a f f  C a p a b i l i t i e s  and Suppor t

In  a d d i t i o n  to  e v a l u a t i n g  and r e d e s i g n i n g  work p r o c e d u r e s ,  s e t t i n g  job  

s t a n d a r d s  and t a k i n g  s t e p s  to  m o t iv a t e  th e  employees ,  th e  p ro p e r  m ix tu re  o f  

s t a f f  c a p a b i l i t i e s  and s u p p o r t  shou ld  be d e te rm in e d .

The most common problem in t h i s  r e g a rd  i s  lack  o f  c l e r i c a l  s u p p o r t  f o r  

p r o f e s s i o n a l  and t e c h n i c a l  p e r s o n n e l .  C ons ide r  th e  h ig h ly  t r a i n e d  and pa id  

b u i l d i n g  i n s p e c t o r  who spends  th e  f i r s t  one and one h a l f  hours  o f  h i s  day 

s e t t i n g  up a p p o in tm e n ts  to  co nduc t  i n s p e c t i o n s ,  o r  th e  p o l i c e  o f f i c e r  who 

re sp o n d s  t o  minor c a l l s  which cou ld  have been handled  over  th e  t e l e p h o n e  by 

c l e r i c a l  p e r s o n n e l .  In each o f  t h e s e  c a s e s ,  a d d i t i o n a l  c l e r i c a l  s u p p o r t  

c o u ld  r e l i e v e  t h e s e  i n d i v i d u a l s  to  do the  j o b s  f o r  which they  were t r a i n e d  

and a r e  p a i d .
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A n o th e r  problem i s  l a c k  o f  space  o r  equ ipm en t .  Crowded working co n 

d i t i o n s  can reduce  e f f i c i e n c y  s i g n i f i c a n t l y .  Y e t ,  a d d i t i o n a l  space  i s  

u s u a l l y  l e s s  e x p en s iv e  th an  a d d i t i o n a l  p e r s o n n e l .  The same i s  t r u e  f o r  

smal l  i t em s  o f  o f f i c e  eq ipm ent  ( d i c t a p h o n e s ,  memory t y p e w r i t e r s ,  e t c . )  and 

o t h e r  ty p e s  o f  s u p p o r t i v e  equipment  ( c o m p u te r s ,  f i e l d  r a d i o s ,  e t c . )

T here  a r e  no c l e a r  c u t  s o l u t i o n s  t o  t h e s e  p rob lem s ;  however,  the  admi

n i s t r a t o r  who r e a l i z e s  t h a t  th e y  e x i s t  and a d d r e s s e s  them d i r e c t l y  w i l l  

have made p r o g r e s s  toward  p r o d u c t i v i t y  improvement.

F a c i l i  t i e s

E x p e n d i t u r e s  f o r  c a p i t a l  f a c i l i t i e s  u s u a l l y  r e p r e s e n t  the  second 

l a r g e s t  i t em in  lo c a l  government b u d g e t s .  I t  i s  c r i t i c a l  t h a t  t h e s e  f a c i 

l i t i e s  be a c q u i r e d  a t  t h e  l e a s t  p o s s i b l e  c o s t  and u t i l i z e d  to  t h e  maximum 

e x t e n t  p o s s i b l e .  The purpose  o f  t h i s  s e c t i o n  i s  to  d i s c u s s  some common 

prob lem s in v o lv e d  in d e t e r m in in g  the  need f o r  c a p i t a l  f a c i l i t i e s ,  f i n a n c i n g  

t h e  a c q u i s i t i o n ,  and maximiz ing  t h e i r  u s e ,  and to  s u g g e s t  some p o s s i b l e  

s o l u t i o n s  to  t h e s e  p rob lem s:

D e te rm in in g  th e  Need

D e te rm in in g  the  o p t i o n a l  s i z e ,  c o n f i g u r a t i o n ,  and l o c a t i o n  o f  the  c a p i 

t a l  f a c i l i t i e s  r e q u i r e d  to  s u p p o r t  l o c a l  government program g o a ls  i s  th e  

most c r i t i c a l  s t e p  in  d e v e lo p in g  an e f f i c i e n t  c a p i t a l  improvement program. 

U n f o r t u n a t e l y  many c a p i t a l  budge ts  evo lve  from l o n g - r a n g e  c a p i t a l  improve

ment p l a n s  which r e f l e c t  n o th in g  more than  d e p a r t m e n t ' s  o r  programs d i r e c 

t o r ' s  "wish l i s t " .  F r e q u e n t l y ,  l i t t l e  r i g o r o u s  a n a l y s i s  i s  done o f  th e  real
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need f o r  th e  i tem s  i n c l u d e d  in  th e  c a p i t a l  b u d g e t .  O bv ious ly  the  a c q u i s i 

t i o n  o f  a f i r e  s t a t i o n ,  l i b r a r y ,  o r  park  which may n o t  be needed i s  an 

e x t r e m e l y  u n p r o d u c t iv e  use o f  f u n d s .  These  problems a r e  no t  insurmoun

t a b l e ,  b u t  th e y  r e q u i r e  s t r o n g  l e a d e r s h i p  from th e  c h i e f  a d m i n i s t r a t i v e  

o f f i c e r .

A c q u i r in g  a t  L e a s t  Cost

1) P u r c h a s e ,  c o n s t r u c t ,  o r  l e a s e  -  The d e c i s i o n  o f  how to  a c q u i r e  a 

g iven  f a c i l i t y  can be a d i f f i c u l t  one ,  r e q u i r i n g  th e  e v a l u a t i o n  o f  a number 

o f  f a c t o r s .  I f  a j u r i s d i c t i o n  has no t  p lanned  s u f f i c i e n t l y  ahead o f  t im e ,  

c o n s t r u c t i o n  may no t  be f e a s i b l e .  S i m i l a r l y ,  i f  a governmental  u n i t  has 

r e a c h e d  i t s  l i m i t  on bonded in d e b t e d n e s s  and th u s  has t o  use c u r r e n t  r e v e 

n u e s ,  l e a s i n g  may be th e  only f e a s i b l e  a l t e r n a t i v e .  However, when such 

c o n s t r a i n t s  do no t  e x i s t ,  the  method o f  a c q u i s i t i o n  should  be c a r e f u l l y  

e v a l u a t e d .

In  a d d i t i o n ,  th e  p r e s e n t  va lue  o f  th e  c o s t s  and s av in g s  o f  each method 

sh o u ld  be c a l c u l a t e d .  Th is  w i l l  a l lo w  a p r o p e r  compar ison to  be made b e 

tween a l t e r n a t i v e s .

2) Debt Versus  C u r r e n t  Revenue F in a n c in g  -  The second major d e c i s i o n  

which must be made when a c q u i r i n g  c a p i t a l  f a c i l i t i e s  i s  whether  t o  f in a n c e  

w i th  d e b t  i n s t r u m e n t s ,  c u r r e n t  r e v e n u e s ,  o r  a com bina t ion  o f  the  two.

A number o f  f a c t o r s  may make deb t  f i n a n c i n g  d e s i r a b l e .  When bonds a r e  

i s s u e d  to  f i n a n c e  a p r o j e c t ,  the  c o s t s  a re  sp read  ou t  over a g e n e r a t i o n  of 

u s e r s  o f  th e  p u b l i c  f a c i l i t y .  Debt f i n a n c i n g  a l s o  a l lo w s  c o n s t r u c t i o n  o r
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p u r c h a s e  o f  a f a c i l i t y  now, r a t h e r  than  in t h e  f u t u r e  when c o n s t r u c t i o n  

c o s t s  c o u ld  be h i g h e r .  Bonds can be used t o  help  avo id  f l u c t u a t i o n s  in tax  

r a t e s .  S in c e  f u t u r e  d o l l a r s  a r e  c h e a p e r  in i n f l a t i o n a r y  p e r i o d s ,  use o f  

l o n g - t e r m  bonds may be p r e f e r a b l e .

A l t e r n a t i v e l y ,  t h e r e  a r e  s e v e r a l  a d v an ta g e s  t o  f i n a n c i n g  with  c u r r e n t  

r e v e n u e s .  One b e n e f i t  i s  t h a t  a j u r i s d i c t i o n  a v o id s  pay ing  th e  i n t e r e s t  

c o s t s  a s s o c i a t e d  w i th  d e b t  f i n a n c i n g .  While c u r r e n t  revenue f i n a n c i n g  may 

a l l o w  a government  to  avo id  h o ld in g  a re fe rendum ,  i t  w i l l  no t  he lp  i t  avoid  

t h e  c l o s e  s c r u t i n y  which t h e  e x p e n d i t u r e s  w i l l  r e c e i v e  du r ing  p u b l i c  

h e a r i n g s .  By employing c u r r e n t  revenue  f i n a n c i n g ,  a j u r i s d i c t i o n  avo ids  

c o m m it t in g  i t s e l f  to  a l a r g e  f i x e d  c o s t  in f u t u r e  p e r i o d s .  An improved 

c r e d i t  r a t i n g  can o f t e n  be o b t a i n e d  th rough  p a y -a s -y o u - g o  f i n a n c i n g .  

S i m i l a r l y ,  “bonding c a p a c i t y "  can be r e s e r v e d  f o r  when needs a re  more c r i 

t i c a l  .

Many f a c t o r s  sh o u ld  be c o n s i d e r e d  in  d e c id in g  whe ther  to  f i n a n c e  c a p i 

t a l  p r o j e c t s  th rough  d e b t  o r  c u r r e n t  r e v e n u e s .  There  a r e  advan tages  and 

d i s a d v a n t a g e s  a p p l i c a b l e  t o  each f i n a n c i n g  method. G e n e r a l l y ,  t h e  types  of  

f i n a n c i n g  used w i l l  depend on such f a c t o r s  a s :

o l e g a l  deb t  l i m i t a t i o n s

o a d m i n i s t r a t i v e  d e b t  l i m i t a t i o n s  

o c o s t  o f  the  f a c i l i t y

o u s e f u l  l i f e  o f  t h e  f a c i l i t y

o n a t u r e  o f  th e  f a c i l i t y

o o t h e r  p lanned  c a p i t a l  p r o j e c t s
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The t o t a l  c o s t  o f  f i n a n c i n g  i s  p r i m a r i l y  dependent  upon th e  ty p e  o f  

f i n a n c i n g  methods c h o se n .

I f  d e b t  f i n a n c i n g  i s  c h o sen ,  then  the  borrower  shou ld  o b t a i n  funds  a t  

t h e  lo w e s t  e f f e c t i v e  i n t e r e s t  c o s t s .  The f i r s t  s t e p  in doing t h i s  i s  to  

o b t a i n  t h e  b e s t  c r e d i t  r a t i n g  p o s s i b l e .  Second ly ,  a j u r i s d i c t i o n  shou ld  

p a t t e r n  th e  m a t u r i t y  o f  th e  deb t  to  min imize  the  p e r c e n t  v a lue  o f  t h e  c o s t s  

t h e  i s s u e .  F i n a l l y ,  th e  i s s u e  i t s e l f  shou ld  be t imed to  take  advan tag e  o f  

t h e  v a r i a t i o n s  in m a rk e t  r a t i n g s  d u r in g  th e  y e a r . ^

O p t im iz in g  Use

O p t im iz in g  the  use o f  p u b l i c  f a c i l i t i e s  shou ld  be p a r t  o f  th e  t a s k  o f  

d e t e r m i n i n g  t h e  need f o r  a d d i t i o n a l  f a c i l i t i e s .

The problem of  i n e f f i c i e n c i e s  i s  no t  such one o f  t e c h n i q u e s  as much as 

a lack  o f  p ro p e r  a t t e n t i o n  be ing  pa id  to  th e  problem by lo c a l  government.

By examining f a c i l i t y  use c l o s e l y  and f o l lo w in g  th e  su g g es te d  approaches  

d i s c u s s e d  below, a j u r i s d i c t i o n  can r e a l i z e  s i g n i f i c a n t  improvements in 

f a c i l i t y  u se .

A common problem co n ce rn s  f a c i l i t y  d e s ig n .  As a genera l  r u l e  th e  

d e s i g n e r s  o f  o f f i c e s ,  l i b r a r i e s ,  f i r e  s t a t i o n s ,  and o t h e r  munic ipa l  f a c i l i 

t i e s  do no t  c o n s i d e r  p o t e n t i a l  a l t e r n a t i v e  uses  by o t h e r  a g e n c i e s .  For 

exam ple ,  the  use o f  removable  p a r t i t i o n s  and open spaces  in o f f i c e  f a c i l i 

t i e s  can enhance p o t e n t i a l  uses  by o t h e r  u n i t s .  By m a i n t a i n i n g  such f l e x i 

b i l i t y ,  a government u n i t  can avo id  having  to  a c q u i r e  a d d i t i o n a l  f a c i l i t i e s  

n e c e s s i t a t e d  by changes  in  work load o r  s e r v i c e s  p r o v id e d .
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A n o th e r  common problem i s  t h a t  a g e n c i e s  w i l l  a t t e m p t  to  p lan  f o r  peak 

u s e s ,  r a t h e r  than  a v e r a g e  u s e s .  Thus,  when s c h e d u l i n g  f a c i l i t y  u se ,  

a t t e m p t s  s h o u ld  be made t o  even ou t  t h e  usage  th r o u g h o u t  th e  day and week 

t o  th e  maximum e x t e n t  p o s s i b l e .  When peak usage o c cu r s  t h a t  c a n n o t  be 

a v o i d e d ,  th e  a d d i t i o n a l  space  shou ld  be a c q u i r e d  on a s h o r t - t e r m ,  temporary  

l e a s e  b a s i s .

In  o p t i m i z i n g  f a c i l i t y  u se ,  a t h i r d  a r e a  to  examine i s  the  p o s s i b i l i t y  

o f  c u t t i n g  down on w as ted  s p a c e .  A rev iew  of  th e  t o t a l  f l o o r  space 

o c c u p ie d  by f i l e s  and bookcases  might be q u i t e  r e v e a l i n g .  S ta n d a rd s  should  

be e s t a b l i s h i n g  f o r  p u rg in g  th e  f i l e s  o f  u n n e ce s sa ry  m a t e r i a l s .  I f  

p o s s i b l e ,  permanent f i l e s  shou ld  be m i c r o f i l m e d .  Use o f  s p e c i a l i z e d  a r e a s ,  

such as c o n f e r e n c e  rooms, might a l s o  reduce  the  t o t a l  number o f  such a r e a s  

which a r e  r e q u i r e d .  In o r d e r  t o  minimize wasted  s p a c e ,  such as h a l l s ,  

s t a i r w e l l s ,  and h e a t i n g  and a i r  c o n d i t i o n i n g  s h a f t s ,  a governmental  u n i t  

s h o u ld  c o n s i d e r  h i r i n g  a p r o f e s s i o n a l  to  des ign  th e  o f f i c e  l a y o u t .

F i n a l l y ,  s t a n d a r d s  shou ld  be deve loped  f o r  use in  d e te r m in in g  the  

amount o f  space  which sh o u ld  be a l l o c a t e d  to  a given agency.  Such s t a n 

d a rd s  when deve loped  based  upon e f f i c i e n t  space u t i l i z a t i o n  and in  t u r n  

a p p l i e d  t o  each d e p a r tm e n t .
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Equipment

O p t im iz in g  Use Before  A c q u i r in g  More

In g e n e r a l ,  o p t i m i z i n g  th e  use o f  equ ipment  shou ld  f o l lo w  th e  same 

p r i n c i p l e s  which were d i s c u s s e d  in  the  p r e v i o u s  s e c t i o n  d e a l i n g  w i th  f a c i 

l i t i e s .  In o r d e r  to  o b t a i n  maximum use  o f  a l l  equ ipm en t ,  i t  i s  n e c e s sa ry  

t o  e v a l u a t e  th e  manner in  which ,  and th e  p e r c e n t a g e  o f  t im e ,  each i tem i s  

b e in g  u s ed .

The f i r s t  q u e s t i o n  t o  ask i s ,  "can any o f  th e  equipment be pooled?"  I f  

s o ,  then  th e  t o t a l  number o f  i tem s  o f  each type  o f  equipment  can p robab ly  

be r e d u c e d .  For  exam ple ,  r a t h e r  than  a s s i g n  a g iven  number o f  v e h i c l e s  to  

s p e c i f i c  d e p a r t m e n t s ,  th e  e s t a b l i s h m e n t  o f  a motor pool would most l i k e l y  

r e s u l t  in  th e  need f o r  a fewer  t o t a l  number o f  v e h i c l e s .

A second c o n s i d e r a t i o n  i s  w h e th e r  th e  job  can be done w i th  l e s s  expen

s i v e  i t e m s .  For example ,  many j u r i s d i c t i o n s  have chosen to  c o n v e r t  to  

i n t e r m e d i a t e  and in  some c a s e s ,  compact au to m o b i le s  f o r  p o l i c e  p a t r o l  work.

I t  i s  im p o r t a n t  to  remember, however ,  t h a t  s i g n i f i c a n t  pe rsonnel  p ro 

d u c t i v i t y  improvement can be a ch ie v e d  th rough  use o f  a d d i t i o n a l  equipment ,  

e s p e c i a l l y  l a b o r  s av in g  d e v ic e s  such as co m p u te r s ,  d i c to p h o n e s ,  and word 

p r o c e s s o r s .
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P r e v e n t a t i v e  Maintenance

The im por tance  o f  a sound ,  p r e v e n t a t i v e  m a in ten an ce  program c anno t  be 

o v e r e m p h a s i z e d .  U s u a l l y ,  p r e v e n t a t i v e  m a in ten an ce  i s  pe r form ed  on l a r g e  

i t e m s ,  such as motor v e h i c l e s ,  b u t  n o t  o t h e r  i tem s  such as t y p e w r i t e r s ,  

smal l  t o o l s ,  and p r i n t i n g  eq u ipm en t .  The la c k  o f  a sound p r e v e n t a t i v e  

m a in te n a n c e  program c a u s e s  a number o f  p rob lem s .  Equipment has to  be 

r e p l a c e d  s o o n e r ,  p e r so n n e l  may be l e s s  p r o d u c t i v e  because  o f  f r e q u e n t  

equ ipm en t  f a i l u r e s ,  more i tem s  a r e  needed on hand a t  any given  t im e ,  and 

s a l v a g e  v a lu e s  can be reduced  s i g n i f i c a n t l y . ^

C a p i t a l

When p r o d u c t i v i t y  improvement programs a re  d i s c u s s e d ,  t h e  p r o d u c t i v i t y  

o f  c a p i t a l  i s  o f t e n  o m i t t e d .  Y e t ,  many governmenta l  u n i t s  have a s u b s t a n 

t i a l  amount o f  i d l e  cash on hand which i s  no t  e a r n in g  i n t e r e s t .  A number o f  

j u r i s d i c s t i o n s  have implemented e f f e c t i v e  cash management systems with  

s i g n i f i c a n t  i n c r e a s e s  in  i n t e r e s t  r e v e n u e .

A number o f  t e c h n i q u e s  a re  a v a i l a b l e  f o r  improving the  p r o d u c t i v i t y  of  

c a p i t a l ,  and t h e s e  a r e  d i s c u s s e d  below:
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A c c e l e r a t i n g  R e c e ip t s

The so o n e r  a governmenta l  u n i t  i s  a b l e  t o  g e t  r e c e i p t s  i n t o  i n t e r e s t  

b e a r i n g  a c c o u n t s ,  th e  h i g h e r  w i l l  be t h e  i n t e r e s t  income. This  can be

a c c o m p l i sh e d  in  two ways.  F i r s t ,  i n c e n t i v e s  can be p ro v id ed  to  c i t i z e n s  to  

pay t h e i r  t a x e s  s o o n e r .  Second, r e c e i p t s  can be a c c e l e r a t e d  th rough  the  

use  o f  a bank lo c k b o x ,  which i s  a p o s t  o f f i c e  box to  which a bank has 

a c c e s s .  As payments a r e  r e c e i v e d ,  th e  bank w i l l  d e p o s i t  the  payments to  

t h e  governmenta l  u n i t ' s  a c c o u n t s ,  to  beg in  e a r n i n g  i n t e r e s t  immedia te ly  and 

th e n  send th e  r e c o r d s  t o  th e  governmenta l  u n i t .  As a r e s u l t ,  r e c e i p t s  a re  

a c c e l e r a t e d  by s e v e r a l  day s ;  t h u s  more funds  a re  a v a i l a b l e  f o r  d e p o s i t  in 

i n t e r e s t - b e a r i n g  a c c o u n t s .

D e lay in g  Payments

While i t  i s  sound f i s c a l  management to  take  advan tage  o f  pu rchase  

d i s c o u n t s ,  a governmenta l  u n i t  shou ld  no t  pay i t s  b i l l s  sooner  than 

n e c e s s a r y .  For example,  a p u rc h a se  i n v o i c e  w i th  c r e d i t  terms o f  "2/10 ne t  

30" shou ld  be pa id  on th e  t e n t h  day, s i n c e  th e  e f f e c t i v e  annual i n t e r e s t  

r a t e  o f  such payment i s  36%. However,  i f  th e  governmental  u n i t  i s  unable  

t o  t a k e  advan tage  o f  t h e  d i s c o u n t ,  t h e  i n v o i c e  should  no t  be paid  u n t i l  the  

t h i r t i e t h  day. By d e l a y i n g  t h e s e  payments ,  a d d i t i o n a l  funds a re  made 

a v a i l a b l e  f o r  e a r n in g  i n t e r e s t .
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P o o l i n g  Cash A c c o u n t s

The number o f  ty p e s  o f  bank a c c o u n t s  which a r e  open should  be c a r e f u l l y  

examined by combining them o r  t r a n s f e r r i n g  a l l  i d l e  cash to  a c o n c e n t r a t i o n  

a c c o u n t ,  a d d i t i o n a l  funds  can be made a v a i l a b l e  f o r  i n v e s t m e n t .

F o r e c a s t i n g  Cash Flow

A o n e - y e a r  cash  f low  f o r e c a s t  s h o u ld  be developed  a f t e r  t h e  above 

d e s c r i b e d  t a s k s  have been a c c o m p l i s h e d .  Th is  f o r e c a s t  w i l l  s e r v e  as a 

g u id e  to  th e  c o n t r o l l e r  o r  t r e a s u r e r  in  d e te r m in in g  how much can be 

i n v e s t e d .  G e n e r a l l y ,  l o n g e r  te rm in v e s t m e n t s  y i e l d  h i g h e r  i n t e r e s t  r a t e s .  

T h e r e f o r e ,  funds  which w i l l  be a v a i l a b l e  f o r  in v e s tm e n t  f o r  as long as one 

y e a r  can be i n v e s t e d  a t  h i g h e r  i n t e r e s t  r a t e s  than  th o se  funds which a re  

a v a i l a b l e  f o r  a s h o r t e r  p e r i o d  o f  t im e .

By f o l l o w i n g  t h e s e  fo u r  s u g g e s te d  t e c h n i q u e s ,  the  average  lo c a l  govern

ment can i n c r e a s e  i t s  i n t e r e s t  income s u b s t a n t i a l l y .  Th is  i s  an a rea  which 

i s  o f t e n  o v e r lo o k e d ,  and y e t  in many c a s e s  has th e  g r e a t e s t  p o t e n t i a l  fo r  

p r o d u c t i v i t y  improvement .

Th is  s e c t i o n  has d i s c u s s e d  p r o d u c t i v i t y  improvement t e c h n i q u e s .

S e c t i o n  IV w i l l  d i s c u s s  some o f  th e  b a r r i e r s  t h a t  a re  faced  by loca l  

government in implement ing  p r o d u c t i v i t y  improvement programs.

-  31 -



FOOTNOTES

1 .  P r i c e  Waterhouse & Company, " Improving  P r o d u c t i v i t y  in Local 
G overnm ent" ,  P r i c e  Waterhouse Review, Vol.  25,  No. 1, 1980, pp. 15-22.

2 .  P r i c e  Waterhouse & Company, " P r o d u c t i v i t y  Improvement Manual",  
P r i c e  Waterhouse  & Company, New York, New York, 1977, pp.  2 -4 .

3 .  Bar ry  M. Mandt,  Raymond T. O lsen ,  and H aro ld .  J .  S t e i n b e r g ,  
"Managing P u b l i c  R e s o u r c e s " ,  P e a t  Marwick I n t e r n a t i o n a l , 1982, pp.  14-16 
and 90 .

4 .  John M. G r e i n e r ,  Roger E. Dahl,  Harry P. H a t ry ,  and Annie P. 
M i l l e r ,  Monetary I n c e n t i v e s  and Work S ta n d a rd s  in Five  C i t i e s , The Urban 
I n s t i t u t e ,  1977, pp.  8 8 -8 9 .

5 .  David Bain ,  The P r o d u c t i v i t y  P r e s c r i p t i o n , McGraw-Hill Book 
Company, New York, New York, 1982, pp. lb -Z b .

6 .  P r i c e  Waterhouse & Company, " P r o d u c t i v i t y  Improvement Manual",  
P r i c e  Waterhouse  & Company, New York, New York, 1977, pp.  12-16.

7 .  Barry  M. Mandt,  Raymond J .  O lsen ,  and Harold  J .  S t e i n b e r g ,  
"Managing P u b l i c  R e s o u r c e s " ,  P e a t  Marwick I n t e r n a t i o n a l ,  1982, pp.  104-108.

-  32 -



IV.

BARRIERS TO PRODUCTIVITY IMPROVEMENT

The purpose  o f  t h i s  s e c t i o n  i s  to  d i s c u s s  t h e  m ajo r  b a r r i e r s  t o  p roduc 

t i v i t y  improvement and e x p l a i n  how to  overcome t h e s e  o b s t a c l e s .  L i s t e d  

below a re  some o f  the  s p e c i f i c  problems w i th  which th e  l o c a l  a d m i n i s t r a t o r  

may have t o  d e a l . *

D i f f i c u l t y  in Measuring P r o d u c t i v i t y

I t  i s  d i f f i c u l t  to  improve p r o d u c t i v i t y  i f  i t  c an n o t  be measured and 

p r o d u c t i v i t y  measurement in  the  p u b l i c  s e c t o r  can be an ex t rem e ly  

c h a l l e n g i n g  t a s k .  Within  th e  p a s t  few y e a r s  th e  l i t e r a t u r e  has abounded 

w i th  d i s c u s s i o n s  o f  how to  measure l o c a l  government p r o d u c t i v i t y .  The 

m a jo r  problem in  measur ing  o u tp u t  (assuming we d e f i n e  p r o d u c t i v i t y  as th e  

r a t i o  o f  o u t p u t  to  i n p u t )  i s  t h a t  f o r  some governmental  a g en c ie s  i t  i s  

a lm o s t  im p o s s i b l e  to  q u a n t i f y  the  amount o r  to  measure  the  q u a l i t y  of  the  

s e r v i c e  be ing  p ro v id e d .  For example,  how does one measure th e  o u tp u t  o f  a 

p o l i c e  d e p a r t m e n t ' s  p a t r o l  f u n c t i o n ?  The crime r a t e  f o r  c e r t a i n  

" p r e v e n t a b l e "  c r imes  and the  number o f  man- hours  devoted  to  p a t r o l i n g  may 

p r o v i d e  some i n d i c a t i o n  o f  o u t p u t ,  bu t  n e i t h e r  r e a l l y  measures  i t .  Even 

f o r  a more q u a n t i f i a b l e  s e r v i c e ,  such as r e f u s e  c o l l e c t i o n ,  th e  seemingly  

o b v io u s  o u t p u t  measure ,  "number o f  p i c k -u p s  made o r  to n s  o f  r e f u s e  c o l l e c 

t e d "  does no t  t e l l  th e  whole s t o r y .  I s s u e s  such as t h e  c l e a n l i n e s s  o f  th e  

s t r e e t s  and c i t i z e n  s a t i s f a c t i o n  with s e r v i c e s  a l s o  need to  be a d d r e s s e d .

To overcome t h i s  o b s t a c l e ,  a lo ca l  government needs to  do some hard  

t h i n k i n g  abo u t  what s p e c i f i c  l e v e l  of  s e r v i c e  ( q u a n t i t y  and q u a l i t y )  i t
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d e s i r e s  to  p ro v id e  a t  a g iven  c o s t .  I t  can then  begin  to  develop  measures  

which r e f l e c t  p r o d u c t i v i t y .  In many c a s e s  i t  may have to  r e s o r t  t o  s u r r o 

g a t e  p r o d u c t i v i t y  m e asu re s .  In th e  above c i t e d  p a t r o l  f u n c t i o n  example,  a 

t r u e  o u t p u t  measure  may never  be found .  However, t h e  p e r c e n t  o f  t ime s p e n t  

by sworn o f f i c e r s  in p a t r o l i n g  a c t i v i t i e s  may be a c c e p t a b l e  as a p a r t i a l  

i n d i c a t o r  o f  p r o d u c t i v i t y .  From t h i s ,  t h e  C h ie f  A d m i n i s t r a t o r ,  th e  p ro d u c 

t i v i t y  team, and th e  p o l i c e  d ep a r tm en t  p e r so n n e l  can begin  e v a l u a t i n g  how 

t o  i n c r e a s e  th e  p e r c e n t a g e  f i g u r e .

Unions

C o n t r a r y  to  p o p u la r  o p i n i o n ,  un ions  do no t  as a gene ra l  r u l e  r e s i s t  

p r o d u c t i v i t y  improvement e f f o r t s .  However,  a c i t y  o r  county  manager 

a t t e m p t i n g  to  i n i t i a t e  a p r o d u c t i v i t y  improvement program may f i n d  t h a t  

e x i s t i n g  ag reem en ts  w i th  t h e s e  union groups  may c r e a t e  b a r r i e r s  to  produc

t i v i t y  improvement.  S in ce  p r o d u c t i v i t y  improvements u s u a l l y  e n t a i l  

c h an g in g  job  d e s c r i p t i o n s ,  un ions  a re  concerned  with  p o t e n t i a l  job  l o s s e s ,  

s e n o r i t y ,  wages ,  working c o n d i t i o n s ,  and f r i n g e  b e n e f i t s .

In j u r i s d i c t i o n s  in  which th e  union i s  s t r o n g ,  i t  i s  im p o r ta n t  to 

s e c u r e  t h e i r  s u p p o r t .  Th is  i s  no t  d i f f i c u l t  i f  they  a r e  in v o lv ed  a t  th e  

b e g in n in g  in  th e  p ro g r am 's  de s ig n  and im p le m e n ta t io n .  They can be of  

i n v a l u a b l e  a s s i s t a n c e  in d e v e lo p in g  id e a s  f o r  p r o d u c t i v i t y  improvement.  To 

h e l p  e n su r e  t h a t  r e s i s t a n c e  i s  no t  i n c u r r e d  in implementing s p e c i f i c  

c h a n g e s ,  p r o v i s i o n s  shou ld  be made f o r  pe rsonne l  occupying p o s i t i o n s  which 

a r e  going to  be e l i m i n a t e d  o r  s i g n i f i c a n t l y  changed,  and c o n s i d e r a t i o n s  

s h o u ld  be made to  ensu re  t h a t  c o m p en sa t io n ,  f r i n g e  b e n e f i t s ,  and working 

c o n d i t i o n s  a re  a t  l e a s t  comparable  to p r i o r  c i r c u m s t a n c e s .
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Lack o f  Management A c c o u n t a b i l i t y

Managers in  l o c a l  government ,  p a r t i c u l a r l y  f i r s t  and second l i n e  s u p e r 

v i s o r s  a r e  a lm o s t  nev e r  he ld  a c c o u n t a b l e  f o r  the  p r o d u c t i v i t y  of  t h e i r  

o p e r a t i o n s .  Th is  l a c k  o f  a c c o u n t a b i l i t y  c r e a t e s  very  l i t t l e  i n c e n t i v e  t o  

improve e f f i c i e n c y  and a l lo w s  t h e s e  managers to  a c t i v e l y  r e s i s t  e f f o r t s  t o  

improve p r o d u c t i v i t y  w i t h o u t  p e n a l t y .

The la c k  o f  a p r o f i t  m o t iv e ,  d i f f i c u l t y  in  m easur ing  o u tp u t  and p ro d u c 

t i v i t y ,  and la c k  o f  a p p r o p r i a t e  i n c e n t i v e  systems a cc o u n t  f o r  t h i s  p rob lem.  

A c c o u n t a b i l i t y  can be s u b s t a n t i a l l y  enhanced by e s t a b l i s h i n g  a r e p o r t i n g  

s y s te m .  The problem can a l s o  be overcome by reward ing  performance  wi th  

p r a i s e  and p ro m o t io n s .

Lack of  A n a l y t i c a l  T a l e n t

Of p r im ary  concern  to  l o c a l  government  managers implementing  p roduc

t i v i t y  improvement programs i s  th e  i s s u e  o f  who w i l l  comprise  the  p roduc 

t i v i t y  team. For j u r i s d i c t i o n s  w i th  s u f f i c i e n t  funds and a s t r o n g  

commitment to  p r o d u c t i v i t y  improvement,  t h i s  i s  no t  a problem.  However, t h e  

m a j o r i t y  o f  l o c a l  governmenta l  u n i t s  l a c k  the  funds  to  h i r e  a d d i t i o n a l  

s t a f f  and a r e  p r e s s e d  to  f i n d  p e r so n n e l  on the  e x i s t i n g  s t a f f  a v a i l a b l e  t o  

s e r v e  on th e  p r o d u c t i v i t y  team.

There  a r e  a number o f  ways in  which a d d i t i o n a l  s t a f f  or t a l e n t  can be 

s e c u r e d .  These i n c l u d e ;

1) Look a t  the  e x i s t i n g  s t a f f ,  p a r t i c u l a r l y  in th e  m anage r ' s  o f f i c e  

and the  budge t  o f f i c e .  By r e o r d e r i n g  th e  p r i o r i t i e s  o f  the  c u r r e n t  

w o rk lo a d ,  a d d i t i o n a l  s t a f f - t i m e  can be made a v a i l a b l e  and r e a s s i g n e d .
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2) C o n ta c t  t h e  l o c a l  u n i v e r s i t i e s  t o  r e q u e s t  f r e e  s u p p o r t  from g r a 

d u a t e  s t u d e n t s  s ee k in g  t o  e i t h e r  com ple te  co u rse  r e q u i r e m e n t s  o r  o b t a i n  

p r a c t i c a l  work e x p e r i e n c e .

3) Apply f o r  g r a n t s  from the  U.S. Depar tment o f  Housing and Urban 

Development o r  th e  N a t io n a l  S c ien ce  F ounda t ion  to  c a r r y  ou t  s p e c i f i c  p ro 

d u c t i v i t y  improvement  e f f o r t s .  Each y e a r  t h e s e  o r g a n i z a t i o n s  award a 

number o f  g r a n t s  t o  l o c a l  governments  f o r  t h i s  s p e c i f i c  p u rp o s e .  The g r a n t  

fu n d s  can be used  to  h i r e  p r o d u c t i v i t y  a n a l y s t s .

R e s i s t a n c e  t o  Change

R e s i s t a n c e  to  change by l o c a l  government employees can have a s i g n i f i 

c a n t l y  n e g a t i v e  e f f e c t  on a p r o d u c t i v i t y  improvement program. Of a l l  the  

employees  in  an o r g a n i z a t i o n ,  managers a r e  u s u a l l y  th e  most r e s i s t a n t  to  

change  in  t h e i r  o p e r a t i o n s .  Many managers  w i l l  pay l i p  s e r v i c e  to  th e  con

c e p t  o f  p r o d u c t i v i t y  improvement,  b u t  w i l l  adamantly  r e f u s e  to  adopt  

s u g g e s t e d  changes  which would enhance o p e r a t i o n a l  e f f i c i e n c y .

Two t h i n g s  can be done to  overcome t h i s  r e s i s t a n c e ;

1) The l e g i s l a t i v e  body and c h i e f  a d m i n i s t r a t o r  can p ro v id e  t h e i r  

t o t a l  s u p p o r t  of  t h e  program. They can l e t  everyone know t h a t  p r o d u c t i v i t y  

improvement i s  a majo r  goal o f  th e  l o c a l  government u n i t  and t h a t  everyone  

sh o u ld  be work ing toward  i t .

2) The p r o d u c t i v i t y  team can l e a r n  to  " s e l l . 11 t h e i r  id e a s  to  t h e  r i g h t  

p e o p l e .  They can do s o ,  however,  only w i th  the  comple te  s u p p o r t  o f  the  

l o c a l  governmenta l  u n i t ' s  l e g i s l a t i v e  and a d m i n i s t r a t i v e  b o d ie s .
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P o l i t i c s  Taking P rec e d en c e  Over P r o d u c t i v i t y

Examples abound o f  c a s e s  where p r o d u c t i v i t y  improvement e f f o r t s  were 

a t t e m p t e d ,  b u t  l o c a l  p o l i t i c s  took p r e c e d e n c e .  For example,  th e  l o c a t i o n  

o f  p u b l i c  f a c i l i t i e s  i s  o f t e n  d e te r m in e d  by which c o m m is s io n e r ' s  o r  coun

c i l m a n ' s  d i s t r i c t  i s  i n v o l v e d ,  r a t h e r  than  on the  b a s i s  o f  t h e  most econo

mic l o c a t i o n .  S i m i l a r l y ,  a g e n c i e s  which p ro v id e  more v i s i b l e  s e r v i c e s ,  

such  as p o l i c e ,  f i r e ,  and t r a s h  c o l l e c t i o n ,  o f t e n  o b t a i n  more l i b e r a l  

b u d g e t  a l l o c a t i o n s  than  do o t h e r  a g e n c i e s .  Yet a s t r o n g  c a se  can o f t e n  be 

made f o r  improving  p r o d u c t i v i t y  th rough  th e  r e a l l o c a t i o n  o f  fu n d s .

The b e s t  way to  deal w i th  t h i s  problem i s  to  e n su r e  t h a t  th e  

a p p r o p r i a t e  p e r so n n e l  f u l l y  u n d e r s t a n d  th e  im pact  o f  t h e i r  d e c i s i o n s .  

P r o d u c t i v i t y ,  p e r  s e ,  can be a very  s e n s i t i v e  p o l i t i c a l  i s s u e  and to  the  

e x t e n t  t h a t  th e  l o c a l  a d m i n i s t r a t o r  can a c h ie v e  g r e a t e r  p u b l i c  awareness  of  

a r e a s  where p r o d u c t i v i t y  improvements can be made, he w i l l  have gone a long 

way tow ards  s o l v i n g  t h i s  problem.

Budget P ro ce d u re s

Governmental  budge t  systems a lm o s t  always d i s c o u r a g e  p r o d u c t i v i t y .  The 

i n c e n t i v e  i s  no t  to  spend l e s s ,  bu t  to  spend more. Th is  i s  p a r t i c u l a r l y  

r e l e v a n t  toward  th e  end o f  a f i s c a l  y e a r  when d epar tm en t  heads a re  f r a n 

t i c a l l y  sp en d in g  th e  rem a in d e r  o f  t h e i r  budge ts  from f e a r  o f  having them 

re d u c e d .  As ev e ry  b u d g e t  s t r a t e g i s t  knows, l a s t  y e a r ' s  e x p e n d i t u r e s  w i l l  

be th e  base  upon which n e x t  y e a r ' s  budge t  w i l l  be c a l c u l a t e d .  The s u c c e s s 

f u l  d e p a r tm en t  head i s  one who deve lops  new "programs" and j u s t i f i e s  a 

l a r g e  b u d g e t .  Where th e  p r i v a t e  s e c t o r  rewards  pe r form ance  through the
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p r i c i n g  mechanism,  in  th e  p u b l i c  s e c t o r  pe r fo rm ance  i s  d i s c o u r a g e d  th ro u g h  

t h e  b u d g e t  sys tem .

As a f i r s t  s t e p  toward  overcoming t h i s  b a r r i e r ,  th e  c h i e f  a d m i n i s t r a 

t i v e  o f f i c i a l  shou ld  e v a l u a t e  h i s  own g o v e rn m e n t ' s  budget  p r o c e s s .

S e l e c t e d  d e p a r tm e n t  heads  shou ld  be asked  how th e  p r o c e s s  a f f e c t s  th e  p r o 

d u c t i v i t y  o f  t h e i r  o p e r a t i o n .  M ee t ings  shou ld  then  be h e ld  w i th  th e  budge t  

d i r e c t o r  and th e  b udge t  s t a f f  to  d i s c u s s  the  need f o r  p r o d u c t i v i t y  improve

ment and how c e r t a i n  budge t  d e c i s i o n s  o f f s e t  p r o d u c t i v i t y .  For  example,  

t h e  s h o r t - r u n  e f f e c t  o f  e l i m i n a t i n g  re p la ce m e n t  c a p i t a l  equipment from an 

a g e n c y ' s  r e q u e s t  i s  to  reduce  th e  b u d g e t .  However,  th e  lo n g - r u n  e f f e c t  may 

be a s u b s t a n t i a l  r e d u c t i o n  in  p r o d u c t i v i t y ,  s i n c e  more manpower w i l l  p ro 

b a b ly  be r e q u i r e d  to  do work which c o u ld  have been done more e f f i c i e n t l y  

w i t h  th e  r e q u e s t e d  c a p i t a l  equ ipm ent .  Q u e s t io n s  o f  t h i s  n a tu r e  should  be 

t h o r o u g h l y  e v a l u a t e d  from a p r o d u c t i v i t y  improvement p o i n t  o f  view and then  

d e c id e d  upon.

Lack of  E x e c u t iv e  Suppor t

The need f o r  s t r o n g  e x e c u t i v e  s u p p o r t  i s  c r i t i c a l .  A p r o d u c t i v i t y  

improvement program can n o t  be d e s i g n e d ,  implemented ,  and l e f t  to th e  p ro 

d u c t i v i t y  team to  c a r r y  o u t .  Th is  p o i n t  c an n o t  be ove rem phas ized .  I t  i s  

n o t  so much a b a r r i e r  to  p r o d u c t i v i t y  improvement as i t  i s  a common f a i l i n g  

and because  i t  i s  such an im p o r t a n t  f a c t o r  to  th e  su cc e ss  o f  any p roduc

t i v i t y  improvement e f f o r t .
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Legal and A d m i n i s t r a t i v e  C o n s t r a i n t s

The f i n a l  majo r  b a r r i e r  to  p r o d u c t i v i t y  improvements  co n ce rn s  l e g a l  and

a d m i n i s t r a t i v e  c o n s t r a i n t s .  These may t a k e  a number o f  forms.  For

exam ple ,  a t y p i c a l  o r g a n i z a t i o n a l  c o n s t r a i n t  i s  c r e a t e d  when e l e c t e d  p o s i 

t i o n s  d i r e c t  d e p a r tm en t s  ove r  which t h e  c h i e f  a d m i n i s t r a t i v e  o f f i c e r  has no 

c o n t r o l .  The c o n s t r a i n t s  which un ions  impose on o p e r a t i o n a l  changes  have 

a l r e a d y  been d i s c u s s e d .  Legal c o n s t r a i n t s  can t a k e  o t h e r  forms,  such as 

r e q u i r i n g  a g iven  l e v e l  o f  s e r v i c e .

There  i s  no magic s o l u t i o n  to  overcoming t h e s e  p rob lem s .  Those 

c o n s t r a i n t s  which a re  l o c a l l y  imposed a re  c e r t a i n l y  e a s i e r  to  deal w i th  

th a n  th o s e  ove r  which lo c a l  government o f f i c i a l s  have no c o n t r o l .  I t  i s  

f o r  t h i s  re a so n  t h a t  l o c a l  government a g e n c ie s  which a r e  p a r t i a l l y  

c o n t r o l l e d  by f e d e r a l  and s t a t e  governments  a re  l e s s  l i k e l y  c a n d i d a t e s  f o r

p r o d u c t i v i t y  e v a l u a t i o n s .  Th is  problem can be p a r t i a l l y  a l l e v i a t e d  by

e n s u r i n g  t h a t  t h o s e  who a re  in  p o s i t i o n  to  change t h e s e  c o n s t r a i n t s  

u n d e r s t a n d  t h e i r  impact on c o s t s  and p r o d u c t i v i t y .
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FOOTNOTES

1 .  P r i c e  Waterhouse  & Company, " P r o d u c t i v i t y  Improvement Manual 
P r i c e  Waterhouse  & Company, New York, New York, 1977, pp.  26 -28 .
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V.

LIMITATIONS OF THE STUDY

In d e v e lo p i n g  th e  d e s ig n  f o r  the  r e s e a r c h  p a p e r ,  th e  w r i t e r  i n c u r r e d  

t h e  f o l l o w i n g  l i m i t a t i o n s  and p rob lem s :

o "At p r e s e n t  th e  most comprehens ive  measure  o f  o u t p u t  p e r  man-hour

i s  p u b l i s h e d  q u a r t e r l y  by t h e  Bureau of  Labor S t a t i s t i c s ,  c o v e r in g  

t h e  p r i v a t e  economy. A r a t i o n a l  m easure ,  one t h a t  c o v e r s  both  th e  

p r i v a t e  and p u b l i c  s e c t o r s ,  i s  no t  a v a i l a b l e . " *  T h e r e f o r e ,  the  

com par ison  o f  s p e c i f i c  measures  o f  o u t p u t s  and i n p u t s  f o r  each  

l o c a l  u n i t  o f  government c o u ld  not be made.

o In th e  l i t e r a t u r e  rev iew o f  th e  p r o d u c t i v i t y  improvement programs

o f  t h e  f i v e  u n i t s  o f  l o c a l  government,  t h e  comple te  so u rce  o f  

t o t a l  o u tp u t s  and t o t a l  i n p u t s  was no t  a v a i l a b l e  to  d e te r m in e  th e  

s p e c i f i c  i n c r e a s e s  in  p r o d u c t i v i t y .  The u n i t s  o f  l o c a l  government 

i n  th e  s tudy  used only  l a b o r  as an in p u t  f a c t o r  in t h e  denomina

t o r .  However, th e  measures  should  i n c lu d e  both l a b o r  and c a p i t a l  

i n p u t s  in th e  den o m in a to r ,  s i n c e  p r o d u c t i v i t y  i s  i n c r e a s e d  by no t  

o n ly  sav ing  l a b o r ,  b u t  a l s o  by s av ing  c a p i t a l  and i n t e r m e d i a t e  

i n p u t s .  Measures  o f  p r o d u c t i v i t y  shows changes  in t h e  use o f  a l l  

measured  i n p u t s  pe r  u n i t  o f  o u t p u t .  Measures o f  o u t p u t  p e r  worker 

may i n c r e a s e  only because  i n p u t s  o f  c a p i t a l  or  i n t e r m e d i a t e  goods 

have  been s u b s t i t u t e d  f o r  l a b o r  i n p u t s .  F u r th e r m o r e ,  no i n d i c a 

t o r s  were p ro v id ed  to  show s p e c i f i c a l l y  t h a t  th e  p r o d u c t i v i t y  

improvement s t u d i e s  had a p o s i t i v e  e f f e c t  on th e  e f f i c i e n c y  and
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e f f e c t i v e n e s s  on t h e  s e r v i c e  d e l i v e r y  of  t h e  d e p a r tm en t s  s t u d i e d .  

The in f o r m a t i o n  a v a i l a b l e  on ly  r e l a t e d  to  t h e  ty p e  o f  p r o d u c t i v i t y  

s t u d y  c o n d u c t e d ,  t h e  c o s t  s a v i n g s  and manpower r e d u c t i o n s  

a c h i e v e d ,  and th e  u n i t  c o s t  o f  s e r v i c e s  p ro v id e d  b e f o r e  and a f t e r  

t h e  s t u d y .  A lso  e x i s t e n t  was a i m p l i c a t i o n  t h a t  t h e  e f f i c i e n c y  o f  

t h e  s e r v i c e  i n c r e a s e d  and t h a t  e f f e c t i v e n e s s  i n c r e a s e d  o r  d id  no t  

d e c r e a s e .  However, no d e t a i l e d  i n d i c a t o r s  were p r e s e n t e d  in  the  

s t u d i e s  t o  s u p p o r t  t h e s e  c o n n o t a t i o n s .

o The l i t e r a t u r e  and s t u d i e s  rev iew ed  on ly  a d d r e s s e d  s p e c i f i c  a r e a s  

o f  l o c a l  government and d id  no t  a d d r e s s  a l l  a r e a s  of  government.  

F u r t h e r m o r e ,  t h e  s t u d i e s  were l i m i t e d  to  l a r g e  and medium s i z e d  

u n i t s  o f  l o c a l  government.  The s t u d i e s  a d d re s s e d  only p o s i t i o n s  

o f  a l a b o r  or c l e r i c a l  type  n a t u r e  and did  no t  d i r e c t l y  a d d re s s  

p o s i t i o n s  of  top  o r  middle  management. F i n a l l y ,  th e  s t u d i e s  d id  

n o t  a d d re s s  t h e  human r e s o u r c e s  e l e m e n t ,  such as m o t i v a t i o n  or  jo b  

s a t i s f a c t i o n  o f  p r o d u c t i v i t y  improvement.

The u n i v e r s e  o f  th e  s tudy  in c lu d e d  both  C i ty  and County forms o f  l o c a l  

governm ent .  The r e s e a r c h  a d d r e s s e d  s t u d i e s  where t h e r e  were i n c r e a s e s  in  

p r o d u c t i v i t y  and c o s t  r e d u c t i o n s .  I t  i n c lu d e d  depa r tm en t s  t h a t  perform 

many d i f f e r e n t  ty p e s  o f  f u n c t i o n s  and p ro v id e  a v a r i e t y  o f  s e r v i c e s .  

F u r t h e r m o r e ,  the  s t u d i e s  showed t h a t  v a r i o u s  methods cou ld  be used to  

a c h i e v e  i n c r e a s e s  in p r o d u c t i v i t y  and c o s t  r e d u c t i o n s .  These  methods 

i n c l u d e d  work measurement,  pu rch ase  and use o f  mechanized equ ipm ent ,  

ch an g in g  o r g a n i z a t i o n a l  a r ra n g em en t s ,  use o f  th e  p r i v a t e  s e c t o r  to  p ro v id e  

t h e  s e r v i c e  i n s t e a d  of  the  p u b l i c  s e c t o r ,  and c o n t r a c t i n g  o f  s e r v i c e s  v e r 

sus  p r o v i d i n g  the  s e r v i c e  by employees o f  th e  m unic ipa l  u n i t .
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The da ta  o b t a i n e d  by th e  re v ie w  o f  l i t e r a t u r e  on t h e  s u b j e c t  m a t t e r ,  

t h e  rev iew  o f  p r o d u c t i v i t y  s t u d i e s  conduc ted  in t h e  l o c a l  u n i t s  o f  gove rn 

m e n t ,  and t h e  rev iew o f  th e  c a s e  s tu d y  in  t h e  Genesee County C l e r k ' s  

D ep a r tm en t  i n d i c a t e d  t h a t  i n c r e a s e s  in p r o d u c t i v i t y  u s u a l l y  r e s u l t  in  a 

r e d u c t i o n  o f  c o s t  in  t h e  a g e n c i e s  o f  l o c a l  government where the  i n c r e a s e s  

i n  p r o d u c t i v i t y  t a k e  p l a c e .  F u r t h e r m o r e ,  t h e r e  was no ev id en ce  t h a t  th e  

i n c r e a s e  in p r o d u c t i v i t y  had any n e g a t i v e  a f f e c t  on th e  d e l i v e r y  o f  s e r 

v i c e s .
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FOOTNOTES

1. Jerome A. Mark, " P r o g r e s s  in  Measur ing  P r o d u c t i v i t y  in 
Governm ent" ,  Monthly Labor Review, Vol.  95,  No. 12, December 1972, p.  3.
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VI.

OVERVIEW AND ANALYSIS OF SELECTED PUBLIC SECTOR PRODUCTIVITY IMPROVEMENT

PROGRAMS IN LOCAL GOVERNMENT

In t h e  p a s t  tw e lv e  y e a r s ,  a h o s t  o f  p r o d u c t i v i t y  programs have 

b lossom ed  in  l o c a l  gove rnm en ts .  This  s e c t i o n  w i l l  d i s c u s s  some o f  th e  more 

n o t a b l e  p r o d u c t i v i t y  improvement programs t h a t  ev o lved  d u r ing  t h i s  p e r i o d .  

The p r o d u c t i v i t y  improvement programs o f  New York C i t y ,  D a l l a s ,  Texas ,  

P h o e n ix ,  A r i z o n a ,  and Milwaukee,  Wisconsin  w i l l  be a d d r e s s e d  in  t h i s  s e c 

t i o n .

The a n a l y s i s  o f  each program w i l l  p ro v id e  a d e s c r i p t i o n  o f  th e  program, 

and d e s c r i b e  major  accom plishm ents  o f  each program. F a c t o r s  t h a t  c o n t r i 

b u te d  to  th e  s u c c e s s  o f  each program and b a r r i e r s  t h a t  were i n c u r r e d  in th e  

im p le m e n ta t io n  and th e  o p e r a t i o n  of  each program w i l l  be d i s c u s s e d .  Many 

o f  t h e s e  f a c t o r s  and b a r r i e r s  t h a t  were a d d r e s s e d  in  S e c t io n s  I I I  and IV 

w i l l  be h i g h l i g h t e d  he re  in  t h i s  s e c t i o n  o f  t h i s  p a p e r .  The a n a l y s i s  of 

each  program w i l l  co n c lu d e  by p r o v i d i n g  some s a l i e n t  p o i n t s  abou t  each 

program.

New York C i ty

D e s c r i p t i o n  o f  t h e  Program

The f i r s t  l o c a l  government  p r o d u c t i v i t y  program to  be so t i t l e d  was 

i n i t i a t e d  by John L indsay  w h i le  Mayor o f  New York C i ty  in 1972. I t  was by 

f a r  the  l a r g e s t  p r o d u c t i v i t y  program in  l o c a l  government a t  t h a t  t im e .
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" I n  s c a l e  and c o m p l e x i t y ,  t h e  C i ty  o f  New York s t a n d s  by i t s e l f ,  a d i f 

f e r e n t  o r d e r  o f  m agn i tude  than  any o t h e r  l o c a l  government .  I t  has a popu

l a t i o n  two-and o n e - h a l f  t im es  t h a t  o f  C h icago ,  t r i p l e  t h a t  o f  Los Ange les ,  

and t e n  to  f i f t e e n  t im es  t h a t  o f  a more t y p i c a l  c i t y .  I t s  budget  a l s o  

h o u se s  th e  p u b l i c  school sy s tem ,  i t  embraces  a h o s p i t a l  sys tem w ith  some 

7 5 ,0 0 0  beds in  n i n e t e e n  d i f f e r e n t  f a c i l i t i e s  and th e  t h i r d - l a r g e s t  p u b l i c  

u n i v e r s i t y  s y s t e m . " 1

The i n i t i a l  program was both  a s t a t e m e n t  o f  improvements a l r e a d y  

e f f e c t e d  and a p r o s p e c t u s  f o r  improvements  to  come. I t  s t a t e d  a cco m p l i sh 

ments  and e s t a b l i s h e d  o b j e c t i v e s  f o r  th e  n ine  a d m i n i s t r a t i v e  a g e n c i e s ,  fou r  

d e p a r tm e n t s  -  p o l i c e  f i r e ,  c o r r e c t i o n s ,  and consumer a f f a i r s  -  th e  model 

c i t i e s  a d m i n i s t r a t i o n ,  and f o r  c e r t a i n  c i t y - w i d e  programs .  I t  i n c lu d e d  a l l  

t h e  o p e r a t i n g  a g e n c i e s  s u b j e c t  to  th e  M ayor 's  d i r e c t i o n ,  bu t  d id  no t  cover  

t h e  q u a s i - i n d e p e n d e n t  Boards o f  E d u ca t ion  and Higher Educa t ion  or  th e  o f f i 

c e s  o f  i n d e p e n d e n t l y  e l e c t e d  o f f i c i a l s .  The q u a s i - i n d e p e n d e n t  Heal th  and 

H o s p i t a l s  C o r p o r a t i o n  was i n c l u d e d ,  bu t  th e ^ O f f - T ra c k  B e t t i n g  C o rp o ra t io n  

was o m i t t e d .

The p r o j e c t s  to  be c a r r i e d  ou t  under the  p r o d u c t i v i t y  program were 

c l a s s i f i e d  in  fo u r  s e p a r a t e  c a t e g o r i e s :

o Where o u t p u t  was e a s i l y  m easu rab le  -  e . g . ,  t h e  number o f  to n s  of

r e f u s e  c o l l e c t e d  per  s a n i t a t i o n  t ru c k  s h i f t ,  to  reduce  the  u n i t  

c o s t s  and improve th e  r e s p o n s i v e n e s s  o f  C i ty  o p e r a t i o n s .

o Where o u t p u t  was very hard  to  measure  -  e . g . ,  in  p ro v id in g  p o l i c e

o r  f i r e  p r o t e c t i o n ,  to  improve th e  deployment o f  r e s o u r c e s  so as
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t o  maximize th e  p r o b a b i l i t y  t h a t  r e s o u r c e s  w i l l  be a v a i l a b l e  a t  

t h e  t ime and p l a c e  they  a r e  needed most.

o To improve t h e  o r g a n i z a t i o n  and p r o c e s s i n g  p ro c e d u re s  o f  govern 

m en t ,  p a r t i c u l a r l y  th ro u g h  i m a g i n a t i v e  use o f  com pute rs .

o To develop  new t e c h n o l o g i c a l  d e v i c e s  and approaches  -  e . g . ,  t h e

deve lopm ent  o f  p l a s t i c i z e d  r a p i d  w a te r  f o r  f i r e f i g h t i n g ,  to  make 

t h e  b e s t  p o s s i b l e  use o f  eve ry  i n c r e a s i n g l y  e x p en s iv e  c i t y  

em ployee .

Major Accomplishments

The f o l l o w i n g  accom pl ishm ents  were a ch iev ed  by th e  Program.

U n i t  c o s t s  were reduced  and r e s p o n s i v e n e s s  was improved.  Examples o f  

t h e s e  improvements a r e  l i s t e d  below:

1) Rat  Contro l  -  The number o f  p re m ise s  i n s p e c t e d  in c r e a s e d  from 6.1

t o  20 .1  p e r  man day and c o s t  pe r  i n s p e c t i o n  was reduced  from $9.10  to

$ 2 . 7 4 .  E x t e r m i n a t i o n s  pe r  man day i n c r e a s e d  from 2.25 to  11 .1  and u n i t

c o s t  was c u t  from $22 .50  t o  $ 4 .8 9 .  Man days per  ton o f  r e f u s e  removed were
2

r e d u c ed  from 8 .9 5  to  1 .56  and c o s t  pe r  ton  was c u t  from $179 to  $31.

2) Park C lean in g  -  w orke rs  were s h i f t e d  from permanent work s t a t i o n s  

t o  m o b i le ,  t h r e e - p e r s o n  crews w i th  a d a i l y  s ch e d u le  and an e s t i m a te d  number 

o f  hours  r e q u i r e d  to  com ple te  th e  work. C om plian ts  d e c r ea se d  sh a rp ly  and 

o u t p u t  d o u b le d .

3) S t r e e t  P a tc h in g  -  The ave rage  p r o d u c t i v e  hours  of  r e p a i r  crews had 

been only 37 p e r c e n t  due to  e x c e s s i v e l y  l a r g e  crews and d r i v e r  r e s t r i c t i o n s
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on a s p h a l t  d e l i v e r y .  R e s u r f a c i n g  i n c r e a s e d  from 350 m i le s  to  700 m i le s  from 

May th rough  O ctober  o f  t h a t  y e a r .  F u r th e r m o r e ,  t h e r e  was a 250 pe r so n  

r e d u c t i o n  in  th e  work f o r c e .

Improving Deployment

1) F i r e  Response -  The t r a d i t i o n a l  t h r e e - e n g i n e ,  two l a d d e r  re sponse  

was s c rap p ed  in  f a v o r  o f  a p r o b a b i l i t y - b a s e d  a d o p t iv e  re sp o n se  sys tem .

2) P o l i c e  D isp a tch  -  The com pu te r ized  d i s p a t c h  system p e r m i t t e d  

87 p e r c e n t  o f  th e  20,000  c a l l s  pe r  day to  be answered w i th in  15 s eco n d s .

3) S a n i t a t i o n  Deployment -  A new work schedu le  pu t  17 p e r c e n t  more 

w orke rs  on duty  on Monday and 8 p e r c e n t  more on Tuesday, th e  days when 

w ork load  was h e a v i e s t ,  w i th  comparable  r e d u c t i o n s  in end-of-week s t a f f i n g .

Below i s  a s ch e d u le  o u t l i n i n g  man-days a v a i l a b l e  and man-days r e q u i r e d . '

Sani t a t i o n Workload-Workforce  Di s p a r i  t y  

M T W Th F S

1. Man-days a v a i l a b l e
2 .  Man-days r e q u i r e d  

f o r  c o l l e c t i o n  and

4,676 4 ,676 4,676 4,676 4,676 4 ,676

high p r i o r i t y  c l e a n i n g 4,546  4 ,066 3,646 3 ,598 3,538 3,406

Improvement Government Or g a n i z a t i o n  and P rocedu re s

1) C a p i t a l  C o n s t r u c t i o n  -  a new in f o r m a t io n  system f o r  c a p i t a l  

c o n s t r u c t i o n  was i n t r o d u c e d  to  s ch ed u le  and m on i to r  p r o g r e s s  on 2 ,300
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c o n s t r u c t i o n  p r o j e c t s .  The t ime r e q u i r e d  to  p lan  and c o n s t r u c t  a b u i l d i n g  

was reduced  in h a l f  and c o n t r a c t  awards i n c r e a s e d  from $250 m i l l i o n  to  

$900 m i l l i o n .

2) Fund Contro l  -  The new system f o r  vendor  payments reduced  d e p a r t 

menta l  p r o c e s s i n g  t ime from 53 .4  days to  11 .2  days ,  t o t a l  p r o c e s s i n g  t ime 

from 90 to  35 days .  D o l l a r  s av in g s  were a l s o  r e a l i z e d .

3) Use o f  Computers -  Many new systems were i n t r o d u c e d  which

r e s u l t e d  in  th e  r e d u c t i o n  o f  p e r s o n n e l .

F a c t o r s  C o n t r i b u t i n g  to th e  Success  o f  th e  Program

1) The program was b u i l t  on the  s k i l l s  and t a l e n t s  o f  q u a l i f i e d  p e r 

sonnel .

2) Q u a l i f i e d  management pe rsonne l  were h i r e d  to  o v e rsee  th e  programs.

3) The s t r o n g  i n i t i a t i n g  r o l e  o f  the  s t a f f  in  the  Execu t ive  O f f i c e  o f  

t h e  Mayor.

4) Most r e s u l t s  from the  program were ach iev ed  im media te ly  o r  w i th in

a tw o -y e a r  p e r i o d ,  t h e r e f o r e ,  th e  improvements were immedia te ly  v i s a b l e  and 

a c h ie v e d  immediate r e c o g n i t i o n  from the  p u b l i c .

5) A s t r o n g  r o l e  f o r  o u t s i d e r s  was used in i n i t i a t i n g  or  deve lop ing  

improvements  vs e x i s t i n g  bu reau c racy  and t h e r e f o r e  management cou ld  manage 

t h e  programs w h i le  o u t s i d e  c o n s u l t a n t s  i n s t a l l e d  the  new system o r  methods 

t o  i n c r e a s e  p r o d u c t i v i t y .
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B a r r i e r s  I n c u r r e d  in Implementing and O p e ra t in g  the  Program

1) T e n s io n s  and r e s i s t a n c e  were c r e a t e d  among s e n i o r  c a r e e r  s t a f f  in  

t h e  C i t y . .  Also t e n s i o n  between th e  "new people"  and th e  "o ld  people"  was 

a n o t h e r  p rob lem.  As a r e s u l t ,  t h e r e  was c o n t in u e d  c o n f l i c t  which r e s u l t e d  

in  a de lay  in  im plem en t ing  s e v e r a l  programs.

2) Management i n d i c a t e d  a n o t h e r  d e t e r r a n t  to  p r o d u c t i v i t y - i n c r e a s i n g  

changes  was t h e  o p p o s i t i o n  of  t h e s e  changes by the  u n io n s .  However, V ic to r  

Gotbaum, E x e c u t iv e  D i r e c t o r  o f  D i s t r i c t  Council  37,  AFL-CIO, s t a t e d ,  "The 

goal o f  th e  p r o d u c t i v i t y  improvement program was how to  screw th e  worker
4

and th e  union as much as th ey  c a n . "

C o n c lu s io n s

New York C i t y ' s  p r o d u c t i v i t y  improvement e f f o r t  d e f i e s  any s imple  and 

s t r a i g h t  fo rward  a s s e s s m e n t .  However, a few s a l i e n t  p o i n t s  s tan d  o u t .

1) The s u c c e s s  o f  t h e  p r o d u c t i v i t y  programs should  no t  obscure  the  

lo n g  and p a in f u l  p r o c e s s  by which i t  became s u c c e s s f u l .  The key e lements  

w ere :  t h e  p r o d u c t i v i t y  program was the  cap s to n e  of  a f r u s t r a t i n g l y  slow 

s i x - y e a r  e f f o r t  t o  improve th e  performance of  C i ty  government.  I t  was 

based  on a m ass ive  and u n p re c ed e n te d  in v es tm en t  in a n a l y t i c a l  t a l e n t  -  

i n d u s t r i a l  e n g i n e e r s ,  management a n a l y s t s ,  systems a n a l y s t s ,  and program 

p l a n n e r s ,  in  a d d i t i o n  to  c o n t r a c t u a l  c o n s u l t a n t s  and r e s e a r c h e r s .

2) P r o d u c t i v i t y  b a r g a i n i n g  which was t r i e d  dur ing  th e  Lindsay 

A d m i n i s t r a t i o n ,  w i th  few e x c e p t i o n s ,  canno t  be rega rded  as s u c c e s s f u l .
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3) The C i t y ' s  c a p a c i t y  to  c o n t i n u e  a l a r g e  c e n t r a l l y  managed p ro d u c 

t i v i t y  program was s h a r p l y  reduced  w i th  the  d e p a r t u r e  o f  most o f  t h e  ana

l y s t s  when L i n d s a y ' s  a d m i n i s t r a t i o n  ended and Beame's a d m i n i s t r a t i o n  

s t a r t e d ,  s i n c e  th e  c a r e e r  c i v i l  s e r v a n t s  were no t  t r a i n e d  to  c a r r y  th e  

program on and t h e r e  was no t  s t r o n g  s u p p o r t  from the  to p .

4) The l a r g e  budge t  r e d u c t i o n s  i n c u r r e d  a f t e r  the  Lindsay 

A d m i n i s t r a t i o n  r e s u l t e d  from s u b s t a n t i a l  p r o d u c t i v i t y  g a in s  due to  r e d u c 

t i o n  in  t h e  w o r k f o r c e .  F u r th e r m o r e ,  t h e  un ions  have made s u b s t a n t i a l  con

c e s s i o n s ,  i m p l i c i t  o r  e x p l i c i t  in  work r u l e s  to  ach iev e  and l e s s e n  th e  

r e d u c t i o n  o f  p e r s o n n e l .  As a r e s u l t ,  f u r t h e r  p r o d u c t i v i t y  g a in s  were 

a c h i e v e d  due to  th e  env ironm ent  r a t h e r  than s p e c i f i c  p r o d u c t i v i t y  improve

ment p rog ram s .

D a l l a s ,  Texas

D e s c r i p t i o n  o f  th e  Program

D a l l a s  e x p e r i e n c e d  r a p id  c a p i t a l  growth a f t e r  World War II and as  a 

r e s u l t  i s  A m e r ic a ' s  e i g h t h - l a r g e s t  c i t y .  D a l l a s  has a l l  th e  problems of  a 

new c i t y  -  th e  need to  p rov ide  s u p p o r t i n g  f a c i l i t i e s  and s e r v i c e s  f o r  i t s  

d e v e lo p i n g  a r e a s  and to  a s s i m i l a t e  l a r g e  numbers of  newcomers to  t h e  c i t y .  

At th e  same t im e ,  however,  i t  i s  beg inn ing  to  f ace  problems and s i t u a t i o n s

now common in  th e  o l d e r  c i t i e s  o f  the  e a s t  and midwest .  The w h i t e -m id d le

c l a s s  has shown an i n c r e a s i n g  p r e f e r e n c e  f o r  r e s i d e n c e  in  th e  suburban 

a r e a s  o u t s i d e  th e  c i t y ' s  b o u n d a r i e s .

D a l l a s  has no formal c i t y - w i d e  program f o r  improving p r o d u c t i v i t y .

I n s t e a d ,  an e f f e c t i v e  bu t  u n s t r u c t u r e d  p r o d u c t i v i t y  program f u n c t i o n s
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l a r g e l y  th ro u g h  t h e  C i ty  M an ag e r ' s  c o n t i n u i n g  p r e s s u r e  on th e  o p e r a t i n g  

a g e n c i e s  and th rough  t h e  e f f o r t s  o f  t h e  O f f i c e  o f  Management S e r v i c e s  to  

i d e n t i f y  o p p o r t u n i t i e s  f o r  p r o d u c t i v i t y  improvement and a s s i s t  t h e  a g e n c ie s  

i n  r e a l i z i n g  them. The a d m i n i s t r a t i o n  h a s ,  in  a d d i t i o n ,  c r e a t e d  a 

f a v o r a b l e  e nv i ronm en t  f o r  th e  more a g g r e s s i v e  and i n n o v a t i v e  d epar tm en t  

m a n a g e r s ;  some s i g n i f i c a n t  p r o d u c t i v i t y  g a in s  have ,  as a r e s u l t ,  come from 

d e p a r t m e n t  i n i t i a t i v e  w i th  l i t t l e  p r e s s u r e  from the  M anager ' s  o f f i c e  o r  

t e c h n i c i a l  s u p p o r t  from O f f i c e  o f  Management S e r v i c e s .

Major Accomplishments  o f  the  Program

5
The f o l l o w i n g  a re  major  accom pl ishm en ts  a ch iev ed  by the  program: 

D epar tm en t  o f  B u i ld in g  S e r v i c e s

1) Through r e o r g a n i z a t i o n  o f  th e  d e p a r tm en t  and e d u c a t in g  main tenance  

employees  in  c l e a n i n g  p r a c t i c e s ,  th e  c o s t  p e r  f o o t  to  c lea n  a b u i l d i n g  was 

re d u c ed  from $2.50  t o  $ .9 6 .

2) A Honeywell D e l ta  2000 system was i n s t a l l e d  t o  p rov ide  remote s u r 

v e i l l a n c e  and c o n t r o l  over  c i t y  b u i l d i n g s  tw e n t y - f o u r  hours a day, seven 

days  a week. The system h a n d le s  h e a t i n g ,  a i r  c o n d i t i o n i n g ,  c o n t r o l  and 

s e c u r i t y ,  and f i r e  p r o t e c t i o n .  The s a v in g s  from the  system i s  $264,000 in  

s a l a r i e s  and f r i n g e  b e n e f i t s .

D epar tm en t  o f  S t r e e t s  and S a n i t a t i o n

1) A s e r i e s  o f  changes  were i n t r o d u c e d  to  i n c r e a s e  th e  p r o d u c t i v i t y  

o f  ga rbage  and t r a s h  c o l l e c t i o n .  C o l l e c t i o n s  were performed by t h r e e -  p e r 
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son com pac tor  t r u c k  crews -  two l o a d e r s  and a d r i v e r .  A new sys tem was 

d e s ig n e d  t h a t  r e s u l t e d  in the  use  o f  only  tw o-pe rson  crews u s in g  m od if ied  

c a t  t r u c k s  which a l lowed  th e  d r i v e r  to  lo a d  from one s i d e  o f  th e  a l l e y  and 

t h e  l o a d e r  from the  o t h e r .  Th is  change r e s u l t e d  in a r e d j c t i o n  in th e  

c o l l e c t i o n  work f o r c e  from 861 t o  663 and a s av in g s  o f  a p p ro x im a te ly  

$ 1 .3  m i l l i o n .

The Water U t i l i t i e s  Department

1) The m e te r  r e a d in g  and i n s p e c t i o n  d i v i s i o n s  were r e o r g a n iz e d  and 

c o n s o l i d a t e d .  The r e s u l t  was a r e d u c t i o n  in  personnel  and annual c o s t  

r e d u c t i o n  o f  $250 ,000 .

2) P r o ce d u re s  were s t a n d a r d i z e d ,  methods improved, and work 

s i m p l i f i e d .  F o r e c a s t s  o f  work volume were deve loped ,  and a s t a f f  s ch e 

d u l i n g  model was developed  to  a s s u r e  e f f i c i e n t  work f low .  F i n a l l y ,  a 

r e p o r t i n g  system was i n s t a l l e d  t o  b e t t e r  m o n i to r  perform ance and l a b o r  

c o s t s  on an ongoing b a s i s .  The r e s u l t i n g  sav in g s  were $75,000 a n n u a l l y .

3) A s i m i l a r  work management approach  to  th e  Account ing and Finance

D i v i s i o n  saved a n o th e r  $43,000 p e r  y e a r .

4)  A s tudy  was conducted  by a c o n s u l t a n t  on the work o f  th e  r e p a i r

and m a in tenance  work fo r c e  t h a t  worked on f i r e  h y d ra n t  m a in ten an ce ;  the

r e p a i r  o f  s t r e e t  r u t s ;  and back hoe c a r e .  The r e s u l t  was t h a t  th e  o p e r a t i o n  

was r e o r g a n i z e d  on a geograph ic  i n s t e a d  o f  f u n c t i o n a l  b a s i s .  Th is  reduced 

t r a v e l  t i m e ,  c u t  back the  number o f  s u p e r v i s o r s  r e q u i r e d ,  improved the  

b a l a n c i n g  o f  workload among c rews ,  and i n c r e a s e d  the  c a p a c i t y  to  p rov ide
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s p e c i a l  s k i l l s  and equ ipment  where needed .  The t o t a l  s a v in g s  e f f e c t e d  by 

t h e s e  changes  amounted to  $186,000 p e r  y e a r .

5) Four d i s t r i c t  o p e r a t i o n s  were combined i n t o  two. Th is  r e s u l t e d  in 

t h e  e l i m i n a t i o n  o f  69 p o s i t i o n s  f o r  an annual s a v in g s  of  $494 ,000 .

P o l i c e  D epar tment

1) The d e p a r tm e n t  r e p l a c e d  h i g h - p a i d  p o l i c e  o f f i c e r s  w i th  c i v i l i a n s  

and un i fo rm ed  p u b l i c  s e r v i c e  o f f i c e r s  t o  hand le  r o u t i n e  i n q u i r i e s  and 

i n v e s t i g a t i o n s .  Th is  r e s u l t e d  in an annual s av in g s  o f  $210 ,000 .

F i r e  Depar tment

1) The e s t a b l i s h m e n t  o f  f o u r  new f i r e  s t a t i o n s  w i l l  be manned by 

t r a n s f e r  o f  e x i s t i n g  f i r e  d ep a r tm en t  p e r s o n n e l . This  r e s u l t e d  from a 

d e t a i l e d  a n a l y s i s  o f  deployment by a c o n s u l t i n g  f i r m .  The annual s av in g s  

w i l l  be $600,000 p e r  y e a r .

F a c t o r s  C o n t r i b u t i n g  to  th e  Success  o f  th e  P rog ram

1) D a l l a s  was s u c c e s s f u l  in  c r e a t i n g  in i t s  depa r tm en t  o r  a g e n c ie s  a 

c l i m a t e  co n d u c iv e  to  p r o d u c t i v i t y  improving  i n n o v a t i o n s .

2) Top management s u p p o r te d  th e  env i ronm ent  where r e s e a r c h  and inno 

v a t i o n  were c r i t i c a l  to  s u c c e s s .  The Mayor o f  D a l l a s ,  when th e s e  improve

ments  were made, was Er ik  Johnson who was a l s o  P r e s i d e n t  o f  Texas 

I n s t r u m e n t s ,  a r e l a t i v e l y  h ig h -  t e ch n o lo g y  f i rm  b u i l t  on heavy in v e s tm en t  

i n  r e s e a r c h  and developm ent .  F u r th e r m o r e ,  the  C i ty  Manager suppor ted  the
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program s and e l e c t e d  to  b u i l d  a s t r o n g  c e n t r a l i z e d  s t r u c t u r e  o f  d e p a r tm en t s  

( b u i l d i n g  s e r v i c e s ,  d a t a  p r o c e s s i n g  s e r v i c e s ,  o f f i c e  o f  management s e r 

v i c e s )  which he lp ed  t o  c o n s o l i d a t e  and p r o v i d e  more e f f i c i e n t  o p e r a t i o n  of  

s e r v i c e s .

3) The O f f i c e  o f  Management S e r v i c e s  p layed  key r o l e s  as problem 

i d e n t i f i e r s ,  p e d d l e r s  of  good management t e c h n i q u e s ,  c o o r d i n a t o r s  and o v e r 

s e e r s  o f  agency s t u d i e s  and per fo rm ance  a n a l y s i s .

4 )  Employees o f  th e  C i ty  o f  D a l l a s  were no t  u n io n iz e d  and t h e r e f o r e  

management had f l e x i b i l i t y  in  work o r g a n i z a t i o n  and method o f  t h e  k ind  t h a t  

does  no t  e x i s t  in  a u n io n iz e d  e n v i ro n m e n t .  However, the  good r e l a t i o n s h i p  

be tween management and th e  employees  c o n t r i b u t e d  to  the  s u c c e s s f u l  im p le 

m e n ta t io n  o f  t h e s e  im provements .

B a r r i e r s  I n c u r r e d  in Implementing and O p e ra t in g  the  Program

The p r o d u c t i v i t y  s t r a t e g y  has been u n s t r u c t u r e d ,  o p p o r t u n i s t i c ,  pragma

t i c ,  and a d a p t i v e  r a t h e r  than  s y s t e m a t i c  and com prehens ive .  The C i ty  has
%

" p i c k e d  i t s  s p o t s " ,  c o n c e n t r a t i n g  i t s  p r o d u c t i v i t y  e f f o r t s  on o p p o r t u n i t i e s  

w i th  a h igh p o t e n t i a l  f o r  p a y o f f  and low d epar tm en ta l  r e s i s t a n c e .

C on e!u s io n s

The p r o d u c t i v i t y  program in  D a l l a s  f a l l s  more w i t h i n  the  i n t e r n a l  

d i s c i p l i n e  o f  th e  e x e c u t i v e  branch o f  th e  c i t y  government than a r e  t h e  p ro 

d u c t i v i t y  programs o f  most o t h e r  c i t i e s .  I t  i s  u n l ik e  New York C i ty  where 

a complex problem of  n e g o t i a t i n g  p r o d u c t i v i t y  i n c r e a s e  w i th  s t r o n g  employee 

u n io n s  e x i s t e d .  A l s o ,  u n l ik e  i t s  c o u n t e r p a r t s  in New York C i t y ,  Phoenix ,
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and Milwaukee,  the  C i ty  Counci l  in D a l l a s  i s  n o t  d eep ly  in v o lv e d  in the  

d e t a i l s  o f  th e  p r o d u c t i v i t y  improvement program.  The C i ty  Manager con

s e q u e n t l y  has a r e l a t i v e l y  f r e e  hand in s h ap in g  the  p r o d u c t i v i t y  improve

ment  e f f o r t  so long  as he remains  w i t h i n  the  l i m i t s  d i c t a t e d  by th e  

p o l i t i c a l  s e n s i t i v i t i e s  o f  t h e  community and th e  C i t y  C o u n c i l .  The b a s i c  

s t r a t e g y  employed by D a l l a s  has  worked w e l l .  O p p o r t u n i t i e s  f o r  s u b s t a n t i a l  

p r o d u c t i v i t y  g a in s  have been e x p l o i t e d  w i th  c e n t r a l  s t a f f  o f  minimum s i z e .  

I t  has m a i n t a i n e d  a high r a t i o  of p r o d u c t i v i t y  s a v in g s  to  in v es tm en t  

r e q u i r e d  t o  produce  them l a r g e l y  because  i t  has  been s e l e c t i v e  r a t h e r  than  

c o m p re h e n s iv e .

The re  i s  a c i t y  p r o f i l e  survey  conduc ted  on an annual b a s i s .  A p o r t i o n  

o f  t h i s  su rvey  d e a l s  w i th  c i t i z e n  a t t i t u d e s  and e x p e r i e n c e s  towards  v a r io u s  

c i t y  programs and s e r v i c e s .  The r e s p o n s e s  to  t h i s  survey  i n d i c a t e  t h a t  

g e n e r a l l y  the  c i t i z e n s  o f  D a l l a s  a r e  g e n e r a l l y  s a t i s f i e d  with the  type  o f  

s e r v i c e s  and l e v e l  o f  s e r v i c e .  T h e r e f o r e ,  i t  can be assumed t h a t  i n c r e a s e s  

in  p r o d u c t i v i t y  have had a p o s i t i v e  e f f e c t  on the  e f f i c i e n c y  and e f f e c 

t i v e n e s s  o f  s e r v i c e  d e l i v e r y  in  th e  C i t y .
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D e s c r i p t i o n  o f  th e  Program

Milwaukee has a p o p u l a t i o n  o f  6 3 6 ,2 1 2 .  This  City  i s  l e s s  than  h a l f  as 

o l d  as New York; however,  i t  has  th e  problems o f  an o l d  c i t y .  F u r th e r m o re ,  

Milwaukee has n o t  e n co u n te r e d  th e  p o l i t i c a l  tu rm o i l  o f  o t h e r  c i t i e s .  The 

Mayor and o t h e r  e l e c t e d  o f f i c i a l s  have had a long  t e n u r e  in  o f f i c e .  

T h e r e f o r e ,  t h e s e  o f f i c i a l s  a re  more f a m i l i a r  w i th  the  programs and o p e ra 

t i o n s  o f  th e  C i ty  than  most o f  t h e i r  c o u n t e r  p a r t s  in o t h e r  c i t i e s .  This 

p r o v i d e s  t h e  s u s t a i n e d  s u p p o r t  needed f o r  l o n g - t e rm  changes  in  government.

The formal b e g in n in g  o f  th e  p r o d u c t i v i t y  improvement program s t a r t e d  in 

1950. I t  began w i th  a f o u r - p e r s o n  management a n a l y s i s  u n i t  in t h e  Budget 

Bureau .  The r e s p o n s i b i l i t i e s  o f  th e  u n i t  were g r a d u a l l y  ex tended  over th e  

y e a r s  t o  co v e r  s p e c i a l  management s t u d i e s ,  review of vacan t  p o s i t i o n s ,  

r e c o r d  and forms c o n t r o l ,  rev iew  o f  d a ta  p r o c e s s in g  a p p l i c a t i o n s ,  space 

u t i l i z a t i o n  re v ie w ;  t h i s  u n i t  a l s o  a c t e d  as  s t a f f  s u p p o r t  f o r  the  City  

C o u n c i l ' s  S p e c ia l  Committee on O r g a n i z a t i o n  and Methods.

The Management A n a ly s i s  S e c t io n  o f  th e  Budget Department i s  r e s p o n s i b l e  

f o r  management s t u d i e s  o f  v a r io u s  c i t y  p rograms .  The Management A n a ly s i s  

S e c t i o n  has com ple ted  both  management a n a l y s i s  and budge t  r e s e a r c h  r e p o r t s  

a s  wel l  as  b udge t  in f o r m a t io n  r e l e a s e s .  Not a l l  t h e se  deal with  p roduc

t i v i t y  i s s u e s  nor do a l l  o f  them r e s u l t  from s p e c i a l  s t u d i e s .  Y e t ,  a high 

p r o p o r t i o n  o f  them a r e  p r o d u c t i v i t y  r e l a t e d .

S t u d i e s  pe r fo rm ed  by th e  Management A n a ly s i s  S e c t io n  a r e  under taken  

w i th  th e  a pp rova l  o f  t h e  C i ty  C o u n c i l .  In  f a c t ,  the  Management A n a ly s i s  

S e c t i o n  w i l l  u s u a l l y  r e q u e s t  a C i ty  Council  r e s o l u t i o n  b e fo re  i n i t i a t i n g  a
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m a jo r  s t u d y .  U s u a l l y ,  t h e  im p le m e n ta t io n  o f  th e  recommendations  o f  a 

c o m p le te d  s tu d y  w i l l  r e q u i r e  a c t i o n  by th e  C i ty  C o u n c i l .  This  p ro cess  

m ig h t  be r e g a r d e d  as l i m i t i n g  t h e  f r e e  r e i n  o f  th e  D i r e c t o r  o f  Budget and 

Management A n a l y s i s .  I t  h a s ,  on th e  o t h e r  hand, o f f s e t t i n g  ad van tages  in 

t h e  e d u c a t i o n  o f  p o l i t i c a l  p a r t i c i p a n t s  in  th e  u ses  o f  r e s e a r c h  and th e  

o p p o r t u n i t i e s  f o r  improvement in  o p e r a t i o n s .  I t  a l s o  p roduces  a very 

r e a l i s t i c  r e s e a r c h  agenda ,  l i m i t e d  l a r g e l y  t o  p r o j e c t s  t h a t  the  Council 

r e g a r d  as both  i m p o r t a n t  and a c t i o n a b l e .

Major Accomplishments o f  th e  Program

The program r e s u l t e d  in  th e  f o l l o w i n g  major  accom pl ishm ents :6

Bureau o f  S a n i t a t i o n

1) The r e o r g a n i z a t i o n  and c o n s o l i d a t i o n  o f  th e  Bureau o f  S t r e e t  

S a n i t a t i o n  and th e  Bureau o f  Garbage C o l l e c t i o n  and Disposal r e s u l t e d  in 

annual  c o s t  s a v in g s  o f  $ 3 .8  m i l l i o n  and a r e d u c t i o n  o f  471 p o s i t i o n s .

Water D i s t r i b u t i o n  D iv i s io n  o f  P u b l i c  Works

1) A s tudy  recommended new l e a d e r s h i p  f o r  th e  d i v i s i o n  and a new 

s t r u c t u r e  o f  management sy s tem s .  A new top  management p o s i t i o n  was c r e a t e d  

o v e r  th e  d i s t r i b u t i o n  d i v i s i o n  and some o r g a n i z a t i o n a l  changes e f f e c t e d .

The s p e c i a l i z e d  crew system was e l i m i n a t e d  w i th  new genera l  r e p a i r  crews 

t r a i n e d  to  hand le  a l l  a s p e c t s  o f  w a te r  main r e p a i r .  Crew s i z e s  were 

re d u c ed  and l o c a t o r  t e c h n i q u e s  were s y s t e m a t i z e d .  The s t a f f  was reduced 

from 133 t o  98.  The annual s a v in g s  were $500 ,000 .
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2) C o n t r a c t i n g  o u t  o f  s e r v i c e s  to  p r i v a t e  i n d u s t r y  has been used to  

r e d u c e  c o s t  o r  improve p e r fo rm a n c e .  Some o f  th e  s e r v i c e s  c o n t r a c t e d  o u t  

w e re :

o Laundry f o r  th e  H e a l th  D epar tment  a t  a n e t  s av in g s  o f  $60,000

p e r  y e a r  from th e  e l i m i n a t i o n  o f  s ix  p o s i t i o n s .

o B ookb ind ing ,  a t  a s a v in g s  o f  $80,000 p e r  y e a r .

F a c t o r s  C o n t r i b u t i n g  to  th e  Success  o f  t h e  Program

1) The c e n t r a l  r o l e  of  t h e  C i ty  Counci l  in  both  the  i n i t i a t i o n  o f  

s t u d i e s  and a c t i o n  on t h e i r  recommendations  seems to  have p re v e n ted  th e  

deve lopm ent  o f  s t r o n g  d i f f e r e n c e s  between th e  Mayor and Council t h a t  a re  

l i k e l y  in  c i t i e s  w i th  a more c o n v e n t i o n a l  d i v i s i o n  o f  l e g i s l a t i v e  and exe

c u t i v e  r e s p o n s i b i l i t i e s .

2) C i t i z e n ' s  endorsem ent  o f  th e  p r o d u c t i v i t y  improvements had a p o s i 

t i v e  e f f e c t  on th e  im p le m e n ta t io n  o f  t h e s e  improvements .

3) R ed u c t io n s  have o r d i n a r i l y  been e f f e c t e d  in a manner des igned  to 

min im ize  p o t e n t i a l  employee union g r i e v a n c e s .

B a r r i e r s  I n c u r r e d  in  Implementing and O p e ra t in g  the  Program

1) The un ions  have opposed a number o f  p r o d u c t i v i t y  improvements.  

The re  have been no s t r i k e s  o r  s e r i o u s  job  a c t i o n s ,  however,  the  r e o r g a n i z a 

t i o n  o f  th e  r e f u s e  c o l l e c t i o n  in th e  Bureau o f  S a n i t a t i o n  went to  a r b i t r a 

t i o n .  The a r b i t r a t o r  r u l e d  in  f a v o r  o f  th e  C i t y .
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2) There  has  been o p p o s i t i o n  to  th e  p roposed  changes by s e n i o r  s t a f f  

o f  th e  a f f e c t e d  o r g a n i z a t i o n .  I t  has c o n t r i b u t e d  to  d e lay s  in implementing 

t h e  changes  n e c e s s a r y  t o  f a c i l i t a t e  th e  p r o d u c t i v i t y  improvements .

C o n e!u s io n s

M i lw a u k e e ' s  t w e n t y - f i v e  y e a r  s u s t a i n e d  e f f o r t  in  p r o d u c t i v i t y  improve

ments  i s  c e r t a i n l y  un ique  in  A m e r ic a ' s  l a r g e  c i t i e s  in te rms o f  lo n g e v i ty  

and  in  t h e  magni tude  o f  the  r e s u l t s  a c h ie v e d  from a r e l a t i v e l y  small 

i n v e s tm e n t .

The s u s t a i n e d  and e f f e c t i v e  e f f o r t  in  Milwaukee b u i l t  c r e d i b i l i t y  f o r  

management a n a l y s i s  and e d u ca ted  p o l i t i c a l  l e a d e r s h i p  to  i t s  u s e s .  "The 

p r o o f  o f  Milwaukee’ s pudding i s  in  the  e a t i n g .  Management A na lys i s  has s u r 

v iv e d  t w e n t y - f i v e  e f f e c t i v e  y e a r s ,  because  i t  adap ted  s u c c e s s f u l l y  to  the  

r e a l i t i e s  o f  C i ty  p o l i t i c s  and governm ent" .

Phoenix

D e s c r i p t i o n  o f  t h e  Program

Phoenix  has a p o p u l a t i o n  of  a p p r o x im a te ly  789,704 and i s  s t i l l  growing. 

I t  has few s i g n i f i c a n t  problems o f  t r a f f i c  c i r c u l a t i o n .  I t s  slums are  

l i m i t e d  and compared t o  the  e a s t ,  r e l a t i v e l y  new as well  as low in  d e n s i t y .  

I t  does have a h igh  c r im e  r a t e  by v i r t u e  o f  the  high le v e l  of b u r g l a r i e s .

P h o e n ix '  p r e s e n t  p r o d u c t i v i t y  improvement program had i t s  g e n es i s  in 

1969. The r e s p o n s i b i l  i t y  f o r  the  program was a s s ig n e d  to  the  Budget and
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R ese a rch  D epar tm en t .  A new d i v i s i o n  t i t l e d  “O p e ra t io n s  A n a ly s i s  D iv i s io n "  

was c r e a t e d  under  th e  Budget and Research  Department to  a d m i n i s t e r  th e  

p rog ram .

The Work Measurement s t a f f  was s e t  up in  th e  Budget and Research 

D e p a r tm e n t .  The s t a f f  was comprised  o f  employees  t h a t  were a l r e a d y  

employed by t h e  C i t y .  These employees  were t r a i n e d  and t r a n s f e r r e d  t o  the 

Budget and R esearch  Department from o t h e r  depar tm en ts  w i th in  the  C i t y .

The work measurement  s t a f f  e s t a b l i s h e d  the  "Work P lann ing  and Control  

S y s te m ."  The o b j e c t i v e  o f  t h i s  system was to  e s t a b l i s h  work performance 

s t a n d a r d s  f o r  every  employee o f  C i ty  government fo r  which work measurement 

and work s t a n d a r d s  were r e g a rd ed  as a p p r o p r i a t e .  These s t a n d a r d s  were 

a p p l i e d  to  i n d i v i d u a l  p o s i t i o n s ,  t h e  only approach  t h a t  accoun ts  f o r  q u a l i 

t a t i v e  d i f f e r e n c e s  in  th e  work load ,  work o r g a n i z a t i o n ,  and d i f f e r e n c e s  in 

t y p e s  o f  equ ipm ent  u sed .  To do t h i s  r e q u i r e d  a very s u b s t a n t i a l  inves tm en t  

o f  i n d u s t r i a l  e n g i n e e r i n g  t ime to  s e t  the  i n i t i a l  s t a n d a r d s  and to  r e v i s e  

them as  r e q u i r e d .

F o r  a l l  j o b s  f o r  which s t a n d a r d s  have been s e t ,  th e  depar tm ent  r e p o r t s  

month ly  on a c t u a l  pe r form ance  in  r e l a t i o n  to  s t a n d a r d s .  The O pera t ions  

A n a l y s i s  D i v i s i o n  p r e p a r e s  a program-by-program summary t h a t  goes to  the  

C i t y  Manager.  There  i s ,  as a r e s u l t ,  a p r o c e s s  of  c o n t in u in g  m on i to r in g  of  

p e r fo rm an c e  and a d i s t r i b u t i o n  o f  d a t a  t h a t  b r in g s  performance and changes 

i n  pe r fo rm an ce  to  th e  a t t e n t i o n  o f  t h e  c h i e f  o f f i c i a l s  o f  the  C i ty  and the 

d e p a r t m e n t s .

Major Accomplishments  o f  the  Program
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The program has a c h ie v e d  th e  f o l l o w i n g  accom pl i shm en ts :^

R efu se  C o l l e c t i o n

The s tu d y  by th e  O p e r a t io n s  A n a ly s i s  D iv i s io n  r e v e a l e d  t h a t  the  r e f u s e  

c o l l e c t i o n  crews c o u ld  be reduced  from t h r e e  members to  two members. 

F u r t h e r m o r e ,  t h e  s tu d y  recommended t h a t  th e  r e g u l a r  garbage  c o l l e c t i o n  

crews be reduced  from t h r e e  members to  one member and t h a t  Shu-Pak t r u c k s  

s h o u ld  r e p l a c e  t h e  r e a r - l o a d e r  compactor  t r u c k s .  The r e s u l t  was an annual 

s a v i n g s  o f  $900,000 and a r e d u c t i o n  o f  46 p e r c e n t  o f  th e  c o l l e c t i o n  work 

f o r c e .

C e n t r a l i z e d  O f f i c e  Copying System

The C i t y ' s  t h i r t y - o n e  d e c e n t r a l i z e d  o f f i c e  c o p i e r s  produced a t o t a l  o f  

8 . 6  m i l l i o n  c o p ie s  w i th  machines  and supply  c o s t s  o f  $342,000. A s tudy  

r e v e a l e d  t h a t  n e a r l y  50 p e r c e n t  o f  the  copying was done in runs where

f i f t y - o n e  o r  more c o p i e s  o f  th e  o r i g i n a l  were made. A d e c i s io n  was made to

s e t  up a Rapid Copy C en te r  in  th e  C i ty  P r i n t  Shop and r e q u i r e  Ci ty  agenc ie s  

in  and n e a r  C i ty  Hall to  use the  C en te r  when more than  f i f t y  co p ie s  were 

r e q u i r e d .  S p e c ia l  en v e lo p e s  and m essenger  s e r v i c e s  were i n t r o d u c e d  to  make 

s u r e  t h a t  work was e x p e d i t e d .  The C e n te r  used an a d d re s s o g ra p h -m u l t ig r a p h  

t o t a l  copy sys tem .  The h ig h - s p e e d  bond c o p i e r s  were removed from th e  City  

o f f i c e s  and s l i c k  p a p e r ,  low speed e l e c t r o s t a t i c  c o p i e r s  s u b s t i t u t e d .  The 

r e s u l t  was t h a t  th e  a v e r ag e  c o s t  pe r  copy was reduced  from 3 .2 £  to  1 .7 £  p e r

copy w i th  an annual s a v in g s  o f  ove r  $100 ,000 .

B u i ld in g  I n s p e c t i o n s
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A s tu d y  by th e  O p e ra t io n s  A n a l y s i s  s t a f f  r e v e a l e d  t h a t  a genera l  

i n s p e c t i o n  program r e q u i r i n g  one i n s p e c t o r  to  do a l l  t h e  i n s p e c t i o n s .  

O r i g i n a l l y ,  t h e r e  was an e l e c t r i c a l  i n s p e c t o r ,  plumbing i n s p e c t o r ,  and 

m e ch a n ic a l  i n s p e c t o r .  The annual s a v in g s  was $750 ,000 .

F a c t o r s  C o n t r i b u t i n g  to  the  Success  o f  the  Program

1) The C i ty  Council  i n i t i a t e d  the  program and has been very suppor

t i v e  o f  i t  s i n c e  i n c e p t i o n .

2) C i t y  o f  Phoenix employees  a r e  no t  u n i o n i z e d ,  s i n c e  c o l l e c t i v e  

b a r g a i n i n g  by m u n i c i p a l i t i e s  i s  no t  a u t h o r i z e d  by Arizona law. As a 

r e s u l t ,  un ions  were no t  a f a c t o r  in  im plement ing  and o p e r a t i n g  a p roduc

t i v i t y  improvement program.

3) The C i ty  took s t e p s  from t h e  b eg in n in g  to  a l l a y  employee concern  

w i t h  t h e  p r o d u c t i v i t y  improvement p rogram.  In e x p l a i n i n g  th e  program, the  

em phas is  was p l a c e d  on the  c r e a t i o n  o f  improved and s i m p l i f i e d  work p ro ce 

d u re s  r a t h e r  than  on having employees  work h a r d e r .  More i m p o r t a n t l y ,  the  

C i t y  g u a r a n t e e d  t h a t  t h e r e  would be no l a y o f f s ;  any r e d u c t i o n s  in s t a f f  

would be e f f e c t e d  th rough  a t t r i t i o n  or  th rough  re a s s ig n m e n t  o f  employees to 

o t h e r  j o b s .

B a r r i e r s  I n c u r r e d  in Implementing and O p e ra t in g  the  P rog ram

The C i ty  had few s e r i o u s  d i f f i c u l t i e s  in  th e  im plem enta t ion  o f  the  p ro 

d u c t i v i t y  improvements .  There  was a more gene ra l  problem o f  e n fo r c in g  o r  

more a c c u r a t e l y ,  u s ing  the  s t a n d a r d s .
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C o n c l u s io n s

Few l o c a l  u n i t s  o f  government  in  t h e  U ni ted  S t a t e s  have done as much to  

improve p r o d u c t i v i t y  and have been as s u c c e s s f u l  in doing so as Phoenix .  

V i r t u a l l y  no o t h e r  l o c a l  u n i t  has  done t h e  job  "by the  book",  sending 

o p e r a t i o n s  a n a l y s t s  o u t  to  examine n e a r l y  every  c i t y  j o b .  Few m oni to r  p e r 

formance in  a n y th in g  l i k e  th e  d e t a i l e d  scope  o f  P h o e n ix ' s  monthly work 

p l a n n i n g  and c o n t r o l  r e p o r t s .  "C h a r l e s  H i l l ,  D i r e c t o r  o f  O pera t ions  A na lys is  

D i v i s i o n ,  c a l c u l a t e s  th e  b a la n c e  s h e e t  t o  d a te  as com pris ing  t o t a l  b e n e f i t s

o f  $7 m i l l i o n  a n n u a l l y  a g a i n s t  c o s t s  o f  $ 1 .6  m i l l i o n  a n n u a l ly  f o r  a
«8" p r o f i t "  o f  $ 5 .4  m i l l i o n  and a b e n e f i t - c o s t  r a t i o  o f  4 .5  to  5 . 1 .

T h i s  s e c t i o n  has a d d r e s s e d  th e  p r o d u c t i v i t y  improvement programs in 

f o u r  l o c a l  u n i t s  o f  government.  The n e x t  s e c t i o n  w i l l  ad d re s s  the  produc

t i v i t y  improvement program in  Genesee County,  Michigan.
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V I I .

OVERVIEW AND ANALYSIS OF THE PRODUCTIVITY PROGRAM IN GENESEE COUNTY

T h i s  s e c t i o n  a d d r e s s e s  th e  p r o d u c t i v i t y  improvement program in  Genesee 

C oun ty ,  M ich igan .  Genesee County i s  an urban county  with  a p o p u la t io n  of  

a p p r o x i m a t e l y  4 4 3 ,680 .  The C o u n ty ' s  l e g i s l a t i v e  body and i t s  a d m i n i s t r a 

t i v e  body f o r  many f u n c t i o n s  i s  th e  County Board o f  Commissioners .

The p r o d u c t i v i t y  improvement program was e s t a b l i s h e d  in 1974 by the  

e s t a b l i s h m e n t  o f  th e  Management A n a ly s i s  D iv i s io n  of  the  C o n t r o l l e r ' s  

O f f i c e  by th e  County Board o f  Commissioners .  This  d i v i s i o n  c o n ta in ed  t h r e e  

em p lo y ees .  The purpose  of  t h i s  d i v i s i o n  was to  review a l l  r e q u e s t s  from 

County d e p a r tm en t s  f o r  a d d i t i o n a l  s t a f f i n g  and to  a s c e r t a i n  i f  t h e r e  was 

j u s t i f i c a t i o n  f o r  t h e i r  r e q u e s t .  The r e s p o n s i b i l i t i e s  of the  d i v i s i o n  were 

g r a d u a l l y  ex ten d e d  to  c o v e r  d e p a r t m e n t a l ,  o r g a n i z a t i o n a l ,  and o p e r a t i o n a l  

s t u d i e s ,  r e c o r d s  and forms c o n t r o l , and space  u t i l i z a t i o n  review.

The p r i o r i t y  o f  each s tudy  was d e te rm ined  by the  Personnel Committee 

which i s  a s t a n d i n g  commit tee  o f  th e  Board o f  Commissioners .  The c r i t e r i a  

used  by th e  Board to  d e te r m in e  the  p r i o r i t y  o f  each s tudy was: (1) what

was t h e  p o t e n t i a l  of  r e d u c in g  pe rsonne l  s in c e  pe rsonnel  c o s t s  account  f o r  

ro u g h ly  75 p e r c e n t  o f  County e x p e n d i t u r e s ;  (2) cou ld  p rocedures  be 

s t r e a m l i n e d  t o  p ro v id e  b e t t e r  and f a s t e r  s e r v i c e  to  the  p u b l i c ;  and (3) 

c o u ld  th e  revenue  g e n e r a t e d  by th e  depar tm en t  be i n c r e a s e d .  Based on t h i s  

c r i t e r i a ,  t h e  Pe rsonne l  Committee a s s ig n e d  a p r i o r i t y  ranking  to  each 

s t u d y .
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la jo r  Accompli shments  of  t h e  Program

1) Denia l  o f  r e q u e s t s  by County d ep a r tm en t s  f o r  a d d i t i o n a l  p e rsonne l  

ihere th e  r e q u e s t  c o u ld  n o t  be j u s t i f i e d  nor d id  the work load w a r r a n t  i t .  

he se  rev iew s  and s u b se q u e n t  d e n i a l s  of  d e p a r tm en ta l  r e q u e s t s  f o r  a d d i 

t iona l  p e r s o n n e l  r e s u l t e d  in an annual c o s t  s a v in g s  o f  $440,000 and a c u r 

t a i lm e n t  o f  t h e  h i r i n g  o f  17 a d d i t i o n a l  employees .

2)  The s tu d y  o f  the  County C l e r k ' s  O f f i c e  which w i l l  be a d d re s s ed  in  

the n e x t  s e c t i o n  r e s u l t e d  in an annual c o s t  s av in g s  o f  app ro x im a te ly

£325,000 and r e d u c t i o n  o f  13 p o s i t i o n s .

3) Study o f  t h e  D e ten t io n  S e c t io n  o f  the  S h e r i f f ' s  Department 

r e s u l t e d  in  th e  r e d u c t i o n  of  annual o v e r t im e  c o s t s  o f  $420,000.

4) The Study o f  the  P ro b a te  Court  r e s u l t e d  in p r o d u c t i v i t y  improve

ments and annual s av ings  o f  $210,000 which was ach ieved  by a r e d u c t io n  o f  7 

posi  t i o n s .

5) A p r o d u c t i v i t y  s tudy  o f  the  a d m i n i s t r a t i o n  component of Community 

Mental H ea l th  r e s u l t e d  in a r e d u c t i o n  of  15 p o s i t i o n s  and an annual s av in g s  

o f  a p p r o x im a te ly  $390 ,000 .

All o f  th e  above s t u d i e s  r e s u l t e d  in an i n c r e a s e  in  p r o d u c t i v i t y  s in c e  

th e  l a b o r  ( i n p u t )  needed t o  p rov ide  th e  s e r v i c e  was reduced and th e  l e v e l  

of  s e r v i c e  remained  th e  same o r  i n c r e a s e d  ( o u t p u t ) .
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F a c t o r s  C o n t r i b u t i n g  to  th e  Succe s s  o f  t h e  Program

1) The p r o d u c t i v i t y  improvement program had t h e  s u p p o r t  o f  the Board 

o f  Com m iss ioners .

2)  At t h e  s t a r t  o f  the  program, t h e  g o a l s ,  o b j e c t i v e s ,  and methods to  

be used  in  t h e  program were d i s c u s s e d  w i th  the  u n io n ,  t h e r e f o r e ,  the  union

was n o t  a c t i v e l y  opposed t o  t h e  program.

3) Seve ra l  key d ep a r tm en t  heads  saw the  need f o r  th e  program and s t u 

d i e s  a t  th e  b e g in n in g  o f  the  program were perform ed in t h e s e  d e p a r tm en t s .  

The s t u d i e s  were used  by t h e s e  managers as  a management to o l  t o  improve the  

o p e r a t i o n s  o f  t h e i r  d e p a r tm e n t .  I t  a l s o  showed o t h e r  depar tm en t  heads t h a t  

t h e  program was t h e r e  to  a s s i s t  them and not  as  a ges tapo  type program.

4)  Any r e d u c t i o n  in  s t a f f  r e s u l t i n g  from the  s t u d i e s  were a f f e c t e d  

th r o u g h  a t t r i t i o n  and no t  by l a y o f f .

B a r r i e r s  I n c u r r e d  in  Implementing and O p e ra t in g  the  Program

1) Some County-wide e l e c t e d  o f f i c i a l s  saw the  program as a t h r e a t  to  

t h e i r  empire  and t h e r e f o r e  were very  r e l u c t a n t  to have a s tudy performed on

t h e i r  d e p a r tm e n t .  F u r th e r m o r e ,  i f  a s tudy  was com ple ted ,  the  depar tm en t

head fo u g h t  th e  recommendations  of  the  Management A n a ly s i s  D iv i s io n .

2) The d i f f i c u l t y  o f  h i r i n g  q u a l i f i e d  s t a f f  t o  perform th e  s t u d i e s .  

C o n e!u s io n s

The p r o d u c t i v i t y  improvement program in Genesee County has been su c 

c e s s f u l .  I t  has i n c r e a s e d  p r o d u c t i v i t y  in  the  depar tm en t  where s t u d i e s
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have  been made and has r e s u l t e d  in annual c o s t  s av ings  o f  ap p ro x im a te ly  

$2 m i l l i o n .  F u r th e r m o r e ,  i t  has a s s i s t e d  t h e  Board o f  Commissioners  in 

d e t e r m i n i n g  a r e a s o n a b l e  s e r v i c e  l e v e l  fo r  mandated programs.  The only  

p rob lem  i n c u r r e d  was t h a t  the  Commissioners did no t  approve t h e  f u l l  im ple 

m e n t a t i o n  of  s e l e c t e d  s t u d i e s  o f  e l e c t e d  o f f i c i a l ' s  d e p a r tm e n t s ,  due to th e  

p o l i t i c a l  p r e s s u r e  e x e r t e d  by t h e s e  o f f i c i a l s .
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V I I I .

CASE STUDY

A b r i e f  d e s c r i p t i o n  of  th e  County C l e r k ' s  Depar tment and i t s  f u n c t i o n s  

w i l l  be d i s c u s s e d  p r i o r  to  a d i s c u s s i o n  of  th e  methodology t h a t  was used to 

g a t h e r  and a n a ly z e  d a t a .

The County C l e r k ' s  Department i s  r e s p o n s i b l e  f o r  h a n d l in g  and pro

c e s s i n g  t h e  r e c o r d s  o f  b i r t h s  and d e a t h s ,  i s s u e s  m ar r iag e  l i c e n s e s ,  re co rds  

and i n d e x e s ,  assumed b u s i n e s s  names and p a r t n e r s h i p  c e r t i f i c a t e s ,  a cc e p t s  

v a r i o u s  p r o f e s s i o n a l  r e g i s t r a t i o n s ,  and p r o c e s s e s  p a s s p o r t  a p p l i c a t i o n s .

The County C le rk  a l s o  has  c h i e f  r e s p o n s i b i l i t y  f o r  a l l  e l e c t i o n s  in  the  

C oun ty .  The d e p a r tm en t  i s  a l s o  r e s p o n s i b l e  f o r  th e  a d m i n i s t r a t i o n  of th e  

Campaign F inance  R ep o r t in g  Act and a c c e p t s  a l l  l o c a l  f i l i n g s  of  campaign 

f i n a n c i a l  s t a t e m e n t s .  The depa r tm en t  a l s o  r e c o r d s  a l l  documents t h a t  a r e  

p r o c e s s e d  th rough  C i r c u i t  C our t .

The d e p a r tm e n t  employs 46 i n d i v i d u a l s  and i s  d iv id e d  i n t o  four  main 

f u n c t i o n a l  a r e a s .  These a r e  the  a d m i n i s t r a t i v e  u n i t  which c o n s i s t s  of the  

C l e r k ,  h i s  s e c r e t a r y ,  and a d m i n i s t r a t i v e  a s s i s t a n t .  Th is  u n i t  i s  r e spon

s i b l e  f o r  th e  o v e r a l l  s u p e r v i s i o n  of t h e  o f f i c e .  The second fu n c t io n a l  

a r e a  i s  th e  campaign f i n a n c e  and e l e c t i o n  d i v i s i o n s .  This  u n i t  c o n s i s t s  of 

a s u p e r v i s o r  and s ix  c l e r k s .  The prime r e s p o n s i b i l i t y  i s  to  oversee  th e  

e l e c t i o n s  h e ld  in  th e  County and to  a d m i n i s t e r  th e  Campaign Finance 

R e p o r t i n g  A c t .  The n e x t  f u n c t i o n a l  u n i t  i s  the  genera l  d i v i s i o n .  This 

d i v i s i o n  c o n s i s t s  o f  15 employees .  The r e s p o n s i b i l i t i e s  o f  t h i s  d i v i s i o n
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a r e  t o  p r o c e s s  and r e c o r d  b i r t h  and dea th  c e r t i f i c a t e s ,  m a r r i a g e  l i c e n s e s ,  

r e c o r d  and index  assumed b u s in e s s  names and p rocess  p a s s p o r t  a p p l i c a t i o n s .  

The l a s t  d i v i s i o n  o f  th e  County C l e r k ' s  Depar tment i s  th e  l e g a l  d i v i s i o n .  

T h i s  d i v i s i o n  c o n s i s t s  of  21 em ployees .  The primary r e s p o n s i b i l i t y  o f  the 

d i v i s i o n  i s  to  p ro c e s s  and r e c o rd  C i r c u i t  Cour t  r e co rd s  and p ro v id e  s u p p o r t  

t o  th e  Judges  o f  the  C i r c u i t  C o u r t .

O r g a n i z a t i o n  of  the  Study

The s tu d y  was r e q u e s t e d  by Michael J .  C a r r ,  County C lerk  and approved 

by th e  Board o f  Commissioners on September 30 ,  1978.

The o b j e c t i v e  o f  th e  s tudy  was t o  de te rm ine  the  manpower needs o f  the  

d e p a r tm e n t  and to  a s c e r t a i n  i f  p r o d u c t i v i t y  could  be i n c r e a s e d  and th e  c o s t  

o f  o p e r a t i n g  the  d epar tm en t  r educed .

The C o n t r o l l e r ' s  O f f i c e  Management A n a ly s i s  s t a f f  met with  t h e  C l e r k ' s  

O f f i c e  a d m i n i s t r a t i v e  s t a f f  on October  1 ,  1978 to  d e f in e  th e  o b j e c t i v e s  of 

t h e  s tu d y  and o u t l i n e  the  da ta  t h a t  needed to  be c o l l e c t e d  and an a ly zed  

d u r i n g  the  s t u d y .  In a d d i t i o n ,  a meet ing was held  wi th  th e  remain ing  s t a f f  

s u b s e q u e n t  t o  the  above meet ing to  e x p l a i n  the  purpose of  the  s tudy  and how 

i t  would be conduc ted .

The s tu d y  was broken down by d i v i s i o n .  The f i r s t  t a sk  o f  t h e  s tudy  to 

be com ple ted  was to  de te rm ine  how the  work flowed th rough  each d i v i s i o n .  

T h i s  was accom pl ished  by the  use of f low c h a r t i n g  and work s i m p l i f i c a t i o n  

t e c h n i q u e s .  These t e c h n i q u e s  i l l u s t r a t e d  which documents were p ro c e ssed  

t h r o u g h  each work u n i t  and i d e n t i f i e d  the a c t i v i t i e s  t h a t  needed to  be p e r 

formed on each  document dur ing  th e  p r o c e s s in g  p ro c e s s .
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The second t a s k  t o  be com ple ted  was to  de te rm ine  a d e s c r i p t i o n  o f  the  

a c t i v i t i e s  t h a t  each employee pe r fo rm ed  and when t h e s e  a c t i v i t i e s  were p e r 

fo rm ed .  T h i s  t a s k  was accom pl ished  by use o f  an i n t e r v i e w  s h e e t .

The t h i r d  t a s k  was to  i d e n t i f y  how long i t  took to  perform each a c t i 

v i t y  by an employee.  This  was accom pl ished  by having an employee comple te  a 

t im e  l a d d e r  f o r  each day f o r  a s p e c i f i c  p e r io d  o f  t im e .  The purpose  o f  

t h i s  t ime l a d d e r  was t o  have each employee r e c o rd  the  amount o f  t ime each 

employee s p e n t  on each a c t i v i t y  d a i l y .  The t ime l a d d e r s  were comple ted in 

q u a r t e r - h o u r  t ime  segm ents .

The Management A n a ly s i s  s t a f f  o f  the  C o n t r o l l e r ' s  O f f i ce  used work 

sam pl ing  t o  v e r i f y  t h e  r e s u l t s  o f  the  t ime l a d d e r s  p rep a red  by th e  

employees  o f  th e  County C l e r k ' s  Depar tment .  Work sampl ing t e ch n iq u e  i s  

s i m i l a r  t o  th e  t ime l a d d e r  t e ch n iq u e  e x c e p t  the  t e ch n iq u e  i s  performed on a 

random b a s i s .  The work sampl ing was conducted  du r ing  the  same time p e r io d  

as  t h e  com p le t io n  o f  the  t ime l a d d e r s  by th e  employees of th e  County 

C l e r k ' s  Depar tment .

The f i f t h  task- in  the  s tudy  was t o  surmnarize the  d a ta  and de te rm ine  the  

number of manhours ( i n p u t )  t h a t  were needed to  p ro c e s s  the  v a r io u s  docu

ments  ( o u t p u t )  in each d i v i s i o n  and de te rm in e  the  c o s t  a s s o c i a t e d  with each 

document.  A p r e - t e s t  and a p o s t - t e s t  was used to  de te rmine  the  c o s t  o f  

p r o c e s s i n g  documents b e f o r e  and a f t e r  the  s tu d y .  F u r th e rm o re ,  a review was 

made to  d e te r m in e  i f  the  r e s u l t s  of th e  s tudy  had any p o s i t i v e  e f f e c t  on 

t h e  e f f i c i e n c y  o r  e f f e c t i v e n e s s  o f  s e r v i c e  d e l i v e r y  in the  C l e r k ' s  O f f i c e .

The v a r i a b l e s  a s s o c i a t e d  wi th  the  s tudy  were the  in p u t  v a r i a b l e  of  

l a b o r  and th e  o u tp u t  v a r i a b l e  o f  u n i t s  p ro c e s s ed  by each d i v i s i o n .  I f  the
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i n p u t  v a r i a b l e  (manhours) d e c r e a s e d  and t h e  o u tp u t  v a r i a b l e  remained 

c o n s t a n t  th e n  p r o d u c t i v i t y  i n c r e a s e d .  L i k e w is e ,  i f  th e  i n p u t  v a r i a b l e  

rem a ined  c o n s t a n t  and th e  o u t p u t  v a r i a b l e  i n c r e a s e d ,  th e  r e s u l t  was an 

i n c r e a s e  in  p r o d u c t i v i t y .

In  c o n t r a s t ,  i f  t h e  i n p u t  v a r i a b l e  (manhours) i n c r e a s e d  or  remained 

c o n s t a n t  and th e  o u t p u t  v a r i a b l e  (document p ro c e ssed )  remained c o n s t a n t  or  

d e c r e a s e d ,  p r o d u c t i v i t y  would d e c r e a s e .

A n a l y s i s  o f  Data

The number o f  employees  in th e  County C l e r k ' s  O f f i ce  was reduced  from 

46 to  32 .  F u r th e r m o r e ,  p e rsonne l  c o s t s  were reduced from $1 ,131 ,164  to  

$ 7 9 8 ,8 0 7 ,  a s av in g s  o f  $332 ,357 .  The c h a r t  below shows the  imputs and o u t 

p u t s  b e f o r e  and a f t e r  the  s tu d y .
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CHART I

GENESEE COUNTY CLERK'S STUDY 
COMPARISON OF COSTS 

BEFORE AND AFTER STUDY

BEFORE the study (PRE-TEST) AFTER THE STUDY (POST-TEST)

D e sc r ip tio n  of 
F unction

Number of 
Em ployees

Average
H ourly

Wage
R ate

Number 
o f  Hours

T o tal
C osts

Number o f 
Documents 
P ro cessed

U nit
Labor
C osts

Number of 
Employees

Average
H ourly

Wage
Rate

Number o f 
Han-hour$

T o tal
Cost

Number of 
Documents 
P rocessed

Unit
Labor
Cost

Campaign F in an ce
E le c tio n s
Legal
6ener* l
A(kn1n1 s t r a t i  on

i
4

21 
15 

__ 3

4 12 .90
12 .80
11.51
14.99

5,502
7,336

38,514
27.580

1 70.976
93,901

443,296
412,375
110,616

612
4

7,887
20,559

S 115.97 
2 3 ,4 2 5 .2 5  

56.21 
20.06 

N/A

2
3

14
10

3

$12.90
12.80
11.51
14.99

3,668
5,502

25,676
18,340

$ 47,317 
70,426 

295,531 
274,917 
110,616

701
4

7,849
21,772

$ 67.50 
17,606 . 50 

37.65 
12.63 
N/A

TOTAL 46 $1 ,1 3 1 ,1 6 4 32 $798j807

From th e  d a ta  shown In Char t  I ,  the  fo l l o w in g  o b s e r v a t i o n s  can be made:

1) P r o d u c t i v i t y  was i n c r e a s e d  in th e  Campaign F inance  D i v i s i o n ,  

b e c a u s e  th e  number o f  man-hours ( i n p u t )  was d ec rea se d  from 5,502 pe r  y e a r  to  

3 ,6 6 8  p e r  y e a r ,  w h i le  the  number of campaign f i n a n c e  documents (o u tp u t )  

i n c r e a s e d  from 612 t o  701. F u r th e rm o re ,  th e  u n i t  c o s t  was reduced  from 

$115 .97  p e r  document p ro c e ssed  to  $67.50 pe r  document p ro c e s s e d .

2) There  was th e  same number o f  e l e c t i o n s  he ld  b e fo re  and a f t e r  the  

s t u d y .  However,  t h e  number o f  man-hours  ( i n p u t )  needed to  conduct  t h e  above 

e l e c t i o n s  d e c r ea se d  from 7,336 b e fo re  th e  s tudy  to  5,502 a f t e r  the  s t u d y .  

T h i s  r e s u l t e d  in  an i n c r e a s e  in  p r o d u c t i v i t y  s in c e  the  o u t p u t  (number of  

e l e c t i o n s )  remained c o n s t a n t  whi le  the  number of man-hours ( i n p u t )  t o  con

d u c t  t h e  same number of  e l e c t i o n s  was reduced  from 7,336 to  5 ,502 .
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3) The p r o d u c t i v i t y  a l s o  i n c r e a s e d  in  th e  Legal D i v i s i o n .  The number 

o f  l e g a l  documents ( o u t p u t )  d e c r e a se d  from 7,887 documents b e f o r e  th e  s tudy  

t o  7 ,849  documents a f t e r  the  s t u d y .  However,  the  number o f  man-hours  

( i n p u t )  needed to  p r o c e s s  th e s e  documents d e c r ea se d  more.  The number o f  

m an-hours  were reduced  from 38,504 b e f o r e  th e  s tudy  to  25,676 a f t e r  the  

s t u d y .  F u r th e r m o r e ,  t h e  u n i t  c o s t s  were reduced  from $20.06  p e r  document

p r o c e s s e d  to  $12 .63  p e r  document p r o c e s s e d .  The r e s u l t  was an i n c r e a s e  in 

p r o d u c t i v i t y  s i n c e  th e  number o f  man hours  ( i n p u t )  d e c r ea se d  more than  the  

d e c r e a s e  in  th e  number o f  documents ( o u t p u t )  p r o c e s s e d .  In a d d i t i o n ,  th e  

u n i t  l a b o r  c o s t  was d ec rea se d  from $20.06 to  $12.63 p e r  document p r o c e s s e d .

4) The General  D iv i s io n  o f  the  C l e r k ' s  O f f i c e  a l s o  shows an i n c r e a s e  

i n  p r o d u c t i v i t y .  The number o f  man-hours ( i n p u t )  was reduced  from 27,570 

h o u r s  b e f o r e  the  s tudy  to  18,340 hours  a f t e r  the  s tu d y .  The number o f  

documents  p ro c e s s e d  i n c r e a s e d  from 20,559 b e fo re  the  s tudy  to  21,772 a f t e r  

t h e  s t u d y .

The above a n a l y s i s  su p p o r t s  the  h y p o th e s i s  t h a t  i n c r e a s e s  in p roduc

t i v i t y  can r e s u l t  in  c o s t  r e d u c t i o n s  in l o c a l  government .  The o u tp u t  u n i t s  

i n c r e a s e d ,  remained the  same, or  dec rea sed  s i g h t l y ,  w hereas ,  t h e r e  was a 

s u b s t a n t i a l  d e c r e a se  in man-hours ( i n p u t  u n i t s ) .  A lso ,  the  u n i t  l a b o r  c o s t  

was reduced  in  each s i t u a t i o n .

F u r t h e r m o r e ,  t h e r e  were no c o m p l ia n t s  from c i t i z e n s ,  j u d g e s ,  o r  a t t o r 

neys  t h a t  used the  County C l e r k ' s  s e r v i c e s .  Nor were t h e r e  any long l i n e s  

o f  t h e  above i n d i v i d u a l s  w a i t in g  to  be s e r v i c e d  by th e  County Clerk  p e r s o n 

n e l .  T h e r e f o r e ,  i t  has to  be assumed t h a t  t h e r e  were no n e g a t i v e  e f f e c t s  on
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t h e  e f f i c i e n c y  and e f f e c t i v e n e s s  of  the  d e l i v e r y  of  th e  C l e r k ' s  s e r v i c e s .  

However,  t h e r e  was no su rvey  conduc ted  w i th  th e  c i t i z e n s ,  j u d g e s ,  or  a t t o r 

neys  t o  a s c e r t a i n  i f  t h e r e  was a p o s i t i v e  e f f e c t  on th e  e f f i c i e n c y  or 

e f f e c t i v e n e s s  o f  th e  County C l e r k ' s  s e r v i c e s .

The nex t  s e c t i o n  a d d r e s s e s  the  c o n c l u s i o n s  drawn from t h i s  paper  and 

d i s c u s s e s  some o f  th e  p r o s p e c t i v e s  o f  p r o d u c t i v i t y  in  the  1 9 8 0 ' s .
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IX.

CONCLUSIONS

The problem fa c e d  by p u b l i c  a d m i n i s t r a t o r s  today  i s  t h a t  th e  c o s t s  of 

p r o v i d i n g  s e r v i c e s  to  the  p u b l i c  have i n c r e a s e d  d r a s t i c a l l y ,  whereas 

r e s o u r c e s  t o  f i n a n c e  t h e s e  s e r v i c e s  have d i m in i s h e d .  T h is  pap e r  has p r e 

s e n t e d  a v i t a l  a l t e r n a t i v e  to  th e  p rob lem ,  by c i t i n g  examples showing t h a t  

i n c r e a s e s  in  p r o d u c t i v i t y  can r e s u l t  in  c o s t  r e d u c t i o n s  in l o c a l  govern

ment .

The r e s e a r c h  and the  da ta  c o l l e c t e d ,  a n a l y z e d ,  and used in t h i s  paper  

s u p p o r t s  t h e  above h y p o t h e s i s .  This  pap e r  has shown t h a t  p r o d u c t i v i t y  

improvements  and c o s t  r e d u c t i o n s  can be a ch iev ed  in v a r io u s  types  of  loca l  

g ove rnm en t ,  under d i f f e r e n t  types  o f  o r g a n i z a t i o n a l  a r rangem en ts  and in 

d i v e r s e  p o l i t i c a l  en v i ro n m en ts .  I t  a l s o  has shown t h a t  p r o d u c t i v i t y  impro

vements  were ach ieved  in v a r io u s  ty p e s  o f  m unic ipa l  s e r v i c e s  and the  

methods  used to  a ch ie v e  th e  p r o d u c t i v i t y  improvements ranged from r e o r g a 

n i z i n g  a depa r tm en t  t o  th e  s tudy  of  i n d i v i d u a l  employee p o s i t i o n s .  F i n a l l y ,  

i t  has shown t h a t  i n c r e a s e s  in p r o d u c t i v i t y  can have a p o s i t i v e  e f f e c t  on 

t h e  e f f i c i e n c y  and e f f e c t i v e n e s s  of  p r o v i d i n g  s e r v i c e s  to  the  p u b l i c .  For 

exam ple ,  t h e  rev iew o f  th e  C i ty  o f  D a l l a s  p r o d u c t i v i t y  improvement program 

i n d i c a t e d  t h a t  a c i t y  p r o f i l e  survey  i s  c a r r i e d  ou t  a n n u a l ly  by the  O f f i ce  

o f  Management S e r v i c e s .  A p o r t i o n  o f  the  survey  q u e s t i o n n a i r e  d ea l s  with 

c i t i z e n s '  a t t i t u d e s  and e x p e r i e n c e s  towards  v a r io u s  c i t y  programs and s e r 

v i c e s .  The r e sp o n se s  to  th e se  q u e s t i o n n a i r e s  i n d i c a t e  t h a t  g e n e r a l l y  the  

c i t i z e n s  o f  D a l l a s  a r e  s a t i s f i e d  with  the  s e r v i c e s  and th e  l e v e l  of s e r -
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v i c e .  I n f o r m a t i o n  o b t a i n e d  on th e  D a l l a s  p r o d u c t i v i t y  program i n d i c a t e s  

t h a t  th e  o f f i c i a l s  o f  th e  C i ty  f e e l  t h a t  the  p r o d u c t i v i t y  improvement 

program has  a p o s i t i v e  e f f e c t  on th e  e f f i c i e n c y  and e f f e c t i v e n e s s  o f  p r o 

v i d i n g  s e r v i c e  d e l i v e r y  s i n c e  the  annual survey  d id  no t  i n d i c a t e  o t h e r w i s e .

Even though th e  l i m i t a t i o n s  o u t l i n e d  in S e c t io n  V did  e x i s t ,  they  

were no t  s u b s t a n t i a l  enough to  impede t h e  im por tance  and th e  p o s i t i v e  

c o n t r i b u t i o n  o f  th e  p a p e r .

There  w i l l  be many c h a l l e n g e s  f a c i n g  the  p u b l i c  o f f i c i a l  in lo c a l  

government  in  t h e  8 0 ' s .  The c u r r e n t  e r a  i s  a p e r io d  o f  c u t -b a c k  management 

and program e n t r e n ch m e n t  in lo c a l  government due to  th e  s c a r c i t y  of  r e s o u r 

c e s  t o  f i n a n c e  t h e s e  programs and s e r v i c e s . *  Fu therm ore ,  the  t a x  l i m i t a t i o n  

movements p r o v id e  e v id en c e  t h a t  t h e  t a x p a y e r s  do no t  want t h e i r  t a x e s  

i n c r e a s e d  t o  f i n a n c e  t h e  above s e r v i c e s .  T h e r e f o r e ,  the  p u b l i c  o f f i c i a l  

w i l l  be f o r c e d  to  t u r n  to  improvements in  p r o d u c t i v i t y  in o r d e r  to  r e s o l v e  

t h e  above c r i s i s .
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FOOTNOTES

1 .  M ar t in  D. Hanlon ,  P u b l i c  S e c t o r  P r o d u c t i v i t y  in  an Era of 
E n t r e n c h m e n t " ,  N a t io n a l  P r o d u c t i v i t y  Review, Vol.  1 . ,  No. 1, Winter 
1 9 8 1 -8 2 ,  pp .  100-109.
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