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SYNOPSIS

The City of Montgomery embraces the High Performance Organization model of simultaneously providing outstanding customer value, high product and service quality in a sound financial manner to its residents, businesses and visitors.  A culture of innovation and continuous improvement is critical to being successful as a high performance organization.  As part of the experience, a work culture has been developed that focuses on employee engagement, leadership, accountability and a culture of innovation.  The City of Montgomery has established a clear mission of “Taking Responsibility Together to Provide Superior Services” with Value statements, employee expectations and an organizational leadership philosophy that emphasizes a commitment to responsive, high quality service, employee leadership at all levels of the organization, decision making based on creative problem solving, collaboration, continuous improvement, and stewardship of the entire organization.  The City of Montgomery’s pursuit of innovation and a system of continuous improvement has yielded significant savings financially and improved service quality.

In 2006, the City of Montgomery approached a local company, TechSolve, to help provide the City of Montgomery with tools for success and to help it jumpstart innovative thinking.  They worked with the City’s Efficiency and Effectiveness Team; a cross-departmental team of employees focused on city-wide performance measures and process improvement, to apply a consistent and standard approach to process redesign and continuous improvement.  TechSolve utilized the train-the-trainer method to build an internal continuous improvement competency within the City.  They led the members of the Efficiency and Effectiveness Team through three pre-selected process improvement exercises utilizing LEAN, a technique designed to look at all activities in a chosen process and eliminate or reduce any activity that does not add value.  TechSolve facilitated the first review and gradually transferred facilitation to the Efficiency and Effectiveness Team members to build confidence, transfer the necessary skills and ultimately pave the way for future success.  After the third process review effort, the City of Montgomery had a cadre of skilled staff members who could lead any process improvement effort in the City.  The cost of the training was $18,500 which consisted of three days of professional development.  The improvements that have materialized as a result of LEAN have saved more than the initial cost of the training.
LEAN process improvement focuses on three objectives: reduce cost, improve quality and improve service delivery.  LEAN does not advocate to “throw” money or additional labor at a problem, nor does it look to eliminate employees.

A LEAN tool called Value Stream Mapping focuses on exactly the task of reducing cost, improving quality, and improving service delivery.  There are seven components of a LEAN process review utilizing Value Stream Mapping.

1. Determine who the customers are, both internal and external.

2. Determine the scope of your process including agreed upon starting and ending points.
3. Document each step in detail.

4. Indicate the task touch time and lead time.

5. Analyze each step and identify each as value added, non-value added, or non-value added but necessary, such as a step that may be required through a current system, statute, or law.

6. Create a future state map.  This map is what the process should look like in six to twelve months after incorporating the improvement ideas and eliminating non-value added steps. 

7. Create an implementation plan which includes a list of tasks, projected task timeframe, and the responsible person for each task 

Utilizing the LEAN process improvement skills, the Efficiency and Effectiveness Team embarked on a journey of improvement and innovation throughout the City.  Each process review was facilitated by a member of the Efficiency and Effectiveness Team along with one or two process owners and a person who is totally removed from the process.  This mix has proven effective because it brings many perspectives and creates innovative thinking by soliciting ideas from people who have fresh eyes on the inner workings of the process and ultimately creates a better future state and higher quality customer service.  Some examples of process improvements include the review of the City’s downtown holiday lighting, fire hydrant maintenance, cemetery management and changes to snow removal operations based on a regional shortage of deicing rock salt.
Downtown Holiday Lights

Residents frequently praise the holiday lights in the downtown district and enjoy the ambiance they bring to the season, but it requires many hours of hard work by the Public Works staff to make this a reality.  The Public Works department staff knew they spent many weeks testing, transporting and installing the lights but could not quantify the exact number of hours devoted to the task and knew there had to be a more efficient and cost effective way to accomplish it.  In the fall, the lights would be unpacked and tested.  If the lights did not work, the employees would test each bulb until the fault was found.  In addition, duplicate work was being done such as putting the lights on a large spool and then transferring them to a smaller spool while removing them from storage and placing them on a truck.  A team of employees reviewed the entire holiday lighting process focusing on the amount of time spent on inspecting, installing, and storage of the holiday lights.  
After reviewing the process it was discovered that approximately 2,730 hours were devoted to the entire process from removing lights from storage to placing them back in storage at the end of the season.  The Public Works staff was surprised at the number of hours, as they could now see how much time and effort were used to duplicate several steps of the process with nothing to show for it but wasted time and opportunity.

As a result of the process review, each strand of lights is tested when they are taken down at the end of the season.  If the strand does not light, it is set aside for recycling and replacement strands are purchased for the following season.  In addition, lights are spooled so they can be placed directly on the truck.  These simple changes in procedure have saved more than 2,400 man hours representing a reduction of 88%.  This was a real eye-opener for the few who held on to the belief that “we’ve always done it this way and it works, why change?”  

Fire Hydrant Maintenance

Fire hydrant maintenance and painting was a laborious and time-consuming chore for the firefighters.  After viewing the success of the holiday light process, the firefighters were eager to see if they could achieve similar results in their process.
This process improvement quickly expanded as the review team realized that they were dealing with three “mini” processes rather than one conventional process.  The team broke down the three processes as hydrant repairs, spring and fall maintenance, and hydrant painting.  An employee outside the department suggested combining the spring and fall maintenance list with the hydrant painting list which resulted in less man hours and also allowed firefighters to complete the painting task in the cooler time of the year rather than the heat of mid-summer.  As a result, the amount of time to repair a fire hydrant was reduced from six weeks to one week, ensuring hydrants were available during emergencies by having these hydrants repaired and returned to service as quickly as possible.
Cemetery Management

Approximately 15 years ago the City of Montgomery took ownership of a cemetery located within its jurisdiction.  Cemetery records that were provided to the City when ownership was transferred were on index cards, many of which were several decades old and oftentimes containing inaccurate information.  As the City expanded the number of burial plots and started to sell these it became apparent that a better record-keeping system was needed.  In addition, the group that handled the actual burial did not understand what took place between the initial notification from the funeral home and the plot sales, transfers or other administrative tasks required before burials could be scheduled.  This was probably our most unique process, as once we began, we realized that the issues did not fit into the “normal” process improvement charting.  The group decided to use “traditional” charting which ultimately worked great for this process.  
The team researched many record management systems and was able to find an option that was cost effective and provided for a GIS survey of the cemetery to ensure that the plot locations are correct and that they match the cards on file.  It also provided an electronic database that could store the GIS and plot information for quick search and verification.  By having a global understanding of the process by all employees involved with managing the cemetery, all staff are better prepared to answer questions and manage a sensitive process in the most efficient and effective manner for the customer.
Deicing Rock Salt Shortage

The flywheel of success has been turning as a result of the positive outcomes from the formal process reviews conducted by the Efficiency and Effectiveness team.  This process has also led to further innovation, cost savings and improved service, with a notable example involving the change in deicing rock salt use during the winter of 2008-2009.

During the fall of 2008 the City of Montgomery was facing a 172% increase in the cost of road salt with a severe shortage of supply in the region.  The residents and businesses were generally satisfied with snow removal in previous years.  The challenge was how to maintain levels of service that were acceptable and expected when rock salt prices rose from approximately $46 to $125 per ton and was compounded by a limited regional supply of deicing rock salt.


The solution for the City of Montgomery was a team effort from the most novice, front-line employee to the executive level and involving creative problem solving from many different perspectives.  Everyone was educated on the matter and was committed to meeting the challenge in the most innovative way possible given the short timeframe between recognition of the problem and snow removal operations.

Executive level discussions occurred between the Public Works Director, City Manager and Law Director.  Due to pricing and uncertainty, executive level staff recognized that a change in the action plan was necessary and chose to allow the action plan review to be completed by those most familiar with snow removal --- the front-line staff.  At the department level, work began to strategize the operational changes necessary to meet the needs of external customers and internal stakeholders.  These stakeholders included the Public Works Department, Communications Director, Customer Service department staff, and the Police and Fire Departments.  Each department had a meeting at the unit level among front-line staff where the solutions and action steps were identified and possible solutions recommended.

The plan that was developed included innovative strategies such as better route management, coordination with the local school district to ensure that plow routes coincided with bus routes, testing with salt brine, plowing at lower snow accumulation thresholds and salting less, and purchasing additional plows for light duty trucks that could plow side streets, allowing larger trucks to focus more time on major thoroughfares.  In addition, enhanced notification procedures were developed to inform the community of the shortage and the steps that were being taken to address the situation and to ensure them that their safety was a paramount concern to the City.  This was a continuous, multifaceted process designed to reassure the residents that despite media reports to the contrary, our crews would be prepared and equipped for snow removal operations.
The communication plan consisted of monthly updates in the City newsletter throughout the winter, a detailed postcard mailed to all city residents, describing the plans for snow removal operations and what to expect during the 2008-09 winter. Pre-written Emergency Communications Network CodeRED (reverse 911)  notifications were prepared  for dissemination to all residents and businesses during snow emergency declarations.

Following the last snowfall of the season, the Public Works staff surveyed the residents through Peak Democracy’s Open City Hall public forum and general citizen feedback forms on the City web site.  Staff reviewed the number of calls and messages left on the snow hotline.  A significant majority of responses were generally positive.  The few negative responses were from citizens who did not live in the City of Montgomery or were commenting about roads serviced by other communities or public agencies.  In addition, the snow hotline significantly reduced the number of calls to the customer service department during winter storms allowing them to concentrate on other tasks.  A notable outcome was a reduction in salt use of 300 tons resulting in a savings of $40,000, the development of a model for future crisis matters and the developed confidence and core abilities in key staff members to face a crisis and work through issues in an organized manner.
INNOVATION AND CREATIVITY
The organization was improved by having a dedicated group of employees who are considered subject matter experts of the LEAN process improvement technique and who can facilitate a process review in any department in the organization.  Momentum was gained with the success of process reviews and an emphasis has been applied to the values, employee expectations and leadership philosophy that emphasize a commitment to responsive, high quality service, employee leadership at all levels of the organization, decision making based on creative problem solving, collaboration, and continuous improvement and stewardship of the entire organization.  
The successes of the LEAN process reviews also led to successful management of a potential crisis of a shortage of deicing rock salt.  A core team of front-line employees utilized some of the LEAN techniques to create a solution that involved input from employees in all departments and developed a model for future crisis matters and built their confidence and core abilities.

TechSolve worked with a team of employees to apply a consistent and standard approach to process redesign and continuous improvement.  They utilized the train-the-trainer approach to build an internal continuous improvement competency within the City.  TechSolve led the members of the team through three pre-selected process improvement exercises utilizing LEAN.  TechSolve facilitated the first review and gradually transferred facilitation to the Efficiency and Effectiveness Team to build confidence and ensure success.
A product called Open City Hall by Peak Democracy was used to gain feedback on the snow removal changes made as a result of the deicing rock salt shortage.  Open City Hall is a convenient and easy to use online forum that can be used by residents to provide feedback to questions that are posted on the City’s website allowing participants to post their response and read responses from other participants as well.
CodeRed, a reverse 911 system provided by Emergency Communications Network is a high volume - high speed Communication Service available for mass Emergency Notifications.  This system was used to notify residents of the declaration of snow emergencies resulting in quicker removal of parked cars from public streets allowing for higher quality snow removal operations.
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CITIZEN OUTCOMES
The community has an expectation that the employees of the City of Montgomery will be stewards of the City budget and strive to provide the best service possible at the best value.  To meet this expectation, the City expects each employee to be stewards of the entire organization, seek to continuously improve services and look for innovative solutions to the challenges that we face.  The LEAN training from TechSolve gave the employees the tools to look at work processes with a critical eye and find the opportunities for improvement that do not always require a budget expenditure.  The most impactful example of this is with the management of the deicing rock salt supply shortage and the subsequent savings of $40,000, critical process improvements and enhanced lines of communication among City staff and residents.

APPLICABLE RESULTS AND REAL WORLD PRACTICALITY
LEAN is a simple process that can be applied to any process in any department in local government.  In the case of the City of Montgomery, the initial training took place over three days which took the employees from the ground level to being able to independently facilitate a process in review in any department.  The initial cadre of employees trained in LEAN is now planning on training other employees so a process review can be conducted during any shift by any employee educated in LEAN.  Below is a list of measured outcomes as a result of using LEAN and the culture of continuous improvement LEAN has helped to create.
Downtown Holiday Lights

· Outcome: Savings of more than 2,400 man hours.
· Cost: 50 hours of employee time (4 process reviewers and 1 facilitator at 10 hours each)
Fire Hydrant Maintenance

· Outcome: Fire hydrant maintenance reduced from six weeks to one week ensuring hydrants are available during an emergency by having them repaired and returned to service as quickly as possible.
· Cost: 56 hours of employee time (3 process reviewers and 1 facilitator at 14 hours each)
Cemetery Management

· Outcome:  While this process review did not result in direct time or money savings, it did result in a better understanding of the responsibility each person has, better service to the customer and less confusion for our external and internal customers by having more accurate and accessible records of burial plots.
· Cost: 50 hours of employee time (4 process reviewers and 1 facilitator at 10 hours each). In addition, $4,000 for electronic record keeping program and GIS mapping of burial plots.

Deicing Rock Salt Shortage
· Outcome:  Reduction of 300 tons resulting in a savings of $40,000.  In addition, Montgomery residents were better informed and not impacted as much  by the information and “hype” communicated by the media that road conditions would be less than satisfactory due to the rock salt shortage and price spike.  Follow up surveys through Open City Hall indicated that residents were satisfied with the snow removal efforts.
· Cost: 100 hours of employee time distributed throughout the organization during different meetings. In addition, $1,750 for the cost of postcard mailers and postage and the installation of a telephone hotline.
CASE STUDY PRESENTATION
It is anticipated that the case study presentation would consist of a PowerPoint presentation, a small amount of handout materials and a short video.  A live demonstration may be conducted depending on the time allotted.
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