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EXECUTIVE SUMMARY

Local governments in Minnesota are under
pressure. Demands for public service continue to
grow, while their primary sources of revenue
have not kept up. Local govemments have often
responded by cutting services and raising taxes
and fees, thus giving citizens less for more. At
the same time, citizens are more concemed about
the effectiveness of local services. What is the
value received for dollars spent?

For the past 20 years, the Citizens League has
been among the voices suggesting there is an
alternative, namely to redesign service delivery
and government structures. In 1991, the Citizens
League convened a study committee to revisit
public service design and to examine how local
governments organize and deliver their services.

Over a four-month period, we heard from many
people who offered their thoughtful perspectives
on how local governments organize and deliver
services. We saw many good examples of local
governments doing things well. Talented man-

agers and far-sighted elected officials work
together to launch innovations, create incentives
for employees and managers and provide choices
to consumers and officials. Individuals and

neighborhood groups make smart choices and
help guide officials in designing services.

Clearly, though, these things are not happening
everywhere. What are the impediments to local
governments doing things differently and better?
Here are some key barriers:

. Misplaced incentives and
motivation. Local officials often work
in a system of motivation and reward in
which incentives are absent or encourage
the wrong result. For example, if
officials don't spend their entire budgets
by year end, they may not carry over the
surplus to future years or invest it to
improve service. They may see their
budget cut in the next year.

. Lack of flexibility. Local officials
often lack flexibility in identifying their

responsibilities and how to best carry
them out. This is seen when the state
delegates service responsibilities to local
governments in a way that emphasizes
complying with a detailed prescription for
how things are to be done, rather than a
shared vision of what should be
accomplished.

. Lack of evaluation. They may often
lack a formal way of measuring and
evaluating the outcomes of services and
sharing that information with citizens.

. Lack of opportunities for citizen
involvement. Citizens, in tum, lack
tools and opportunities to hold local
governments accountable and to
encourage innovative approaches to
service delivery.

RECOMMENDATIONS

CREATE NEW OPTIONS FOR
MANAGING SERVICE BUDGETS

We recommend:

) Local governments, neighbor-
hoods and individuals should have
additional opportunities to manage
service budgets as a means of
improving service delivery.

Our premise is that, in many cases, dollars now
spent for services can be spent in different ways
to improve the delivery of services. We assume
that the changes would have to be budget-neutral.

In our view, introducing these options, even if
they were rarely exercised, would create signifi-
cant incentives for local officials to improve
services because they will want to keep people
satisfied within the system.



e

|

vi

These new opportunities can take place on several
levels. For example:

. Local governments should be given
increased options for managing funds
now designated for a certain service and
controlled by other units of government.
The local government, working closely
with citizens, would design the service,
select the vendor and manage the service
budget.

The transit programs developed by Maple Grove
and other suburbs provides a good example of
how local governments can develop a new rela-
tionship with a regional operating agency such as
the Metropolitan Transit Commission. The close
involvement of citizens helps it work.

Another example might involve cities receiving a
budget with which to buy certain criminal justice
services now provided by their local county.
Cities might continue to use the local county as
the vendor. But, maybe they would see if other
counties could provide the services on a more
effective or more economical basis.

. Neighborhood-level organizations should
be given options for managing the funds
designated for a certain service, including
the authority to design the service and
select the vendor.

In past reports, the League has recommended that
cities foster the development of neighborhood
service delivery models. Now we propose that
neighborhoods should be able to petition a local
govemment for the opportunity to manage part of
a local service budget.

The issue here is whether neighborhoods could
provide the service better or could buy it better
than the city is already doing. Our committee
heard from the Whittier Alliance (of Minneapolis)
about its ideas for taking the money now spent on
Whittier Park and using it to design and provide
park programs. Perhaps the neighbors would
develop a contract with the Park Board or
consider other vendors. Perhaps volunteers
would take some responsibilities for organizing
programs and maintaining the park.

Creating opportunities for such neighborhood-
based initiatives requires some rules or structure;
obviously not just anyone can come in to scoop
up some money. However, if this option will be
useful, then the local govemnment can't be a gate-
keeper with all authority for approving or
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rejecting the neighborhood's proposal. Dne
approach would be for the Legislature to identify
ground rules for a viable proposal.

. Individuals should be given options| for
taking funds designated for a certain
service and managing a budget wherg the
individual has designed the programand
selected the vendor.

An example of this approach is the Dakota
County account management program for famjlies
of persons with developmental disabilities,
described in Chapter 2 of this report.

DEVELOP PUBLIC SERVICE
ENTERPRISES

One of the most significant ways of expangling
choices for elected officials is to reinforce] the
fundamental distinction between local govem-
ments deciding and doing. We propose to create
new opportunities for local governments to shed
some of their operating responsibilities|(and
operate as sophisticated buyers of services.

We recommend:

0 Local governments should | be
authorized and encouraged| to
transform their operating burg¢aus
into enterprises.

A local govemment unit, such as a city or county
public works department, could be transformed
into a public service enterprise. In tum, city
councils or county boards could enter into a
contract for services with the new entities| In
addition, the new enterprise could market its
services to other cities, counties or school
districts in the area.

Transforming government departments |into
enterprises builds on examples already in plage of
governments buying services from each other.
For example, the city of Roseville maintains the
grounds at the schools in the Roseville district.
This is a very good example of how schpols
could use different approaches to organizing
those administrative and support services that are
outside their core responsibility of instruction.

The purpose of creating this contracting option
(or any contracting option) is not to pay les$ for
services but to provide services more effectiyely.

—
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In setting up enterprises, local governments
should give them additional flexibility and signifi-
cant responsibility. Thus, to the extent that civil
service systems or procurement requirements
create obstacles to effective operation, enterprises
should be freed from those constraints.

In developing contracts, the local governments
should set performance measures and provide
incentives for superior results. Our goal is that
local governments could choose from several
competing enterprises (or other local govern-
ments) in carrying out their functions.

There are several interesting examples in Great
Britain and the United States of transforming
government operations into enterprises. During
the 1980s, the Conservative government in Great
Britain began to transform large portions of the
public service bureaus into self-contained
agencies. These agencies are to be headed by
strong executives with broad discretion over
staffing and budgets and clear performance
targets.

We see several advantages of this approach:

. Creating these enterprises would allow
city councils and county boards to shed
some of their operating responsibilities
and focus their work on policy making.
At the same time, they would have a
choice of competitive providers.

. Because they have to earn their budget,
managers and employees of these
enterprises would have incentives to
adopt a customer-service orientation.

ALLOW LOCAL GOVERNMENTS
TO CHOOSE RESULTS-BASED
REGULATION

In many service areas, local governments are the
final delivery point in a state-local service system.
Over the years, a complex system of mandated
procedures has been instituted in some of these
areas. For example, if a county is providing
services to a child with developmental disabilities
and severe behavior problems, it goes through a
series of planning processes to develop different
individualized plans for the child's special needs.

Because of this focus on process -- doing things
right, less attention is paid to results -- doing the
right thing. In cases where local government is

carrying out those shared responsibilities
(including most mandates), we propose giving
those units significant flexibility to craft a new
kind of relationship with the state.

We recommend:

O Local units of government and
state agencies should develop
contract relationships that focus
on results. Such agreements
would give the local unit
significant flexibility for how it
reaches those goals.

The local unit and the responsible state agency
could negotiate a contract which would specify
performance standards and expected results. Our
recommendation is similar to the social services
contracting proposal introduced in 1992 by
Representative Wayne Simoneau and Senator
Don Samuelson. The Legislature passed that bill,
an initiative of Anoka County. o

Social services provide the clearest example of
where results-based regulation might apply.
However, there are many other possible examples
in areas such as education, licensing and inspec-
tion functions. For a variety of service areas,
local government should be given a choice.
Either they can work under the current regime of
administrative rules or a more "entrepreneurially-
friendly" system based on performance standards
and results.

CREATE A "VALUE FOR MONEY"
AUDITING FUNCTION FOR LOCAL
GOVERNMENTS

The state should fill a gap in its performance
auditing capabilities. No office is charged to
evaluate the performance of local governments.
The State Auditor conducts or supervises
financial audits of local governments. The
Legislative Auditor evaluates programs of state
agencies and audits their books.

We recommend:

o The Legislature should direct the
the Legislative Auditor or the
State Auditor to develop and
implement a program of value for
money auditing of local
governments.
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GOVERNMENT AUDITING
RESPONSIBILITIES

Local State
| govemment | govemments

Financial audits | State Auditor | Legislative

Auditor
Performance/ " Legislative
program Auditor
evaluation o

This office would assemble data produced by
local units and develop comparative statistical
profiles. These would make "Truth in Taxation"
hearings a much more meaningful exercise
because citizens would have reliable information
comparing their local units with others.

The office would also conduct in-depth studies.
For example, one year it might examine how well
local governments are operating their hospitals
and nursing homes or diversion programs for
juveniles. We think that directing an existing
office to expand its role into local government
performance reviews would provide invaluable
assistance to the Legislature, local governments
and the citizens of the state.

The Audit Commission of Great Britain provides
a model for how a program of performance
auditing can be valuable. The Commission's
philosophy is to help local units improve "value
for money."

Each of our recommendations for redesigning
services assumes that citizens and their local
officials will have good information about what
services are provided, the costs of services and
the quality of the outcomes, and are able to
compare that information with what is done in
other cities or counties. For example: local
governments maintain thousands of miles of
streets, and their crews patch thousands of
potholes each year. Information will be needed to
determine when a neighborhood-based proposal
to manage street maintenance should be
approved, or to help a local government compare
proposals from pothole patching enterprises.

We recommend:

) The Legislature should direct
development and implementation
of a performance accounting
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system to be used by logal
governments.

Soon after a local government performapce
auditing function is launched, we expect that|the
auditors will find that the information genergted
by local governments on how they perform their
functions is inadequate to make the usg
comparisons that we want to see. School districts
and counties have long used uniform, m
dimensional financial accounting and repo
systems with a standard chart of accounts. They
now need to build on to that structure a standard
method of measuring spending on inputs (lapor,
trucks, blacktop, etc.) and linking that info
tion with results (500 square feet of pot

local government performance. W
program results are known, the public won't have
to wait for sporadic investigative reports i

programs for sex offenders are workin
whether job training programs are placing clif
in well-paying jobs. Programs that are de
strated to be effective should have an easier
getting their budget requests approved.

Turning the quality spotlight on local govg
ments means identifying problems but p
celebrating successes. We suggest
Minnesota establish an award for local govg
ments that achieve excellence in delivering
arranging local services. Like the Malgolm
Baldridge award given for excellent qualifly in
private industry firms, a state award could jbe a
powerful extemal incentive for local governmjents
to excel.

In addition, it would be desirable for the stae to
actively disseminate information about high-
quality operations. Working with the vanious
associations of local governments, it could egtab-
lish a clearinghouse for sharing ideas and for
providing technical assistance to help lpcal
governments improve their use of contragting
options, develop better outcome measuremenf and
evaluation systems.




INTRODUCTION

Local governments in Minnesota are under pressure. Demands for public service continue to frow,
while their primary sources of revenue can not keep up. Local governments have often responded by
cutting services and raising taxes and fees, thus giving citizens less for more.

For the past 20 years, the Citizens League has been among those suggesting there is an alternative:
redesign service delivery and government structures. 1992 marks the 40th anniversary of the
establishment of the Citizens League. It also marks the 20th and 10th anniversaries, respectively, of
two seminal Citizens League reports on designing services.

In 1972, the League issued a report entitled Why Not Buy Service? That report said that the primary
role of government is deciding that a service should be provided, whether government should be the

operator of that service was a separate issue. We advocated that government become a skillful
purchaser of services.

Ten years later, the League issued a report entitled A Positive Alternative: Redesigning Public Service
Delivery. In it, we advocated a series of changes to the service delivery system to provide more value
and satisfaction for the money spent. For example, we said that governments should allow providers of

service to operate more as entrepreneurs in a competitive environment, not as sole suppliers of service
in a monopoly environment.

Our 1982 report was written as the state was emerging from a series of budget crises in the early 1980s.
Thus, concemns about the fiscal pinch on the public sector and its productivity and effectiveness are
certainly not new issues. However, Minnesota's current fiscal problem makes them more urgent. In
1992, the Minnesota Legislature faced a revenue shortfall of about $569 million. This came on top of a
shortfall of $1.1 billion in setting the 1992-93 biennial budget. Recent projections of shortfalls in the
1994-95 biennium range from $900 million up to $1.5 billion. This imbalance of revenues and

spending is only partly the result of a weakened economy; the state must deal with other structural
problems.

In 1991, the board of the Citizens League convened a study committee to revisit public service design
and to examine how local governments organize and deliver their services. It directed the committee to
consider three specific approaches:

. centralizing services or possibly combining local units of government,

. decentralizing service delivery responsibilities to a neighborhood or other smaller unit
and

. contracting for services, either with other governments, with a metropolitan area

service bureau formed by local governments or with private organizations.

Over a four-month period, we heard from many people who offered their thoughtful perspectives on
how local governments organize and deliver services. They included elected officials, current and
former government administrators and representatives of neighborhood groups. Many of them told us
of how they have taken innovative approaches to service design. During our study, we saw that many
local governments already cooperate in a variety of ways to deliver local services. Local governments,
because of the efficiencies they have already achieved, are well-suited to take the next steps in
improvement service design and delivery.
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“Local government" describes a wide range of entities, ranging from large cities and counties to eraﬂ,
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special purpose districts. Some are run by elected officials, some are not. They are all creatures of the

state in some sense. However, there is not much more that they have in common. Our work foc

sed

lld

on cities and counties. We spent less time looking at school districts. However, because they s
such a large share of the public's tax dollars, we think their role in redesigning government servicy
crucial. We think that many of our recommendations apply to schools, especially to those support
administrative functions which surround their primary mission of instruction. In many parts of
state, the school district runs the biggest food service, bus transportation system and janitorial
grounds maintenance operation. -

under which the three approaches noted above would be desirable. We concluded that the an
would be different for every unit of local government. Instead, this report contains our suggestion
how to promote changes in how local governments approach organization of services.

During our study, we departed somewhat from our charge. This report does not identify the oondiEions
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In Chapter 2, we discuss approaches to service redesign and describe some of the innovative

Chapter 1 of this report presents our analysis of the problems facing local governments in Minne{ta.

approaches that most impressed us. In Chapter 3, we offer four recommendations to help
governments solve their problems.

cal




CHAPTER 1
THE PROBLEM FACING LOCAL GOVERNMENTS

Local governments in Minnesota face problems that are both political and technical. First, government
officials are caught between citizens' expectations for public services and those citizens' reluctance to
pay more taxes. Second, they face citizens' concerns about the quality and effectiveness of services
provided. Third, they find it difficult to communicate the value of services to their citizens.

To respond, government officials need ideas and tools to help them become more productive and
responsive. Then, they can maintain current services and even provide additional value to citizens
without increasing taxes. We think that a focus on the value received for money spent by local
governments is more useful than just measuring the cost of government. In this chapter, we review
some key trends that provide the context for our discussion.

DEMAND FOR SERVICES IS INCREASING

The demand for local government services is growing. Several factors drive that growth, including:
. demographic changes;
. high -- some say exaggerated -- public expectations for services and
. the need to keep up with changes in technology.

There is strong pressure for increased spending in the areas of health care, education and public
assistance.

The median age of Minnesota's population has increased from a recent low of 26.8 years in 1970 to
32.5in 1990. In addition, the number of old elderly -- 85 and older -- has increased by 30 percent
since 1980. With this increase comes additional demand for costly nursing home care, much of which
is paid for by the state and federally-financed Medical Assistance program.

Similarly, after years of decline, the number of school-age children has begun to increase again. The
growth will stop by the year 2000. Nevertheless, the increase in school enroliment puts pressure on the
state and local districts to increase their support for schools, both instruction and building capacity. As
enrollments declined during the 1980s, it was possible to increase per student funding while only
adding small net amounts of new funding. That is not possible in the 1990s.

Local govemments are also under pressure to keep up with changes in types of services. For example,
parents expect that school districts will add the new computers needed for students to use up-to-date
research and instructional systems.

Our committee sensed that public expectations for services are high and are one source of the problem.
For example, we see people taking less responsibility for caring for family members who are elderly or
disabled. Instead, they look to government to provide services.
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INCOME IS NOT INCREASING

Our economy is not growing fast enough to finance the demand for increased service at current
rates. For example, household income in the metropolitan area grew slowly during the late 1980s.

Furthermore, most recent growth in household income is a result of more people working, and menteis

not much capacity left. In Minnesota, the proportion of women in the labor force grew from 49 pe
in 1974 to 63 percent in 1988. That is well above the national average. Growth in that proportio
now leveled off.

While the percentage of personal income paid for state and local taxes has remained relatively ste.
the past 25 years -- from 12.7 percent in 1965 to 12.8 percent in 1987 -- increases in gove
spending have been fueled by growth in personal incomes. The national average, by comparison,
that 11.5 percent of personal income was paid for state and local taxes in 1987.

State and local govemment spending in Minnesota is high compared to other states. According to 1
data from the Advisory Commission on Intergovernmental Relations (ACIR), Minnesota's state-
spending in 1987 was 122.2 percent of the national average. Its spending needs, based on an
index of the magnitude of problems addressed by government spending, are 96.7 percent of the nati
average.

Increases in taxes to finance the current level of services are likely to meet strong resistance. Minn
has not experienced a tax revolt on the scale of California's Proposition 13 or Massachu
Proposition 2-1/2. However, the state Legislature has felt pressured almost every year to appro
additional funds to property-tax relief to "buy down" expected increases in property taxes.
increases to improve or extend services may get a better reception. For example, polls have shoy
willingness to pay additional taxes to finance health care for the uninsured.
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Thus, local governments are caught in a difficult position: between public expectations to maintain or

increase service levels, and public reluctance to pay more taxes.

THE STATE-LOCAL FISCAL DILEMMA

Since the Minnesota Miracle of 1971, the state has increasingly taken state-collected revenue sourc
the sales, individual income and corporate income taxes -- and distributed them to local governme
the form of categorical grants, property-tax relief and general-purpose aid. In 1990, cities of all
received $680.8 million in revenues from state sources, including local government aid, property]
relief and highway funding.! That amounts to 28.8 percent of total city revenues that year. For smj
cities, state revenues are especially important. Intergovernmental revenues from all sources accou
for nearly half of total revenues for cities of under 2,500 population.

During the 1960s and 1970s, many locally operated service systems were built up using federal m:
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In the 1980s, the federal government reduced sharply its role in financing local government. Between

1981 and 1989, city revenues (in Minnesota) from federal sources declined from $158.1 milli

o

$108.7 million. On a percentage basis, the decline is more striking: from 9.5 percent of total icity

revenues in 1981 to 3.3 percent in 1989. With the federal government largely out of the picture,

any

local govemments are dependent on state funding to maintain a relatively high level of local service

1 Data on local government revenues are based on annual reports from the Office of the State Auditor.
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PUBLIC SATISFACTION WITH LOCAL GOVERNMENT

Our sense is that most Minnesotans are pleased with their local governments. Support for this comes
from several sources. For example, Decisions Resources, Ltd., a local polling firm regularly surveys
residents of Twin Cities' suburbs to ask about their view of city performance. In almost all of the 22
cities surveyed, more than two-thirds of residents responding thought that the performance of city staff

was either excellent or good.2

Furthermore, most people are more satisfied with their local governments, but much less so with state
or federal governments. For the past 20 years, the Advisory Commission on Intergovernmental
Relations has polled Americans about their attitudes toward government and taxes.3 As shown in Table
1.1, two of the questions posed are especially pertinent to our study. The results are pretty clear:
people, particularly in the north-central states, think their local governments do a better job than other
levels of government.4

TABLE 1.1
VIEWS OF GOVERNMENTS

From what level do you think you get the most for your money: Federal, state, or local?

Federal State Local DK/NA
Total public 26 22 31 22
North-central states 22 20 38 21

Which level of government do you think spends your tax dollars most wisely?

All of None of

Federal State Local them them DK/NA
Total public 12 14 35 2 37 10
North-central states 6 13 44 4 22 10

Source: Advisory Commission on Intergovernmental Relations, "Changing Public Attitudes on
Government and Taxes," 1991

We also see a conflicting trend: people with means are more willing to spend their money to buy
services privately that were once almost exclusively a public responsibility. Former Commissioner of
Finance Peter Hutchinson cited statistics to our committee on how much individuals and businesses in
the Twin Cities area now spend on private security patrolling and monitoring services. Similarly,
entrepreneurs -- both for-profit and nonprofit entities -- have opened several privately-operated indoor
playgrounds. These appeal to parents willing to spend a few dollars per child for an afternoon of play.

Some observers view these survey results very skeptically. The results seem to be almost uniform between
jurisdictions, even when the quality of service varies widely. In Minnesota, especially, people are too
polite to be critical.

3 Advisory Commission on Intergovernmental Relations, "Changing Public Attitudes on Government and
Taxes," 1991

Note that both questions are stated in comparative terms (which of the three is best?), not in absolute terms,
e.g., do you agree that local governments spend money wisely?
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BOUNDARIES ISSUES

ents

When we began this study, we asked if there are too many local govemments in Minnesota. Minngsota
has more than 3,500 local governments, including 87 counties, 855 municipalities, 427 school distficts,
and many special purpose districts. A typical Minnesotan receives services from (or is otherwise
affected by) many different local governments and special districts. Many of them have a low profile,

and citizens know little about how they work.

This proliferation of govemnments is an old issue, especially for the Citizens League. For exam

le, a

1978 League report, entitled Knitting Local Government Together, called for combining the funcfjions

of municipal and county governments in the Twin Cities metropolitan area into a combined stru:
Former political science graduate students will recall reading about city-county governments that

ture.
were

established in places like Miami-Dade County, Florida and Indianapolis-Marion County, Indiana.| The
idea never caught on in this area; in fact, some fiercely opposed it. There have been very|few
consolidations of cities in Minnesota in the past 30 years. (It's hard to think of any after Edina-

Momingside and International Falls-South International Falls.) However, the number of s
districts in the state has declined slowly in the past 10 years due to mergers.

hool

In some cases, the experience has been to create more local units. There are a few recent examples in
outstate Minnesota of townships incorporating as new cities rather than a nearby city annexing them.
There are many more examples of new special districts created to address specific issues, such as water

management. That has added to the public's confusion about which government is responsib
what,

About halfway through its work, our study committee decided not to pursue the issue of w.
consolidation of governments is a solution to the problems raised in this report. With the po

for

ether
ible

exception of school districts, we think that boundaries of local governments are unlikely to change.
This does not mean that we have rejected past League positions about the desirability of changingflocal

government structures.> Instead, the committee decided that it should use its limited time to ex
other approaches.

me

We were particularly impressed by one approach to local government size, which was the work dope by

the Northwest Ramsey County Cooperative Venture Cities. That group, which includes Arden

Hills,

Mounds View, New Brighton, St. Anthony Village and Shoreview, convened at their own initiativie last

year. In that group's words:

This new framework [for viewing the delivery of city services] is not about consolidating

governmental units. Rather, it is a first look at possibilities in cooperation and collabora

the delivery of services and a way to look at the optimum size of organization to deliver vari

public services.b

For example, the best size of a police patrol force might be 35 or 40 officers serving a populat.
75,000. The optimum population size for other police services, such as bomb squad, vice sq
crime lab, might be much larger, perhaps an entire region.

d or

A 1974 report, Local Government in a Time of Transition, recommended encouraging a gradual reduction in
the number of cities in the metropolitan area. A few years later, the League board recommended compining
county and municipal government in the Twin Cities area. Citizens League, Knitting Local Goverhment
Together, September 1978. The League's study committee had proposed a different approach: it sajd that
cities should be the unit of general purpose representation, and that elected county boards should be pthased
out. Services provided by counties would be transferred to the cities (some of which we hoped jwould
consolidate) and possibly to newly-created government service corporations that would sell their se:
many cities.

Northwest Ramsey Cooperative Ventures Cities, "An Analysis of Optimization as it Relates to the Jize of
Local Government Services Delivery Entities,” August 1991.
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That project, described in Chapter 2, starts with an assumption that the cost of operating many
representative local governments is relatively small and that attention is best focused on how services
are provided. We found that perspective helpful as we discussed ways to encourage flexibility and

creativity in service design and delivery.

Researchers and local officials differ in their analysis about whether there is optimal size for cities. One
factor that they point to is how per capita spending by cities in Minnesota varies by their population.
Some suggest that because per capita spending is lowest among cities in the 40,000 to 70,000 range,

that must be an optimal size for cities. (See Figure 1.1)

Others respond that these comparisons tell more
about individual cities of different sizes than they
do about what is the optimal size for cities. Twin
Cities suburbs of any size spend less per capita
than outstate cities of comparable size. Per capita
spending by the largest cities (Minneapolis and
St. Paul) is much higher than their suburbs and
than other regional centers in the state. But these
two cities are at the center of a region of 2 million
people. They provide services to people who live
in the suburbs and in other parts of the state.

Thus, there are no simple answers to the
questions of whether there is a right size for cities
and whether the state, which creates local

governments, should do something to reduce
their number.

FIGURE 1.1
PER CAPITA SPENDING BY

CITIES BY POPULATION SIZE,
1990

Total

under 2,500
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10,000

10,000 -
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20,000 -
100,000
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$0 $500  $1,000 $1,500




CHAPTER 2

SERVICE REDESIGN:
PRINCIPLES AND EXAMPLES

State and local govemnments face a likely future of flat revenues and increasing spending demands. Our
committee looked into ways in which local governments could improve productivity and effectiveness
by redesigning services. During our study, we heard from many local officials and administrators who
have taken innovative approaches to designing and delivering local services. In this chapter, we review
the principles of service redesign and describe some of the innovations which impressed us.

PRINCIPLES OF SERVICE REDESIGN

As Professor John Brandl told our committee, an important goal of service redesign is to structure

institutions so people are oriented to accomplish public purposes better; that is, to be efficient and
innovative.

During the 1980s, a series of gurus told the private sector what characterizes a successful organization,
and why it was important for others to emulate the best firms. In the 1990s, others preach a similar
message to the public sector. Many of the principles are the same. They include: emphasizing service
to the customer; pushing authority as far down in an organization as possible; creating incentives for
employees to be innovative and a focus on quality.

We take what these gurus say with some skepticism. Government is different from the private sector.
Where private firms can focus on retums to shareholders, the public expects government to fulfill
objectives that may conflict. For example, local governments should buy equipment or build roads by
picking a vendor or contractor that will deliver a high quality result at the best price. However,
government procurement systems must fulfill other social goals. For example, they must provide a
share of the procurement dollars to small businesses, or minority or socially disadvantaged vendors.

Nonetheless, we think local governments can benefit from adopting these principles. However, that
requires a major shift in thinking, leadership and organizational culture, particularly in some
governments. It requires government units to change from being bureaus -- organizations that get their
funding through an appropriation -- to enterprises -- organizations that have to eam their budget, and are
rewarded when they achieve their goals or penalized when they don't.

The figure on the next page summarizes some of the points that John James, former Commissioner of
Revenue and a principal in the firm of Armajani Hutchinson & James, has made about new ways of
thinking about public services. For example, James contrasts a bureaucratic approach of an exclusive
service mandate with an enterprise approach of competition and choice.

Many of the elements of the public sector now seen as barriers to innovation were themselves reforms
addressing the corruption and other problems of previous decades. Civil service systems were created
to reduce political patronage in jobs. Inflexible procurement systems were started because of abuses in
govemment contracting. The "professionalization" of certain services -- you need a police officer or a
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CONTRASTING A BUREAUCRATIC APPROACH AND AN ENTERPRIS

APPROACH: SOME EXAMPLES FROM JOHN JAMES

E

James' Thesis: Government bureaucratic thinking, which emerged partly because of a desire to combat
corruption, should be replaced with an enterprise approach.

Bureaucratic approach Enterprise approach

Focus on organization Focus on customer

Jobs = roles Jobs = outcomes

Statute and regulation directed Mission directed

Hierarchy Emphasize teamwork

Rules and procedures Goals and purposes

Manage costs -- inputs Manage value

Exclusive service mandate Choice and competition
Accountability for administrative process Accountability for measured outputs
Value conformity and consistency Value flexibility

social worker to do anything -- reflects (and may have also encouraged) the weakening of the su

systems of family, neighborhood and religious community.

John Brandl suggests these tools for service redesign:

Babak Armajani, a former senior administrator in state agencies, spoke to us about principles of s

Competition. Injecting competition into public services would change the current situati
which governments hold monopolies over their services. Examples in the area of educati
school vouchers and charter schools.”

Output measurement. In the private sector, profit and loss statements are suc
statements of results. Governments don't have those, but they could do a better j
measuring what they do.

Principled oversnght According to Brandl, legislators do a poor job of exerc;
oversight over executive branch agencies, partly because oversight doesn't interest them.

Use of mediating institutions. We can't afford to hire experts to solve every problem.

would be helpful to make more use of institutions -- families, voluntary organiza
neighborhoods, etc. -- to help solve problems. Political parties used to be effective med
institutions, but seem to have lost that role.

port

inct
of

ing

design and how they can be applied to govemment services. (See the box on the next page.) Authors
such as Ted Gaebler and David Obsormne have discovered a large audience for their proposals on hpw to

"reinvent government."8 They tell stories of "expenditure control" budget systems where there
line items. Managers can shift money around when needed, and can carry over surplus funds t
next budget year. Gaebler and Osbome believe that, "Hierarchical, centralized bureaucracies dest

in the 1930s or 1940s simply do not function well in the society and economy of the 1990s."

7

A charter school is an independently organized and administered school that is still a2 public schoo
not subject to many of the regulations applied to school districts. In 1991, the Legislature authori
chartering of eight such "outcome-based” schools. A Citizens League report, Chartered Schools =
for Educators + Quality for All Students WNovember 1988), recommended that the Legislature auth
creation of charter schools.

no
D the

gned

Itis
the
ices
the

Ted Gaebler and David Osborne, Reinventing Government. How the Entrepreneurial Spirit is Transfc
the Public Sector, 1992.

ming
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GENERAL ISSUES OF INTER-
GOVERNMENTAL COOPERATION

In addition to the Citizens League, several other
organizations have been examining issues of how
local govermnments help each other this year. For
example, the 1991 Legislature created a Ramsey
County Local Services Study Commission and
charged it to report on "the advantages and
disadvantages of sharing, cooperating,
restructuring or consolidating” five areas of local
government services: public health, libraries,
criminal prosecution, public works and police
communications, lab and investigation. (See the
sidebar.)

During the early stages of its work,
administrators from the suburban cities in
Ramsey County assembled a long list of
cooperative arrangements already in place.
Similarly, the Association of Metropolitan
Municipalities (AMM) has surveyed its members
and developed a large data base of how its
members cooperate. The Metropolitan Council
recently launched its own project in the area of
service design and cooperation,

ARMI ARMAJANI'S PRINCIPLES
OF SERVICE DESIGN

1. Make customers -- the direct beneficiaries --
as powerful as possible, through choice,
competition.

2. Bring providers and customers closer; create
opportunities for transactions, create
opportunities for feedback. Equalize the
people instead of equalizing institutions, e.g.,
state aid to students or school districts?

. Minimize the number of processing steps.

Minimize the burden on customers.

. Focus staff functions on serving customers,
and focus state support functions on serving
line staff as customers.

6. Push decision making to lowest possible
level, closest to the customer.

7. Control ends, not means.

8. Recognize the total cost of conirols that are
intended to stop fraud and abuse.

9. Make controls dynamic, situational.

wn W

Both the Ramsey County and AMM lists show many examples of cooperation among suburban cities.
They found fewer cases of cooperation between Minneapolis and St. Paul and their suburbs.

Steve Sarkozy, city administrator for Roseville, suggested to our committee that there is a distinctly

different culture of governance for many of the
suburbs and the two central cities. He offered the
framework on the next page for understanding the
differences in the organizational cultures of
different cities.

INNOVATIONS BY LOCAL
GOVERNMENTS

During our study, we heard or read about many
innovations by local governments. This section
describes a few that we think are the best
examples of approaches to service design. We
commend the local governments that took these
approaches and endorse their expanded use.

In this section, we highlight three areas:

. choices for officials;
. choices for users and
. service cooperation

THE RAMSEY COUNTY LOCAL
SERVICES STUDY COMMISSION

The commission agreed on recommendations for
central administration of libraries in the region. It
proposed no consolidation of public health
departments, and some functional consolidation
of roads.

Most interesting to us were the proposals offered
in a dissenting report. The dissenters
recommended mandating competitive bidding of a
list of services, including certain public health
functions, police communication services and a
whole series of public works technical and
maintenance work. Existing government units
would be eligible to bid for the work, but auditors
would scrutinize their accounting to ensure that
their bid included all costs of service delivery.

Since several county commissioners supported
the dissenting recommendations, it will be
interesting to watch and see how this progresses.
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STEVE SARKOZY'S VIEW OF THE CULTURE OF GOVERNANCE
IN SUBURBS AND CENTRAL CITIES

- ‘l:):" —,“' :

"~ Issue Suburban Culture Central City Cultures
Primary decision making { Business approach Political approach
orientation
Involvement of interest |Low High (particularly uniops,
groups in decision making special interest groups, etc.)
process
Role of City Councils Policy making Policy and administration
Number of existing inter- | High Low
agency cooperative efforts

CHOICE FOR OFFICIALS

Choices of services and vendors applies to individuals and to government units and officials. Af we
noted at the beginning of this report, the League has long felt that local govemment officials peed
choices in performing their functions.

Maple Grove Transit

Maple Grove, a rapidly growing suburb in northwest Hennepin County, used to have "end-of-the-line"
Metropolitanr Transit Commission (MTC) service, providing 150 to 180 rides per day. In the garly
1980s, the Minnesota Legislature gave suburbs on the fringe of the metropolitan area the optign of
"opting out” of the transit service offered by the MTC. They got most of the local property-tax levy for
metropolitan transit and could design transit to meet local needs.

Jon Elam, Maple Grove city administrator, described for us how the city exercised its option. Ifjnow
raises $750,000 a year in a transit levy. The levy is about 1.25 mills -- property owners in most gities
in the metropolitan area pay 1.5 to 2.0 mills. All but 10 percent of that goes to the city, which confracts
with the MTC to provide commuter services to downtown Minneapolis. The MTC keeps 10
percent. Nearby Plymouth also contracts with the MTC for opt-out service.

The MTC was the low bidder to operate the service, although there is little competition. Under the 3-
year contract, the MTC provides and operates 12 buses, new models at the time. "Maple Crove
Transit" is printed on the buses. The local identity is important and was part of the contract. Abouf 750
to 800 passengers now ride each day.

According to- Elam, the community's involvement in desi ign of the system was critical to its succesp and
sense of ownership. The city appoints a transit commission to oversee the service and the contract. All
members must be bus riders, and they take their duties very seriously. (Some other opt-out
communities operate under joint powers agreements, and elected officials serve on the govemning
boards.) A part-time coordinator at City Hall handles the city's administration of the contract. Thg city
has spent money to build bus shelters at the Park and Ride lots that it set up at church parking lots.

The program's success is also a problem. The buses are full -- sometimes too full -- yet there ik not
enough money to-add more service. The Maple Grove service still only helps people going to and ffrom
downtown. The Regional Transit Board (RTB) sets the bus fare, a very good value for riders.| The
property-tax subsidy is about $3.20 per ride and within the RTB guidelines.
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The opt-out tax levy reduces the amount of money available for services in the rest of the region. '_I'he
RTB acknowledged that it could have developed this service, but it has been slow to develop services
for outlying communities. However, not all communities are interested in developing transit services.

USER CHOICE

Our 1982 report on redesigning public services recommended that users of a service determine the
content and provider of that service, rather than officials making that decision. Many counties make
extensive use of contracting in delivering social services. Hennepin County, at the high end of the
range, reports that about 70 percent of its social service budget pays for services through about 800
contractors.” However, counties have done much less to put decisions about services and vendors into
the hands of users/clients. The example here suggests the benefit of giving clients more responsibility
and authority.

Dakota County account management program

Many programs serving children and adults with disabilities emphasize the role of a case manager. The
case manager develops a service plan (with the participation of the client's family and other experts) and
is the broker for arranging the services. The case manager identifies what the client needs and
determines what the client will get.

In 1990, the Dakota County Department of Social Services launched a small-scale program to serve
families of children and adults with developmental disabilities. The program is a small scale effort to
see if families can better use and manage public funds. Under the account management plan, families
receive a budget for services and have discretion in selecting vendors and services. Working with a
county case manager, families entering the program write a service plan.

The program has grown from 12 families in 1990 to 25 in 1991, with an additional expansion planned
in 1992. It started by trying to solve the problems of families in rural parts of the county. They had a
hard time getting the county's regular vendors to serve them or the service was very expensive. A
neighbor could provide the same service, provide it better and cheaper and not go through an agency's
scheduler.

As the program expands, county managers are grappling with several issues. For example: what
controls must the county impose on the use of funds, while still trying to maintain flexibility? County
caseworkers have been very supportive of the program, even though it takes away part of their
responsibility.

SERVICE COOPERATION

Our committee heard of several important examples of suburban communities cooperating with their
neighbors. These case studies provide both solid examples of local cooperation and an analytical
framework for determining when cooperation is most useful. Even though not all of these cases have
proved their success, local governments should take advantage of the examples and the analytical
framework and look to where they might make better use of cooperation.

9 The proliferation of public and nonprofit service providers in some neighborhoods or suburbs raises a broad

issue of service integration and coordination (or the lack thereof), which will provide grist for future studies
by the Citizens League and others.
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What is the Right Scale? Northwest Ramsey Cooperative Ventures Cities

A particularly helpful approach to local government service redesign comes from a cooperative ve
of five Ramsey County cities (Arden Hills, Mounds View, New Brighton, Shoreview an

regularly for informal discussions for several years. Representatives of their city councils, the ¢
and school districts 282 and 621 joined them and began meeting more formally in March 1991.

As an early step, the community representatives weighed and ranked areas of preference to inves
for cooperative programs; top ratings among 19 areas, in the following order, were: inform
sharing; talent/equipment bank; multi-jurisdictional think-tank; administrative/technical exchang
training and education.

NWRCYV also inventoried and analyzed 46 then-current activities (elections, youth services,
removal, health inspections, code enforcement, planning and zoning, etc.) and found that two or
members already shared in half of these activities in some way, from cooperation to full consolid
The analysis considered what might the optimal size of delivery units for those functions. An ex
of the analysis appears below.,

St.

SERVICE OPTIMIZATION PROCESS DISCUSSION WORKSHEETS:
AN EXAMPLE10

Ramsey County Cooperative Venture Cities

Function or Service Current Level of Demand §{ Optimization Discuss
Effect (FTE) Trend

on

Permits and inspection: Arden Hills 5
building, plumbing, Mounds View 1.00
electrical and mechanical New Brighton 1.00
Shoreview 1.00
St. Anthony 0.50
TOTAL 4.25

The optimum size of
delivery unit for this func
appears to be in the range

1 OO0 O

being 1 FTE.

to 5 FTEs, with the thresTold

the
tion
pf 3

of the essential nature of these employees. This seems to indicate that a cooperative opportunity exists.
However, geographical limitations must also be considered. A North Suburban Consortium could be

formed which would create a pool of inspectors who would then serve the participating cities'
Collaboration in this area will not necessarily save dollars, but it could provide better cust:
services. Two or more cities could provide better backup capabilities, and two heads may be
than one in interpreting codes, etc, Contracting with other cities is also an option in this area.

Initial comments: When dealing with permits and inspections, backup support is crucial bec%}lse

Mounds View currently cooperates with Arden Hills and Spring Lake Park for building inspection

S.
cr
tter

5

Subsequent comments: Computerization for issuing permits may cause problems between cities.
Schooling required by state law would require that all Building Officials be absent at same time up to
one week at a time. Administration does differ across jurisdictions; it probably shouldn't, ahd a
consortium would help.

In addition, the five municipalities' department heads listed special talents, abilities or equipment they
believed the city had, plus the special needs of each city. They identified so many functions that they
limited this to the top five functions in each municipality. Then they matched abilities and needs,

10 Excerpted from Northwest Ramsey Cobperative Ventures Cities, "An Analysis of Optimizatiol as it

Relates to the Size of Local Government Services Delivery Entities,” August 1991. Terrible title, b
good and helpful work.

very
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producing two kinds of functions. First, those in which a municipality with a special ability and one (or
more) with a need could work out a direct relationship. Second, common needs in areas where no city
has expertise, suggesting the possibility of joint work, such as two or more cities hiring on a shared
basis. They found a number of activities in each category.

A report produced by the group comes to several conclusions. First, size and efficient operation are not
necessarily related. St. Paul, with about the same population as Ramsey County's 16 suburbs, has an
operating budget about three times as large. Similarly, the per-capita expenditures of Minnesota's
smaller cities (under 50,000) are less than its larger cities.

In its discussion of the best size for local services, the NWRCV concludes that "bigger is better” and
"smaller is better” are overgeneralizations. Rather, some services -- and even some parts of the same
service -- can be best provided at the metropolitan or sub-metropolitan level. Others cannot and are
better provided at the municipal or neighborhood level. This is a "wholesale-retail” model of services.
Metropolitan-level functions -- Metro Council activities, sewage treatment, and so on -- are "wholesale"
pieces of govemment, and municipal functions are the "retail" pieces.

In the policing area, for example, functions such as field services, animal control, routine investigations
and school activities are best delivered at the neighborhood/community/school district levels. Functions
such as jails, crime lab and dispatching 911 are appropriate at the county, sub-regional or metropolitan
levels. Other conclusions:

. When possible, ignore governmental boundaries when looking at providing services.

. Differing value systems and financial resources of communities strongly influence the
level and type of services they deliver.

. Success in collaboration and cooperation will be limited unless the parties are flexible
and willing to accept change.

. Physical and cultural geography continue to be important.

. It is appropriate for several cities throughout the metro area to reach different

conclusions about how to provide services. Results might show that no single
approach to service delivery is significantly more cost-effective than another.

Consolidation or Sharing? The Falcon Heights - Roseville study

Roseville and Falcon Heights recently completed a study of the merits of consolidation or increased
sharing of services. The study is a step in a process of discussions between leaders of the two cities as
well as some service sharing. Roseville already provides police service in Falcon Heights, and it also
has a contract to provide city management services in Lauderdale.

To avoid any bias associated with city staff doing the study, the cities agreed to hire an outside
consultant. The cities did not want to use tax money on a "speculative” study. After searching
unsuccessfully for outside funding for the study, the cities persuaded the Metropolitan Council to lend
$30,000 at no interest for the study. The loan will be repaid out of expected savings.

The two cities agreed that any changes coming out of the analysis would have to be in their mutual
interest. The results are not as dramatic as the cities hoped. The consultants projected that expanding
service sharing and contracting between the two cities would save about $900,000 over five years. A
complete consolidation of the two suburbs would save $1.8 million over five years. Those savings
would result primarily from merging staffs in the administration, parks and recreation and public works
functions. That amounts to about $5 per household per year.

Each option has its own set of challenges. For example, development and administration of shared
service contracts is time consuming. Under consolidation, the residents of Falcon Heights lose their
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sense of community identity. They may prefer to give up the $5. How deep the attachment to FAlcon

Heights or any other community actually runs would be an interesting question for future study.

The issues raised in this example are unresolved now. Even so, we think it is noteworthy that
leaders initiated such a study process.

County as Service Vendor: Washington County

Washington County has contracts with nine small cities to provide police services. The cities speci

the level of service they want and then pay the going rate.!! Similarly, the county provides
maintenance service to cities under contract. Again, the cities specify the standard.

The county has developed an arrangement with the state Department of Corrections. The state h
large facilities near where the county is building a new jail. The county and the state share trainin
correctional workers. Other counties or cities located near state prisons could do the same.

Washington County also helps cities use its equipment purchasing contracts, and Washington C
can buy some goods through the contracts that Hennepin and Ramsey County and the state
developed. The county allows cities and firms to dial in to computerized property ownership

records. As an enterprise, it also markets computer software developed and used in its departments.

Joint operations: Northwest Hennepin County animal control

In the fall of 1991, seven Hennepin County suburbs established a joint animal impound facility.
project, known as PUPS -- Pets Under Police Security -- was initiated by Champlin, Brooklyn Ct
Brooklyn Park, Maple Grove, Crystal, New Hope and Plymouth. The cities divided the $700,00(

city

The
nter,
cost

of opening the facility in Maple Grove. Those cities continue to have their own animal control officers.

Service Bureaus: LOGIS

LOGIS is a computing service bureau for local government units which organized it as a joint pc
agreement agency. It was formed in 1972 with seven local governments as members. According
director, Mike Garris, one strength of LOGIS is its governance. Groups of users work closely wi
staff to assess the quality of systems and the need for new ones.

It provides a full range of administrative computing services to its members. LOGIS operates o
central site and through some distributed processing centers. LOGIS is now working on strength
network services, allowing E-mail and file-sharing among the participating cities. Shari
information, such as for police inquiries, has the potential for savings and better service.

rather than rent "one-size fits all" systems from LOGIS. LOGIS attracts its members from citi
will work collectively and plan for data processing across departments. Many rural counties parti
in another joint data processing group. All school districts are required by law to belong to one of
regional data processing centers, although some operate their own systems.

Counties and cities that can afford to spend more often prefer to buy customized computer syi%fms,

WCIS
its
the

ofa
ning
g of

that
ipate
eight

Data processing and communications are key issues in any discussion of service design. Counties and

some cities are part of several statewide systems, such as welfare, courts management and cri

1inal

justice. Most of these systems are quite separate at the state level, and therefore, not unified at the
level.

local

11 Questions have been raised about whether the price set for the services actually covers all of the cqunty's

costs of providing the service.




CHAPTER 3
RECOMMENDATIONS

In Chapter 1, we saw how local governments are caught between powerful, conflicting forces. From
one side, they face increases in the demand for and cost of services. They must also work with citizens
who have high expectations for service. Citizens are already concerned about the burden of taxes that
they bear, and are unwilling to pay more in taxes to maintain their current level of service. Besides
questions about the affordability of services, citizens also are questioning the value received for the
money spent.

We defined the problem faced by local governments as how to find ways to maintain and increase
effectiveness, productivity and responsiveness, without raising taxes. The state must face this issue,
regardless of its future economic outlook. .

In Chapter 2, we saw many examples of local governments doing their jobs well. Talented managers
and far-sighted elected officials work together to launch innovations, create incentives for employees
and managers and provide choices to consumers and officials. Individuals and neighborhood groups
make smart choices and help guide officials in designing services. Clearly, though, these things are not
happening everywhere. '

What are the impediments to local governments doing their work differently and better? Here are some
key barriers:

. Misplaced incentives and motivation. Local officials are often working with a
framework of motivation and reward in which incentives are absent or encourage the
wrong result. For example, if officials don't spend their budgets by the end of the
year, they may not carry over the surplus to future years. Nor may they invest it in
ways of improving service. In another example, under Minnesota's system of
property-tax levy limits (scheduled to be removed), a county has an incentive to set its
levy at the upper limit, since that creates the base for increases in future years.

. Lack of flexibility. Local officials often lack flexibility in identifying their
responsibilities and how they should carry them out. This lack of flexibility is seen
when the state delegates service responsibilities to local governments. Too often, these
mandates emphasize following with a detailed prescription for Aow things are done,
not a shared vision of what should be accomplished.

. Lack of evaluation. They may often lack a formal way of evaluating the results of
their services and communicating that information to citizens.

. Lack of opportunities for citizens. Citizens, in turn, lack tools and
opportunities to hold their local government accountable and to encourage innovative
approaches to service delivery.

For years, the Citizens League has pushed a series of ideas for improving govemnment operations. We
have talked about the importance of elected officials focusing on policy responsibilities -- deciding what
should be done and having choices for how those decisions should be carried out. For example,
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counties have responsibilities for delivering an array of social services to targeted populations. Even
though social services is an area closely circumscribed by state (and sometimes federal) rules| and
policies, county commissioners have choices. They can choose to hire staff to provide those services.
Or they can develop arrangements with others, including private agencies and other units of
govemment.

The League has also spoken of putting additional responsibility and authority into the hands of sefvice
users. Citizens are consumers of service. Local govemments are also consumers when they contract
with other govemments for service, or when county or regional agencies provide the service.

'The recommendations in this chapter are intended to help local officials overcome the obstacles they face
and to provide them with incentives, tools and ideas so that local govemments, working with fheir
citizens, can meet the challenge of becoming more productive and responsive. We think that these
proposals create powerful extemnal incentives for local officials to seize opportunities for improvement.
That doesn't mean that we have glven up on more traditional internal incentives for imprgving
performance, such as linking compensation and promotion of individuals with performance. However,
we are most interested in secing that these extemnal incentives are tried.

We propose giving cities, neighborhoods and individuals new opportunities for managing sernvice
budgets and becoming savvy buyers of services. To open up new choices of service vendors, we
recommend that local govemments turn their operating departments into enterprises that could serve
public customers all over the region. In addition, we would give local governments additjonal
flexibility in how they design and deliver services for which they share responsibilities with state
agencies. These arrangements would emphasize results, not compliance with processes. Finally, given
this increased emphasis on results, we propose that the state get in the business of regularly meas. ring
the value received for money spent by local govemment.

RECOMMENDATION: CREATE NEW OPTIONS FOR
MANAGING SERVICE BUDGETS

In Chapter 2 we saw examples of individuals and local governments exercising options to organizg their
public services in a different way. In each case, the change was made on a small scale: a few
families managing a service budget for a child with developmental disabilities or a few cities con
for bus service. However, these examples represent an enormous potential for positive cl
Through the processes described, there is a basic shift of power from the current authority
consumer. When these arrangements work, the consumer (individuals and local govemments, glike)
has the power associated with managing a budget and is treated like a valued customer.

We recommend:

) Local governments, neighborhoods and individuals should have
additional opportunities to manage service budgets as a means of
improving service delivery.

Our premise is that, in many cases, dollars now spent for services can be spent in different waypg that
will improve the dellvery of services. In each case, we assume that the change would have to be
budget-neutral; that is, changing how the service was organized or delivered will not cost more tan is
now spent. In our view, introducing these options, even if they were rarely exercised, would cyeate
significant incentives for local officials to improve services. They will want to keep people satisfied
within the system.12

12 Consider charter schools: a group of the best teachers comes to a school district superintendent to propose a
different program. The superintendent can work with them and keep them inside, or risk that they will
leave to set up a charter school.
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These new opportunities can take place on several levels. For example:

. Local governments should be given increased options for managing funds now
designated for a certain service and controlled by other units of govemment . The local
government, working closely with citizens, would design the service, select the vendor

and manage the service budget.

Suburban transit provides a good example of how local governments can develop a new relationship
with a regional agency like the Metropolitan Transit Commission. The close involvement of citizens,

particularly those using the service, helps make the approach successful. 13

The Maple Grove Transit example also raises
interesting questions about the possible next steps
in enabling local governments to manage these
service budgets. For example, the fare for the
daily commuting service is a bargain. What if
Maple Grove (and the other cities who have opted
out) could increase the fare and use the funds
generated to start an internal circulator service or a
west metro crosstown route linking Plymouth,
Eden Prairie and cities in between?

AN EXAMPLE OF HOW CITIES
MIGHT MANAGE BUDGETS

In the past 30 years, most of the criminal justice
system in the Twin Cities area, including the
courts, the jails and the detention settings, were
transferred from the cities to the counties. Only
police forces stayed in city government. When
the functions were transferred, money coming

from the state or local taxes to support those
«  Neighborhood-level organizations should §ervic_:es"was also transferred, leaving the cities as
have options for managing the funds | Capuve" customers.

designated for a certain service, including - .
the authority to design the service and Could these cities be given a budget to purchase

select the vendor. any or all of this array of services? Maybe they
would continue to use their respective county as
In past reports, the League has recommended that the ve_ndor. But, ma_ybe they wquld see if other
cities foster the development of neighborhood | counties could provide the services on a more
service delivery models.14 Now we propose effective or more economical basis.

that neighborhoods should be able to petition a local govemment for the opportunity to manage part of a
local service budget. Currently, no framework exists for citizens to petition for additional
responsibilities over a local service budget. Local governments have no incentive to encourage such
proposals.

The issue is whether neighborhoods could provide the service better or could buy it better than the city
is already doing. There are examples in this area of neighborhoods organizing services. For example,
neighborhoods in St. Paul have been successful in purchasing refuse collection services and in
organizing alley snow-plowing.

Our committee heard from the Whittier Alliance (of Minneapolis) about its ideas for taking the money
now spent on Whittier Park and using it to design and provide park programs. Perhaps the neighbors
would develop a contract with the Park Board or consider other vendors. Perhaps volunteers would

take some responsibilities for organizing programs and maintaining the park.15

13 A StarTribune article on the suburban bus operations quoted MTC administrator Mike Christenson as
saying that the success of the suburban routes shows that local control and community support strengthen
the transit system. April 21, 1992,

A 1983 Citizens League report, Homegrown Services: The Neighborhood Opportunity, explored ways in
which neighborhood residents could be involved in producing, arranging or purchasing services at the
neighborhood level. It also identified some potential barriers to expanded neighborhood-based services,
including legal/institutional issues, the lack of a responsible party to organize and arrange the service and
concerns about ensuring equitable distribution of services. The report provides several excellent examples
of neighborhood level services, many of which are still current.

Parks may be seen as a benign example for shifting authority to neighborhoods. What if a broad-based
neighborhood group wanted to exert more influence over how their local streets were maintained?

14
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Another example: Some programs serving families with young children, such as WIC and E
Childhood Family Education, do not do a good job of serving families from minority communi
What if community organizations had a budget to design and manage those programs at the local lev

Creating opportunities for such neighborhood-based initiatives requires some rules or struc

ly
ies.
b]?

.
b4

obviously not just anyone can come in to scoop up some money. If this is to be a useful option, the

local govemnment can't be a gatekeeper with all authority for approving or rejecting the neighborh

'S

proposal. One approach would be for the Legislature to set the ground rules for what is a viable
proposal. Examples of ground rules might be that the "petitioners” represent an establighed

neighborhood or community organization or must show viability in other ways. If the petiti
satisfy these ground rules, then no additional permissions would be required. Or, the Legislature
direct local governments to set their own ground rules.

If local governments play some gatekeeper role, they should not have the absolute last word.
Legislature should create some form of appeal. If a city rejects a proposal by a neighborhood
petitioners should be able to appeal to a designated state office, or to enter into a mediation or arbi
proceeding.

managing a budget where the individual has designed the program and selecte
vendor. :

An example of this approach is the Dakota County account management program for families of pe:
with developmental disabilities, described in Chapter 2. In our view, this approach represen
important shift from the case management model which is so widely used now. In many se
systems, government (or private) case managers design a service plan and broker the services
other staff and private vendors.

. Individuals should have options for taking funds designated for a certain serviw[nd

RECOMMENDATION: DEVELOP PUBLIC SERVICE
ENTERPRISES

ers
buld
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An important way to expand choices for elected officials is to reinforce the basic distinction bet
local govemments deciding and doing. We propose to create new opportunities for local gove

ccn
nts

to shed some of their operating responsibilitics and operate as sophisticated buyers of serviceg. In

addition, we seek to reinforce principles of effectiveness and economy in government that the L
has advocated in past reports. 16

We recommend:

0 Local governments should be authorized and encouraged to trans
their operating bureaus into enterprises.

For example: A local government unit, such as a city or county public works department, cou}ld be

transformed into a public service enterprise. In tum, city councils or county boards could contra
services with such new entities. In addition, the new enterprise could market its services to other
counties or school districts in the area.

ague

orm

t for
ities,

Transforming government departments into enterprises builds on the many examples already in plﬂce of
govemments buying services from each other. For example, Roseville maintains the grounds 4t the
schools in the Roseville district. We see this as a very good example of how schools could use

different approaches to organizing those administrative and support services that are outside theis
responsibility of instruction.

core

16 Our most recent report on this theme: Remaking the Minnesota Miracle: Facing New Fiscal Redlities,

October 1990.

,
.
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The purpose of creating this contracting option (or any contracting option) is not to pay less for services
but to provide services more effectively. In setting up enterprises, local govenments should give them
additional flexibility and significant responsibility. Thus, when civil service systems or procurement
requirements create obstacles to effective operation, enterprises should be freed from those
constraints.!? In developing contracts, the local governments should set performance measures and
provide incentives for superior performances. Our goal is that local governments could choose from

several competing enterprises (or other local governments) in carrying out their functions. 18

Public service enterprises might be single-purpose, for example, providing computer services. Or, they

might serve several purposes.!9 Both cities and counties could spin off their departments to create
public service enterprises.

Several models of governance and ownership for these enterprises are available. For example, the
employees could own and manage the enterprise. Outside ownership is a second option. Or, a local
government, or a group of local governments could own it. In order to promote competition, we think

it is preferable that the users not be the owners.20
EXAMPLES OF ENTERPRISES

There are several interesting examples in Great Britain and the United States of transforming
govemment operations into enterprises. During the 1980s, the Conservative government launched a
project called "Next Steps.” Its purpose was to transform large portions of the executive-branch, public
service responsibilities of government into self-contained agencies. Strong executives will head these

new agencies, with broad discretion over staffing and budgets and clear performance targets.2!

About 35 percent of Britain's 570,000 civil service work in agencies would be transformed into these
enterprise agencies. The project started on a small scale in 1988 and 1989, but in 1990 it began to take
off. The employment service, with 34,000 employees in its job centers and unemployment benefit
offices was transformed into a new agency. The social security benefits services was scheduled to
follow in 1991.22

MECC -- the former Minnesota Educational Computing Consortium -- provides an example of an
enterprise created as a joint powers agreement agency and later taken private. MECC was involved
originally in developing and operating administrative computer systems. It found its real niche in
writing and selling instructional software.

17 As we offer this proposal, it is important to note that our intent is not to create opportunities for local

governments to avoid complying with certain public policies, such as comparable worth requirements.
Where useful, such mandates should be incorporated as a performance measure of any contract.

A 1987 report by the Advisory Commission on Intergovernmental Relations reports on the results of
studies of contracting arrangements by cities. "The Organization of Public Economies,” December 1987.
The researchers cited find that cities save money when they contract out less than 25 percent of their
activities. Once above that level, it seems that any gains from the contracting go to increased service
provision, not decreased spending. A study of public protection contracting in California found that cities
wanting a relatively low level of service did well by contracting, but those that want a higher level of
policing are better off producing for themselves,

Note that LOGIS is created as a joint powers agreement agency by its member governments.

Although local governments can spin off operating responsibilities, they still need to manage those
contracts. Of course, it is possible to hire management companies to do just that.

See "Getting Down to Business,” The Economist, March 31, 1990, page 57.

In another change during the 1980s, public bus companies and sewer/water operations in Great Britain were
ordered reorganized as for-profit, competing corporations.

18
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ADVANTAGES

We see several advantages of the public enterprise
approach:

« Creating these enterprises would allow
local officials to shed some of their
operating responsibilities and focus their
work on policy making. They would
also have a choice of competitive
providers. Given the opportunity, local
governments will make good buying
choices. 23

e Because they have to eam their budget,
managers and employees of these
enterprises would have incentives to
adopt a consumer-service orientation.

* Govemments could more easily unbundle
services, identifying those which are best
provided on a larger scale. As we saw in
Chapter 2, public protection can be
viewed as a whole series of services.

Chapter 3: Recommendatjons

AN EXAMPLE FROM THE WEST

An intriguing American example of governipent
bureaus transformed into enterprises comes from
San Francisco. In the 1970s, a charter
amendment authorized the Board of Supervisors
to contract for services where it found that an
outside supplier could perform the function more
effectively.

A few years later, the head of the budget office
created a new business corporation. The new
corporation contracted with San Francisco to
provide budget analysis services. Under
renewable one-year contracts, the firm proyides
all budget services in exchange for a fixed|fee.
Eleven other members of the office gave up their
civil service protections to join the new vengure.
Since then, the new firm also entered||into
contracts with other cities and counties i1 the
area, and the staff grew from 11 to 23.

It may be useful to move toward this goal in a series of steps. For example, local units might begi
process of transforming bureaus into enterprises by contracting with an intemnal department for ¢
services. This may result in less political resistance to the change.

If public enterprises are such a good idea (and we think they are), why aren’t there more examp
Minnesota? Part of the answer is inertia and a lack of incentives to change. However, we thi
growth in public frustration over the cost and effectiveness of public services is likely to create a
external incentive for local officials to explore these options. At the same time, public enterprises
be structured to create intemnal incentives for employees to want to work in more entrepreng
organizations.

RECOMMENDATION: ALLOW LOCAL GOVERNMENTS TO
CHOOSE RESULTS-BASED REGULATION

In many service areas, local governments are the final delivery point in a state-local service sy

this
rtain
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Over the years, a complex system of mandated procedures has been created in some of these are

example, if a county is providing services to a child with developmental disabilities and severe be
problems, it will go through a series of planning processes. In each, it assembles interdiscip
teams to develop different individualized plans for how to serve the child's various special needs

. For
avior
nary
The

23 For example, our committee heard how Ramsey County was concemed that the state had limited opti

ns for

serious juvenile offenders, reducing the size of the Red Wing program, and steering juveniles tg Sauk

Centre. Ramsey was not happy with that arrangement and now sends some juveniles to a private, no
facility in South Dakota. It is very pleased with the costs and results of that arrangement.

profit
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various individual planning requirements have grown up separately as the Department of Human
Services has adopted a series of administrative rules that are not cross-referenced. Similarly, the state
provides funding in areas such as children's mental health, through a series of small categoncal grants,
each with its own application, monitoring and reporting requirements.

Because of this focus on process -- doing things right, less attention is paid to results -- doing the right
thing. In those cases where local govemment is carrying out those shared responsibilities (including
most mandates), we propose providing those units with significant flexibility to craft a new kind of
relationship with the state.

There are several models in place for granting additional flexibility to local units, such as allowing them
to seek waivers from certain administrative rules. We would like to build on those models.
Introduction of a contractual relationship would help state-local relationships in these areas to evolve to
a more productive level.

We recommend:

a Local units of government and state agencies should develop contract
relationships that focus on results. Such agreements would give the
local unit significant flexibility for how it reaches those goals.

The local unit and the responsible state agency could negotiate a contract (or a series of contracts) which
would specify performance standards and expected results. If the state or federal governments
mandated that service, that obligation would not change. In addition, while most administrative
restraints would be removed, appeal rights would continue.

Social services provide the clearest example of where results-based regulation might apply. (See the
sidebar on the next page for a recent development.) It is a heavily regulated area with complex planning
and reporting requirements, where local funds usually account for the bulk of the spending. However,
there are many other possible examples in areas such as education, licensing and inspection functions.
For a variety of service areas, local govemment should have choices. Either they can work under the
current regime of administrative rules or they can choose a more "entrepreneurially-friendly” system
based on performance standards and results. School districts in Maryland have such a choice.

In Minnesota, the State Board of Education provides an example of the waiver of regulations model.
The Board is now developing an outcomes-based standard to specify the competencies that a student
must demonstrate to graduate from a Minnesota public high school. The Board would adopt that
standard in administrative rule.?4

Even now, the Board is trying to encourage school districts to take an outcomes-based approach to
educating their students. To encourage local school districts in that direction, the Board has devised a
process for waiving state regulations for school districts that show they need more flexibility to
implement an outcomes-based approach to education. In considering requests for rule waivers, the
Board asks how granting the waiver will promote improved learning and educational effectiveness. It
also looks forevidence of community involvement in the proposals. Waivers for state board rules have
been granted for 14 districts, and 13 other districts are now seeking waivers.

In October 1990, the state board agreed to waive a series of state rules for the Rochester district for a
five-year period. It required annual reporting to the state on those waivers. Among the rules that were
waived at the request of the Rochester district: state rules require that the minimum length of a school
day for each pupil be six hours. The district proposed a flexible schedule in which a student might take
more than six hours of classes on some days and less on others. In addition, the school district asked
for authority to develop outcome measures to replace the state mandated high school curriculum.

24 1n 1992, the Legislature passed a law which delays adoption of the state board rule on outcome-based
education pending the results of a study.
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Waivers to other rules allow the district to have
teachers teach in areas besides those for which
they are licensed and teach more than the current
maximum assignment of subjects in a school day.

The success or impact of waiving rules for the
Rochester district and other districts is not known
yet. Even so, we think that it suggests a useful
model for the state and local govemments to use
in other situations.

ADVANTAGES

One likely benefit of this approach is to enhance
accountability of local officials. They are making
and implementing policies on the local level and
have committed to achieving certain results.
Mandates sometimes illustrate a disturbing
tendency in government to point to collective
responsibility, i.e5; "we are doing this because
the state mandates it." This reduces the
accountability of local officials.

In addition, shifting to a results-based system of
regulation also has potential for increasing the
effectiveness and economy of local governments.

RECOMMENDATION:
CREATE A "VALUE FOR
MONEY" AUDITING
FUNCTION FOR LOCAL
GOVERNMENTS

Chapter 3: Recommendations

| Anoka County.2> The new law authori

SOCIAL SERVICES CONTRACTING

Our recommendation is very similar to the spcial
services contracting proposal included in|[H.F.
2420, introduced in 1992 by Representgtive
Wayne Simoneau and Senator Don Samue]son.
The Legislature passed that bill, an initiatiye of
six
counties to participate in pilot projects| "to
demonstrate the use of intergovernmgntal
contracts between the state and the countigs to
fund, administer and regulate the delivery” of
social service programs.

Under the new law, the county would have jroad
discretion in how it achieved specified results and
would be largely freed from having to comply
with the administrative rules and manuals| that
govern those programs. Where state funds come
to the local government from many different

flexibility to pool those funds and spend thgm in

ways consistent with the contract.

and would evaluate the results o
arrangement. If a county does not me

obvious remedy, namely, returning that co
the normal regimen of regulation.

The state should fill a gap that now exists in its performance auditing capabilities. The figure on the
next page shows how govemnment auditing responsibilities are divided in Minnesota. No office is|fully
charged to evaluate the performance of local governments. The State Auditor -- an elective office --
conducts or supervises financial audits of /ocal governments. The Legislative Auditor (appointed to a
term of office by a legislative commission) is responsible for evaluating the programs of state agencies
and conducting financial audits of their books. In addition, that office will sometimes follow the njoney

that goes from the state to support locally operated programs and evaluate those programs.

We recommend:

m The Legislature should direct the Legislative Auditor or the $tate
Auditor to develop and implement a program of "value for mohey"

auditing of local governments.

We have no preference for which of the two to choose. The State Auditor already has a Wﬂ’king
relationship with local governments, while the Legislative Auditor has developed experti

performance auditing.

25 Minn. Laws 1992, Chapter 513, Sec. 42.

e in
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The local government performance auditing office
:lvoulld assemble data produced by lo;:ia! unitshand FIGURE 3.1

evelop comparative statistical profiles. These

would make the state's "Truth in Taxation" GOVER{,‘MENIT IAl%ligING
hearing process a much more meaningful RESPONSIBILI
exercise. Citizens would have reliable infor-
mation comparing their units with others. Local State

. d Governments | Govemnment

The office would also conduct in-depth studies. N . - T
For example, one year it might examine how well Financial audits { State Auditor Ilit:,lgldistlgfve
local governments are operating their hospitals ——

and nursing homes or diversion programs for | Performance/ ‘) Iﬁg1§1auve
juveniles. We think that directing one of the | program Auditor
existing offices to expand its role into local | evaluation L4

government performance reviews would provide

invaluable assistance to the Legislature, the local

governments and the citizens of the state. That .

assistance would be well worth its cost. The Audit Commission of Great Britain provides a model for
how a program of performance auditing can be valuable.26

Each of our recommendations for redesigning services assumes that citizens and their local officials will
have good information about what services are provided, the costs of services and the quality of the
outcomes. They also need to compare that information with what is done in other cities or counties.
For example: local governments maintain thousands of miles of streets, and their crews patch
thousands of potholes each year. Information is needed to determine when a neighborhood proposal to
manage street maintenance should be granted, or to help a local government compare proposals from
pothole patching enterprises. Inquiring minds will want to know: What is the unit cost of patching a

pothole? How long did the patch last? How does that compare with the performance of pothole
patchers elsewhere?

We recommend:

m) The Legislature should direct development and implementation of a
performance accounting system to be used by local governments.

Soon after a local government performance auditing program is launched, we expect the auditors will
find that the information generated by local governments is inadequate to make useful comparisons.

Indeed, we feel strongly that citizens in general don't have ways of evaluating the services provides by
local govemments.

School districts and counties have long used uniform, multi-dimensional financial accounting and
reporting systems with a standard chart of accounts. (The bad news is that a 1990 report by the
Legislative Auditor sharply criticized the quality of the financial reporting done by school districts using
the UFARS system.)2? Cities have sometimes been reluctant to agree on a uniform chart of
accounts.28 They now need to build on to that structure a standard method of measuring spending on

26 The British Audit Commission, established in 1982, provides a good example of how such an organization
can be valuable. It has financial auditing responsibilities for all local govemnments in England and Wales.
As part of its financial auditing duties, it views whether the local units had put in place arrangements to
ensure economy, efficiency and effectiveness. The Audit Commission’s philosophy is to help local units
improve "value for money." Its auditors produce annual reports comparing the performance of each local
unit with a "family” of similar units as well as in-depth reports identifying the best local practices in
delivering public services.

School District Spending, February 1990.

Some cities criticized a 1992 report from the State Auditor comparing per capita spending by cities, in part
because the comparisons were not based on uniform financial reporting methods.
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inputs (labor, trucks, blacktop, etc.) and linking that information with results (500 square fegt of
potholes patched) and quality -- the patches lasted six months.

We think that citizens have a basic right to know how governments spend public
funds, to have measures of the quality of local services, and to be able to compare
local government performance.2? When program results are known, the public won't have to

wait for sporadic investigative reports in the news media to find out how well treatment progranis for
sex offenders are working, or whether job training programs are placing clients in well-paying jobs.
Programs proven to be effective should have an easier time getting their budget requests approved.

Better information on program results could also reduce the need for a regulatory approach to ove
of services. Much of that has grown up, in part, because of the lack of information on program
If the costs of regulation -- both oversight and compliance -- can be reduced, that frees up
invest in effective programs.

Tumning the quality spotlight on local governments means identifying problems but also celeb
successes. We suggest that Minnesota establish an award for local governments that achieve excellence
in delivering or arranging local services. Like the Malcolm Baldridge award given for excelient quality
in prlivate industry firms, a state award could be a powerful extemnal incentive for local governme
excel.

In addition, it would be desirable for the state to disseminate actively information about high-quality
operations. Working with the various associations of local governments, it could establish a
clearinghouse for sharing ideas and providing technical assistance so local governments improve their
use of contracting options and develop better outcome measurement and evaluation systems.

TO SUM UP

Our goal is to create new opportunities for citizens to have influence on local services and to encoprage
local government officials to focus on policy making and to give them additional flexibility. Widgr use
of budget management -- opting-out -- provides citizens with genuine power. While intemal inceftives
still hold potential for encouraging local governments to change, we are most interested in testing the
possibilities created by external incentives. Providing options to officials to contract with newly-created
public service enterprises builds on the successful experience of the many local governments that/have
shared service arrangements and that contract with each other for services.

encouraged to focus not only on doing things right but on doing the right thing. Finally, making gny of
these approaches work depends on developing the information that enables citizens and officipls to
know what they have and how it compares.

By substituting a results-based model for the current regulatory approach, local govemmenﬂEl‘ are

29 Thus, we would apply the requirement for better reporting of performance measures to agencies mmﬁled by
appointed, not elected, officials. These agencies aren't required to hold Truth-in-Taxation hearings they
operate away from much public oversight.




WORK OF THE COMMITTEE

CHARGE TO THE COMMITTEE

The committee worked iﬁfresponse to the following charge from the Board of Directors:

Organization of Local Government Services:
Goals and Structures

Recent proposals to reduce the amount of state-collected revenue sent to local governments for
general-purpose aid and property-tax relief have given local governments and others a new reason
to reexamine how local governments are organized and how they provide local services. While a
proposal to gradually merge the St. Paul Police and Ramsey County Sheriff's departments attracted
a good deal of attention this year, this is not a new idea; other mergers have been considered in the
past.

Many local governments already cooperate in a variety of ways to deliver local services. For
example, local governments in Ramsey County, including school districts, have identified a wide
variety of functions for which they have developed formal and informal intergovernmental service
agreements.

The committee's first task would be to sort out different statements of the problem. Some argue
that the problem here is that there are too many government units in the region and too many layers
of bureaucracy, and that this proliferation of governments interferes with efficient delivery of
services. On the other hand, others say that the key issue is how to identify the best size of units
for delivering different types of services and how governments work with each other. From this
perspective, the number of local govemments or their population is a less important issue.

A League study in this area would build on work already done by the Jay Kiedrowski fiscal
committee. That group examined how state and local government services are organized and
financed, and it identified four criteria for assessing those structures: accountability, effectiveness,
economy and equity. Furthermore, that committee suggested that local governments examine how
they deliver services.

The committee should consider how each of the four criteria apply to the organization and delivery
of local services. While it will analyze approaches that emphasize achieving economies of scale by
centralizing functions, it should also consider other goals and criteria. In particular, it should also
consider the equity goal of ensuring access and should identify situations where it is desirable to
involve local residents in service development and delivery. This analysis may lead to
recommendations to decentralize delivery of certain services to neighborhood levels.

Using specific local government services as examples for study, the committee should examine
these research questions:

. When is it desirable to restructure delivery of certain public services through
centralization of those services or even consolidation of local units of government?
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. When is it desirable to decentralize service delivery responsibilities to a neighbo
or other smaller unit?

. When is it desirable for local governments to contract for services, either with
governments, with a metropolitan area service bureau formed by local governme
with private organizations?

The committee should develop criteria for identifying situations where any of the above alte:
is desirable. The committee should consider issues such as quality of service delivery, dis
from citizens, the desirability of maintaining local identity, potential economies of scale
and likelihood of implementation. It should discuss how responsibilities for identifying
restructuring is desirable and for implementing those changes should be divided between sta
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local governments. In general, the committee should not focus on govemments and servicgs in

Ramsey County, which are already the subject of several similar reviews.

COMMITTEE MEMBERS AND MEMBERSHIP

The committee met 24 times from October 16, 1991 to May 20, 1992. Under the leadership ¢

f co-

chairs Larry Bakken and Bill Blazar, these 27 Citizens League members participated actively in the

work of the committee.
Duane C. Bojack Ed McGlynn
Curtis K. Carlson Malcolm Mitchell
Charles Coskran Sharon Muret-Wagstaff
Alfred M. Dees Nancy J. Nystuen
Bright M. Domblaser Patrick R. O'Leary
Linda Ewen Edward C. Oliver
Jan Feye-Stukas Mark A. Pridgeon
Lynn Gitelis David O. Renz
John Harrington Robert Rohlf
Linc Hudson Phillip D. Ruggiero
Gary Joselyn Irma Sletten
John A. Knutson Robert A. Walker
Ted Kolderie Suzanne Zom
Scott Loveridge
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During the first part of its work, the committee heard from these presenters:

Joel Alter, Legislative Auditor's Office

Armi Armajani, Amajani Hutchinson & James Inc.
John Brandl, Humphrey Institute

Julie Brunner, Anoka County Human Services Manager
Dave Childs, New Brighton City Manager

Stanley Cowle, former Hennepin County Administrator
Earl Craig, Neighborhood Revitalization Program

Jon Elam, Maple Grove City Administrator

Joan Fabian, Ramsey County Community Corrections Director
Darin Florenz, Bryant Neighborhood

Mike Garris, LOGIS

Susan Hanson, Dakota County Social Services

Judith Hollander, Regional Transit Board
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Dan Hoverman, Mounds View District 621

Peter Hutchinson, Armajani Hutchinson & James Inc.
John James, Armajani Hutchinson & James Inc.
Dwight Johnson, Shoreview City Manager

Kevin Kenney, Hennepin County Associate Administrator
Lisa Kugler, Whittier Alliance

Dr. Burt Nygren, Mounds View District 621

John Ostlund, Mounds View District 621

Dr. Marl Ramsey, Osseo District 279

Robert Rohlf, Hennepin County Library Director
Steve Sarkozy, Roseville City Administrator

Jerry Serfling, AFSCME Council 14

Chuck Swanson, Washington County Administrator
Donn Wiski, Resolution, Inc.

The League thanks these people for their valuable contributions of time and expertise. Titles and
affiliations are as of the time of the speaker’s appearance before the committee.
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the committee.
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For titles and availability of earlier reports contact the Citizens League office, 338-0791



RECENT CITIZENS LEAGUE STATEMENTS

These statements update the League's position on key issues. To order copies, use the form in thils
report.

Health Care Access for All Minnesotans 2120-92
Testing Health-Care Workers for the AIDS Virus 12111-91
Light Rail Transit: The Regional Transit Board's Proposal to the 1991 Minnesota Legislature  1;24-91

Letter to Legislature from Community Information Committee re:

Financing at the University of Minnesota 4
Statement on Changing the Fiscal Disparities Law 1
Statement to the Govemnor & Legislature on Transportation Financing in 1988 1+04-88
Statement to Legislative Commission re: Road Financing 10
Statement to University of Minnesota Regents re: Commitment to Focus /-7-
Statement to Governor and Legislature on Innovation and Cost Control 4-8-87
Selection of a New State Commissioner of Transportation 10t
Letter to Regional Transit Board re: Metro Mobility Price Competition Ideas 612-86
Testimony to Legislature on Bloomington Stadium Site Bill 2
Letter to Regional Transit Board re: Policy Committee's Study of Metro Mobility 1
Statement to House Tax Subcommittee on Fiscal Disparities 10+31-85
Statement to Legislature on Preserving Metropolitan Tax-Base Sharing D-6-85
Statement to Legislature & Metro Council on Bloomington Development Proposal 8-
Statement to Metropolitan Council on Organized Collection of Solid Waste 4124-85
Statement to Metropolitan Council on Long-Term Care p-8-85
Statement on Transit Altematives 1
Statement on Solid Waste Disposal 1+21-85
Statement to Tax Study Commission 8
Statement on Light Rail Transit A-6-
Statement to Legislative Study Committee on Metropolitan Transit 12-15-83
Statement to Governor's Tax Study Commission 11£22-83
Statement to Minnesota's Highway Study Commission 9-29-83
Statement on the Metropolitan Council's Proposed Interim Economic Policies §-29-83
Statement to Minneapolis. Charter Commission: Proposal to have Mayor as 8

non-voting member of Council

Statement to Metropolitan Council & Richard P. Braun, Commissioner of 11 -21-83
Transportation on Preferential Treatment in I-35W Expansion

Statement to Members, Steering Committee on Southwest-University 1
Avenue Corridor Study

Statement to Commission on the Future of Post-Secondary Education in Minnesota 3—22-83

Statement to the Metropolitan Health Board
Appeal to the Legislature and the Governor 4
Citizens League Opposes Unfunded Shifts to Balance Budget %uqu-sz

Longer-Term Spending Issues Which the Governor and Legislature Should Face in 1982

Statement Concerning Alternatives to Solid Waste Flow Control o 1-12-82
Amicus Curiae Brief in Fiscal Disparities Case, filed 12-17-81
Statement to the Minnesota State Legislature Regarding the Reconstruction Project 12-14-81
Letter to the Joint Legislative Commission on Metropolitan Governance 11-13-81
Statement to Metropolitan Health Board on Phase IV Report 1-4-81
Statement to Metropolitan Council on I-35E 9-24-81
Statement to Minneapolis Charter Commission : 7-6-81
Letter to Metropolitan Council re CL. Recommendations on 1-394 ¢-23-81
Statement to the Governor and Legislature as They Prepare for a Special Session §-26-81
Statement to the Minnesota State Legislature Regarding the 5-8-81

University of Minnesota Hospitals Reconstruction Bill, as amended
Statement to the Governor and Legislature Conceming Expenditures-
Taxation for 1981-83. Issued by Tax & Finance Task Force

For list of earlier statements, contact the League office, 338-0791
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Now Available: New Research from the Citizens League

Minnesota Homestead Property Tax Review 1992
Minnesota Managed Care Review 1992

Two new research reports from the Citizens League provide useful, objective information about two
topics that almost everyone thinks about: property taxes and health care. Minnesota Homestead
Property Tax Review 1992 builds on the annual property.tax survey done by the League for the past 26
years. It includes data and trend analysis on residential property taxes in the Twin Cities area and in
citics around the state.

Minnesota Managed Care Review 1992 provides valuable information about Minnesota’s health
coverage marketplace, including health maintenance organizations, preferred provider arrangements,
and Blue Cross/Blue Shield. The report, now in its third edition also analyzes key trends in enrollment,
sclf-insurance, and management arrangements and costs. Minnesota Managed Care Review 1992 is a
valuable reference for people who need to keep up with Minnesota’s dynamic health care marketplace.

League members can buy either report for $10.00; the nonmember price is $15.00. Discounts are
available for multiple copy orders. To order your copies, please use the enclosed form or call the
League at 612/338-0791.

Do you like your data in large doses?
The computer data sets developed by the League staff in preparing its analyses are also available. The
property tax data set includes files of multi-year data on property tax rates, valuations, and calculations
of taxes on homes of different values. The managed health care files include data on health plan
enrollment, finances, utilization, etc. The sets can be used on your PCs and Macintosh computers.
Orders placed by September 15, 1992 get a $20 discount. Call the League office for details.

Public Affairs Directory 1991-1992 Now Available

The Citizens League Public Affairs Directory is a handy guide to the people and organizations in the
public, private, and nonprofit sectors that influence and implement public policy in the state. The 1991-
92 edition is now available. Call the League office to order your copies.

School Shopper Help for Parents

THE SCHOOL BOOK:
A Comprehensive Guide to Elementary Schools in the Twin Cities

Minnesota parents who are selecting schools now have a concise source of comparative information.
The School Book, A Comprehensive Guide to Elementary Schools in the Twin Cities, a new

publication from the Citizens League, is now available. The book profiles 449 public and private
elementary schools in the metropolitan area.

The book features information about each school's curriculum, foreign languages, building and
facilities, extracurricular activities, number of students and teachers, class size, use of technology,
grading system, parent organizations and communications, and services such as latchkey and breakfast.
Each school profile includes a self-description of the school's teaching philosophy and strengths.

The School Book also includes information about what to consider when choosing a school, an
explanation of Minnesota's school choice law, an application for the open enrollment program, and a
Metropolitan Council map of public schools and districts in the region. You can get a copy of The
School Book by calling the Citizens League at 612/338-0791 or by using the enclosed order form.
League members can buy the book for $10.00; the nonmember price is $12.95.
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CITIZENS LEAGUE PUBLICATIONS
PRICE LIST

MEMBER PRICE NON-MEMBER PRICE

CITIZENS LEAGUE RESEARCH
Minnesota Managed Care Review 1992

. Minnesota Homestead Property Tax Review 1992

. Public Affairs Directory 1991 - 1992
1st copy $10.00 $15.00
2 - 10 copies, each $8.00 $12.00
11 copies or more, each $6.00 $9.00

. THE SCHOOL BOOK $10.00 $12.95

(Call for discounts on quantity orders)
STUDY COMMITTEE REPORTS

1st copy FREE $10.00
2 - 10 copies, each $5.00 $9.00
11 copies or more, each $4.00 $ 8.00

— e v g — s se o o s svan

CITIZENS( LEAGUE PUBLICATIONS
ORDER COUPON

Quantity Publication Cost
S
— $__
e S
TOTAL AMOUNT OF ORDER $_____
Name
Address

City, State, Zip

Phone

a Make checks payable to Citizens League OR

a Chargeto (JVisa O Master Card O Discover
Account# Exp. Date
Signature

g Send Citizens League membershlp information

Mail this form to: Citizens League, 708 South 3rd Street, Suite 500, Minneapolis, MN 55415
Or FAX your credit card orders to 612-337-5919




WHAT THE CITIZENS LEAGUE IS

The Citizens League has been an active and effective public affairs research and education organization
in the Twin Cities metropolitan area for 40 years.

Volunteer research committees of League members study policy issues in depth and develop
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informational reports that propose specific workable solutions to public issues. Recommendations in

these reports often become law.

Over the years, League reports have been a reliable source of information for governmental officials,
community leaders, and citizens concerned with public policy issues of our area.

The League depends upon the support of individual members and contributions from businesses,
foundations, and other organizations throughout the metropolitan area. For membership information,

please call 612/338-0791.

OFFICERS 1991-92

DIRECTORS 1991-92

President Judith E. Alnes Karen L. Himle
Elizabeth Malkerson Peter Bell Bill Johnstone
Vice President Ellen Brown Bill Kelly
John Brandl John Caimns Jay Kiedrowski
Secretary Carl "Buzz" Cummins  Jean King
Beverly Propes David Dobrotka Stephen Kluz
Treasurer Jim Dorsey Wendy McDowall
Daniel Peterson Ann Sheldon Duff Dick Moberg
Kent Eklund Vivian Jenkins Nelsen
Bruce Erickson David Rodboume
Robert Erickson Laurisa Sellers
Russell Ewald Thomas H. Swain
Fred Finch Carol L. Thacher
Sara Gavin David Ziegenhagen
Jane Gregerson Nancy Zingale
Milda Hedblom
STAFF PAST PRESIDENTS

Executive Director

Lyle Wray Francis M. Boddy Greer E. Lockhart
Associate Director Alan R. Boyce John W. Mooty
Allan Baumgarten Ronnie Brooks Arthur Naftalin
Research Associate Charles H. Clay Charles Neerland
Jody Hauer Eleanor Colbormn Norman L. Newhall, Jr.
Finance Director Rollin H. Crawford Wayne H. Olson
Philip Jenni Carl "Buzz" Cummins  Leslie C. Park
Legislative & Waite D. Durfee Malcolm G. Pfunder
Communications Director John F. Finn Wayne Popham
Peter Vanderpoel Richard J. FitzGerald James R. Pratt
Administrative Staff David L. Graven Leonard F. Ramberg
Dawn Latulippe Walter S. Harris, Jr. John A. Rollwagen
Joann Latulippe Peter A. Heegaard Charles T. Silverson
Interim Editor, Minnesota Journal James L. Hetland, Jr. Archibald Spencer
Dana Schroeder Terry Hoffman Thomas H. Swain
B. Kristine Johnson Peter Vanderpoel
Veme C. Johnson Frank Walters
Jean King John W. Windhorst

Charles S. Bellows

Stuart W. Leck, Sr.



Citizens League

€l

708 South 3rd Street, Suite 500

Minneapolis, Minnesota 55415
612/338-0791

MEMBERSHIP APPLICATION

I will join at this level:

Name Home Phone DONOR: $1,000 or more Q
SUSTAINING $500 - 999 Q
Address CONTRIBUTING $75 - 199 Q
*FAMILY $50 Q
City State Zip INDIVIDUAL $35 Q
FULL-TIME STUDENT $20 Q
Employer Work Phone BUSINESS $150 Q
Referred by:
Position FAX #
Membership is tax-deductible and includes a
Employer's Address one-year subscription to the Minnesota Journal
Send Mailto: O Home Q Office
; *Family membership entitles you to a second Minnesota
*S
pouse Information Journal. Please indicate the name and ad of the
Name recipient.
Employer
Position Work phone
Work Address
Join the Citizens League and help make things happen
IMPACT Being a member of the Citizens League means you care about what happenps in Minne-
sota and believe that good public policy depends upon an informed cmz;mly League
members can join citizen research committees that help to shape public palicy. Member-
ship also offers these additional benefits:
PUBLICATIONS Minnesota Journal — 22 issues a year of timely public affairs news, analysis and
' commentary, including the League's annual property tax survey.
*  Minnesota Managed Care Review 1991 -- Important information and aquysis for
people working in Minnesota's dynamic health care marketplace.
*  Minnesota Homestead Property Tax Review 1991 -- The League's annud] analysis of
residential property taxes in the Twin Cities area and other Minnesota ci
Public Affairs Directory — a handy listing of agencies, organizations and officials
involved in making and implementing public policy.
»  The School Book — a comprehensive guide to elementary schools in the Twin Cities.
+ Citizens League reports — full reports and statements on topics studied — free copies
are a benefit of membership.
MEETINGS » Mind-Opener breakfast meetings — every Tuesday from Labor Day tq Memorial Day,

public officials, community and business leaders discuss and debate tim

y issues.
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