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All city governments implement. 
They pump water, they fix streets, 
they pickup trash, etc. But do they 

implement in an efficient and 
effective manner? That is the real 

challenge for city managers. And it 
is best addressed by adequately 
preparing for implementation. 
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Foreword 
 
  
 The purpose of this booklet is to improve your understanding of how to efficiently and 
effectively implement City Council policy, directive, authorization, etc. 
 
 All city organizations have some combination of personnel, equipment, expertise, and other 
resources, both internal and external1, most of which are involved to some degree in implementation 
for producing a public good or service per City Council policy. All city organizations implement 
something. They pump water, they fix streets, they pickup trash, they mow parks, they repair water 
leaks, etc. Hopefully they do this in an efficient and effective manner, but it could as easily be 
inefficient and/or ineffective.  
 
 My point is that implementation per se is not enough, because even the most poorly managed 
city organization implements something. The goal of city management must not be only to implement 
Council policy, but to implement it in an efficient and effective manner. This is your challenge as a 
city manager. And the best way to efficiently and effectively implement is to properly prepare for 
implementation. That is my purpose in this paper – how to prepare for implementation. 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
James Thurmond 
Missouri City, Texas 
January 2006 

                                                 
1 Managers must be aware of implementation through “externalization” which is another approach for providing public 
goods or services. It is the outsourcing of functions and relying on alliances or contracts for essential goods and services. 
(Scott, 2003, p. x) 

Caution 1: City management is more than efficiency and effectiveness 
 While this booklet emphasizes efficiency and effectiveness in implementation, they 
are not the only criteria for judging performance in local government.  City managers must 
also consider other criteria such as public participation, equal treatment and equal 
opportunity for different constituencies in the community, and openness of internal 
operations to public scrutiny. More importantly, democracy requires that city managers be 
responsive to popular control via the elected city council. I call these other criteria “public 
service values,” because they are not applicable to private business. So, there is more to city 
management than just private business’ efficiency and effectiveness. 
 
 There is always tension between the values of efficiency and effectiveness and the 
values of public service. City managers must consider efficiency and effectiveness in 
implementation, because there are limited public funds for producing public goods. At the 
same time, managers must be aware of public service values, because they are the basics of 
democratic government. It is a delicate balancing act between the two sets of values within 
the city organization. 
 
 The best way to maintain the balance is for the city manager to focus on efficiency 
and effectiveness while the city council focuses on the public service values. Of course, 
both manager and council must be cognizant of both sets of values.  
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Implementation – Getting the Job Done 
In City Government 

 
The business of announcements is often very different than the business of implementation. That 
very often means that in the council-manager system, one person comes up with the idea, but 
then the implementation is left to a terribly overburdened city staff to manage.2 
 
Implementation, under the best of circumstances, is exceedingly difficult.3 

 
 “Implement the policy” sounds like a simple directive from the city council to the city manager. 
All the manager must do is take a policy and carry it out. So, what’s the problem? 
 
 The public and many elected officials have such feelings about policy implementation. Just 
implement the policy, no big deal. If you can’t implement, then you are a bad manager. They fail to 
realize that what happens in the council meeting is little more than words on paper until it affects the 
behavior of street level workers and ultimately, the target citizens.4 
 
 In city government, policy making is a prerequisite for  implementation. Before a policy can be 
implemented, the city council must take some type of action – e.g., adopt a policy, issue a directive, 
authorize a program, etc. – so that the city manager has something legitimate to implement.  Also, the 
policy makers may even dictate the type of policy tools for use in implementation. Policy tools include 
procedures, regulations, public investments, fees, permits, fines, privatization, and prohibition. Policy 
tools may be selected by the policy makers (i.e., the city council) and/or the implementers (i.e., the city 
manager or department heads).  They can strongly influence the success or failure of implementation. 
 
 The implementation of policy is frequently more difficult than policy making even though most 
of the press coverage and academic research is on the policy making process. In fact, “creative people” 
and “idea people” involved in policy making receive most of the praise and glory while the “nitty 
gritty” implementers are taken as a given, because it is assumed that implementation can be 
accomplished by anyone. And if something goes wrong with the program, it is usually the 
implementers who are identified as the culprits and not the policymakers, because of the assumption 
that all policy is easily implemented. (See Caution 2, page 2) I certainly disagree with this entire 
perspective which places policy makers on a pedestal. In fact, I frequently told elected officials and 
citizens that “ideas for new city programs or approaches to administration were a dime a dozen,” 
because the bottom line in a successful city organization was implementation. Without 
implementation, ideas were just that, ideas! Implementation stands alone in ensuring that management 
strives through operations to achieve the council’s objectives. 
 
Implementation – What is it? 
 
 Implementation is how your city organization moves from the policy adoption – i.e., the city 
council’s directive – to the finished public service. It happens between the input of personnel, supplies, 
knowledge, equipment, and policy and the output of public goods or public services? (See Figure 1.) 
 

                                                 
2 Davidson, Bruce (1989, May 28) San Antonio Express. 
3 (Pressman and Wildavsky, 1973), Ingram, Helen, p. 465. 
4 Sabatier, Paul A (1991) p. 151. 
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 Implementation means to carry out (the public policy), accomplish, and give it practical effect 
and ensure its actual fulfillment by concrete measures.5 It is easy to define, but even under the best of 
circumstances, it is exceedingly difficult to accomplish. 
 
 

 
    
How to Implement 
 
 The city organization is simply a group of people working in a systematic manner to 
accomplish a task better than either an individual or an unorganized group could accomplish the same 
task. Your job as manager is to motivate, influence, lead, direct, etc. this group of people to implement 
in an effective and efficient manner. And this is no easy job. 
 
 
 
 
 
 
 
 
 
 
 
 
                                                 
5 Webster’s Seventh New Collegiate Dictionary, G & C Merriam Company, Springfield, MA, 1963 

 
Implementation 

Output 
streets, public 
safety, 
recreation, 
zoning, safe 
drinking water, 
clean water, etc. 

What happens here? 
Is it efficient and effective? Is it 
fair to citizens? Is it just? Is this 
what the elected officials want? 
These are what a city manager 
must know. These are the 
essence of city management in 
a democracy. 

Figure 1 – What happens in implementation? 

Employees 

Equipment, 
Supplies, and 
Knowledge 

Policy 

Outsourcing 

Caution 2: Implementation Failure 
 Regardless of what the public or the council may think, failure to implement is 
not always the result of managerial failure. In fact, implementation is only one reason 
why policies do not succeed. Implementation is frequently used as the reason, because 
it is in the limelight, failure is more obvious than success, and implementers are 
usually lower in the hierarchical power structure and more susceptible to blame. 
Another reason is policy design, or the failure of the city council to formulate a 
program which has any possibility of being successful. In other words, the council’s 
policy may be the culprit. So, don’t always unquestioningly accept the blame for policy 
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 All managers learn early in their careers that “putting out fires” is the most expensive and 
ineffective mode of operating a city, because fires inherently are unplanned and require your utmost 
attention at the expense of other activities. Putting out a fire is nothing more than a customized service 
for your citizens and customized services, just like custom built houses or custom built automobiles, 
are more expensive compared to “specification” houses or mass produced automobiles. 
 
 Andrew Grove, the founder of Intel Corporation, used the terms “Factory” and “Job Shop” to 
distinguish between mass production and custom production. In this paper, I use “Community Job” and 
“Individual Job,” because the focus is on city government and public goods and services. A 
Community Job is characterized by mass production, a delayed response, and lower cost while an 
Individual Job can best be described as a special, customized job requiring an immediate response and 
with a very high cost. (See Table 1) Obviously, the rationale is that work in a city organization is most 
efficient and effective in the Community Job mode.6 
 

Table 1 -- Characteristics of Community Job and Individual Job 
Community Job Individual Job 

Mass production Customized production 
Delayed response Immediate response 
Lower cost Higher cost 
More citizen complaints 
about timing of response 

Less citizen complaints about 
the timing of response 

 
 After reading Grove’s book, High Output Management, in 1985, I realized that his approach 
coincided with what I had been intuitively practicing in Cleveland and Uvalde based upon my job 
experiences. As a result, I emphasized even more the Community Job mode for my city organizations. 
I taught this concept to my department heads. I developed lists of Community Job outputs produced by 
the city. I did the same for Individual Job outputs. (See Table 2) I insisted on the batching of work 
orders. I emphasized the Community Job mode even as customization – i.e., the Individual Job – was 
being hailed by others as the future of city services due to improved technology. 
 
 With the advances in information technology over the last 15 years, there has been much talk 
about customizing (i.e., individualizing or individual jobbing) all city services. Such customization 
may be possible in some city services, because information technology facilitates the customization of 
tasks such as publishing, producing videos, controlling inventory, corresponding, engineering design, 
and administering the preparation and batching of work orders. Information technology, however, 

                                                 
6 Grove, Andrew S. ( 1985) High Output Management, NY: Vintage. 

(Continued) Caution 2: Implementation Failure 
failure. Investigate for the real reasons so that the problem can be solved. (Linder & 
Peters, 1987, p. 461) 
 Obviously, you should point out to the council any potential flaws in its 
proposed policy, but frequently the council adopts policy in spite of its flaws, because it 
wants to demonstrate its responsiveness to public issues or its activity; it actually 
disagrees with you and believes that its approach will work; or it is purely a political 
payoff. Regardless of its reasoning, the point is that councils will adopt policies without 
any concern for their implementability. 
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cannot absolutely replace the street level “sweat equity” needed to actually implement a project or 
produce a public good.  
 
 Information technology facilitates work order administration by transmitting the work order to 
the work crews much quicker than hand processed systems for addressing a citizen’s complaint. 
Information technology cannot, however, actually repair a pothole or pickup missed trash. These 
require the sweat equity of the street level workers. And it cannot control the geographical distribution 
of citizen complaints or the types of problems as to make customized service more efficient than mass 
production. For example, one complaint may be in the north part of the city, another in the south, while 
some are in the day and others at night. One complaint pertains to water pressure, another pertains to 
the water bill, while still another concerns water taste. Given the variety of complaints, the infinite 
number of city problems∗, and the ever present constraints on city resources for addressing problems, 
there will always be a need for the Community Job mode. So, the Community Job mode is a fact of life 
given the nature of city problems and limited resources. This is good, because the Community Job 
mode ensures that the sweat equity of street level workers is applied in a more efficient and effective 
manner. Consequently, you should make your city organization take on the characteristics of a 
Community Job and not an Individual Job.  
 
 Also, the Community Job mode must not cause the citizen to think that her problem is 
considered insignificant by the city. This is always a risk in the Community Job, because in its mass 
production mode of operations, city worker – citizen communications can sound impersonal and/or 
indifferent. You must remember to treat the customers in a customized manner, because mass 
production in customer relations can create bad will. (See Caution 3) You cannot tell citizens that their 
request for service is not a priority or not as important as that request in another part of the city. You 
just listen to their problem, explain the city’s policy on such problems, and tell them you will address 
the problem by a certain date or that the work order is in the pipeline. Of course, if the problem is 
really an emergency then it is treated as an Individual Job. 

 
 While the Community Job mode may be the best approach for addressing a problem, political 
realities can very easily convert the Community Job into an Individual Job. Without warning, citizen 
complaints can drastically alter a city’s priorities, because of intense pressure on elected officials. This 
                                                 
∗ The potential number of city problems is a function of the number of public services provided by a city. For example, 
Uvalde’s public services included airport, fairgrounds, golf course, John Nance Garner Museum, cemetery, Civic Center, 
water, gas, and wastewater, parks, industrial park, etc. The potential for citizen complaints was much greater in Uvalde than 
in Missouri City where there was no city airport, fairgrounds, golf course, museum, cemetery, utilities, or industrial park. 

Caution 3: Bedside Manner 
 The importance of “bedside manner” in relations with citizens cannot 
be over-emphasized. Bedside manner is a metaphor from the healthcare 
profession for their interpersonal relations with patients. It can be good, and it 
can be bad. For example, one doctor’s mannerism and communication style 
may offend the patient while another doctor delivering the same message will 
make the patient laugh or feel at ease, because of more personal and 
empathetic communications. The same applies to public officials in their 
dealings with citizens. The key is treating each citizen as a unique and special 
individual with a special problem. Bedside manner cannot be mass produced in 
the Community Job mode. (See “Say No” page 11) 
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usually happens as a result of a well publicized citizen complaint voiced at a council meeting or when 
a group of citizens besiege their councilmember. Then instead of addressing a request for service in the 
Community Job mode, you are forced to treat it as an Individual Job. In a way, it is an emergency, 
because the democratically elected council has so declared. 
 
        Table 2 -- Examples of City Tasks in the Community Job and the Individual  Job Modes 

Community Job 
(Tasks you should strive to address in the  

 Community Job Mode) 

Individual Job 
(Individual Jobs result if Community mode is not 

followed or is ineffective) 
Applying daily soil cover at the sanitary landfill Applying soil cover at the landfill in response to 

State directive 
Batching building inspections with 24 hour 
notification requirement 

Inspection with a 30 minute notice 

Checks prepared twice per month  Check prepared on demand 
Cleanup of civic center during non-use hours Preparation of civic center for a convention 
Developers meeting with city staff on scheduled 
meeting date 

Developers meeting on demand – when they walk in 
the door 

Engine preventative maintenance Engine overhaul due to engine failure 
Fertilizing city flower beds per schedule Fertilizing city flower beds on demand of the Garden 

Club’s request 
Filing documents Filing on demand 
News release and/or paid advertisements 
announcing new city policies 

Providing individual responses to callers about new 
policies 

Patrolling for unleashed animals Picking up dead animal off the street 
Police crime prevention program Investigating a crime 
Police running radar for speeders Investigating a traffic accident 
Portable street barricades and proper warning 
signage ready for placement in an emergency 

Preparing signage and gathering barricades after the 
emergency has occurred 

Preventative maintenance on motor vehicles, air 
conditioning, buildings, etc. 

Motor failure and repair 

Utility Office response to a citizen inquiry using 
a standardized response 

Response to a citizen inquiry in an off the cuff 
manner 

Water main scheduled  replacement Repairing water leak 
 

 

C
iti

ze
n 

C
om

pl
ai

nt
s 

 
Work Order 

Administration 

Batching 

Individual Job

Individual Job

Individual Job

Community Job 

Problem 
Addressed 

Figure 2 – Community Job and  Individual Job operations co-exist in a city organization 
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 A city organization must operate in both modes as illustrated in Figure 2 above, because the 
very nature of city services dictates that not all city tasks can be in the Community Job mode. There is 
no way to plan a fire call, a major water break, a sewage stoppage, or a council’s political decisions, all 
of which do not fit the Community Job mode. So, some Individual Job operations are necessary, and in 
fact will always exist. See Table 3 below for examples of unavoidable Individual Jobs. Regardless, a 
manager’s goal should be to perform most work in the Community Job mode, because it is the most 
efficient. 
 

Table 3 -- Examples of Unavoidable Individual Jobs 
Situations where the Individual Job is Unavoidable 

City Activity Why the Individual Job is needed 
Traffic signage knocked down and must be re-
installed immediately 

The public’s safety and city’s  liability are at 
stake. 

Marking cemetery burial spaces When people die, they must be buried when the 
family decides. 

Accidents and crime scenes Traffic accidents and crimes are random 
events. 

Traffic signals malfunctions The public’s safety and city’s  liability are at 
stake. 

Mandate from the state, feds, or courts 
declaring that a problem should be addressed 
immediately 

The city has no say in the scheduling. It cannot 
be batched. 

Computer system down Batching not possible. All city work is 
dependent upon the computer system. 

City Council directive declaring that a problem 
should be addressed immediately 

Batching is usually not possible with a Council 
edict unless it pertains to a large number of 
similar problems. 

Equipment malfunctions – sewer lift station, 
water wells, booster pumps, emergency 
vehicle, etc. 

Even properly maintained equipment will 
malfunction. The public’s health and safety and 
city’s liability are at stake. 

Wastewater collection lines stoppages Line stoppage happen due to tree roots, old 
deteriorated lines, overloading, etc. The 
public’s health and city’s liability are at stake. 

Water and sewer taps Customers pay for taps to water and sewer 
mains to coincide with new construction on a 
fixed schedule. In a slow growth city, batching 
is impossible. 

 
 Surprisingly, in the short run, it is easier to work in an Individual Job mode, because all you 
must do is either wait for a crisis to happen or respond to a citizen complaint. Then you can easily 
defend your actions in the Individual Job mode, because you can claim that you are emphasizing 
customer service by responding to citizen requests immediately. In other words, you figuratively wrap 
yourself in the cloak of customer service to justify your inefficiencies, and dare anyone to question 
your managerial skills. 
 
 You do not, however, take the time to plan and prepare in the Individual Job mode. You 
basically ignore both potential problems and main events, which is why some supervisors always 
submit their budgets or agenda background material late even though the budget calendar and agenda 
calendar are known months in advance. Also, that is why some supervisors are not even prepared for 
annual events such as city festivals, parades, the police department’s National Night Out, annual 



 9

cleanups, etc. They claim that they are too busy and do not have time to plan, but by their very act of 
not planning, they make themselves busier and always fall further behind. Unless they take the time to 
plan and prepare, they will always be in the “chicken or the egg” situation – i.e., which comes first? No 
planning and then a crisis or a crisis followed by not having time for planning? Both ways, the 
organization is inefficient and ineffective, and the citizens suffer. (See Figure 3) 
 
 
Figure 3  -- Which comes first, no planning and then crisis, or crisis and then no planning? 
 

 
 
  
 Even for the unavoidable city tasks and problems listed in Table 3 above – i.e., fire calls, water 
main breaks, or sewage stoppages that can never operate in the Community Job mode -- contingency 
plans would improve the efficiency and effectiveness in unavoidable Individual Job operations. For 
example, when the water department responds to a water main break, it is a Individual Job operation 
due to the fact that the water break is unplanned and requires the immediate redeployment of personnel 
and equipment from another job or from off-duty if in non-work hours. Once the repair crew is on the 
site of the break, however, then it applies the contingency plan which makes the Individual Job less 
costly and time consuming.  A contingency plan would ensure that repair supplies are stored in a 
convenient and well known location, and that maps of the water system identify the location of cutoff 
valves so that the break can be isolated and repaired.   
 
Actions Required for the Community Job Mode 
  
 The Community Job mode requires preparation in order to lower the probability of the 
Individual Job mode. Preparations are achieved through the following four steps: 7 
 

Preparations for the Community Job Mode 
1. Forecasting and Planning: Intuitively most people believe that activities go smoother with 

planning, but they may not really understand how to plan in the work environment. The best way to 
plan is to develop a calendar of “known main events, non-time critical projects, and potential 

                                                 
7 Grove (1985) pp. 63-70. 

No Planning 
Happens, because I ‘m 

working on a crisis 

Crisis 
Happens because I 

did not plan. 

No Planning 
Happens, because  

I ‘m working on a crisis 

Crisis 
Happens because I 

did not plan. 
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problems.” Planning requires forecasting known main events, which will occur whether planned or 
not and regardless if you even want them to occur. Once you have identified the known main 
events then you break them down into projects, which are “non-time critical” if they are properly 
forecast and planned. Please note that with poor planning, non-time critical projects become “time 
critical,” because they are rushed at the last possible moment to meet the deadline. Poor planning 
leads to time critical projects that require Individual Jobs. 

 
Table 4– Examples of Known Main Events and Non-Time Critical Projects 
 

Known Main 
Event 

Non-Time Critical Project Explanation 

Bi-weekly City 
Council Meetings 

Agenda background preparation 
Agenda packet compilation 
Agenda staff meeting 

Regular City Council meetings are 
set by law and the schedule is 
known in advance.  

Annual Budget 
preparation 

Preparation of revenue estimates 
Departmental submittals 
Staff budget meetings 

Budgets must be adopted before the 
end of the fiscal year, and the 
schedule is set several months in 
advance. 

Annual City elections Preparation of polling places 
Training of election officials 
Obtaining election supplies 

Regular city elections are set by law 
and known in advance. 

Annual High School 
events 

Home football games 
Homecoming parade 

School districts publish annual 
calendars which make events such 
as football games and homecoming 
parades known in advance. Usually 
school events require more police 
officers for traffic and crowd 
control. 

Annual city events Preparing parade route, setting up 
booths for celebrations, 
scheduling workers, and 
advertising. 

City festivals, celebrations, and 
parades are known in advance 

Mandated deadlines Preparation of monthly 
wastewater discharge reports to 
regulatory agencies, annual traffic 
stop information to the state, and 
annual training hours for skilled 
employees 

Most mandates are well-known. A 
new mandate may initially create 
surprises and a job shop operation, 
but not after the 1st year when it can 
be forecast.  

  
 Consequently, the well managed city organization will be prepared for these known main 
events and their related non-time critical projects. Time is not the overriding consideration in their 
implementation, because you know about them in advance and are prepared to implement them in a 
non-time critical fashion. See Table 4 for examples of known main events and non-time critical 
projects and Table 5 for city department examples. 
 
 You plan for non-time critical projects so that you can work on them in a scheduled and 
systematic manner, and avoid the potential problems which would require Individual Job 
operations. Please note that addressing the known main events is a given, because as the city 
manager you have no choice – i.e., the city council will meet, the annual elections will be held, the 
budget will be prepared, the Friday night home football game will be played, etc. 
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 Problems in a main event may occur for the following reasons: 
• When something unexpected happens beyond your control; 
• The forecasting and planning for a main event was inadequate; or  
• The main event is not implemented properly.  

Whatever the reason, the problem must be handled immediately regardless of your priorities, 
preparation, or preferences. This means an Individual Job operation is required. See Table 5, 
column 4 for a list of potential problems examples. 
 

 Table 5 Examples of Main Events by Department 
 

City Dept 
 

Main Event 
Non-Time Critical 

Projects  
(Should be handled in 
Community Job mode) 

Potential Problems 
(Requires the 

Individual Job mode) 

Animal 
Control 

Weekly euthanasia Patrolling for stray 
animals 

Rabies outbreak 

Code 
Enforcement 

Spring Cleanup, 
neighborhood drives 

Patrolling for violations Neighborhood housing 
deterioration 

Finance Monthly payments, budget 
preparations, & audit work 

Filing Computer failure 

Fire Meeting training 
requirements, Fire 
Prevention Week 

Equipment preventative 
maintenance, Citizens 
Fire Academy 

Fighting fires 

Golf Tournaments, applying 
fertilizer in Spring 

Mowing, equipment 
preventative maintenance 

Grass rot  

Parks City sponsored festivals, 
Little League season 

Mowing and painting Equipment failure 
during a festival 

Police Christmas shopping season 
and grand jury appearances 

Patrolling for crime, 
running radar for traffic, 
inspecting homes for 
security 

Investigating crimes and 
traffic accidents 

Solid Waste Applying daily soil cover Picking up trash Missed trash pickup, 
landfill catches fire, 
equipment failure 

Shop Annual vehicle inspections Preventative 
maintenance, 
recordkeeping, and fuel 
dispensation 

Equipment failure 
requiring an overhaul, 
flat tires, 

Streets Annual asphalt street seal 
coating, annual concrete 
street spot repairs 

Mowing ROWs, sealing 
joints, patching potholes 

Wet weather potholes, 
utility cut failure, 
vandalized sign repair 

Wastewater Monthly discharge reports 
to state 

Mowing, painting, sludge 
disposal 

Pump failure, line 
stoppages,  

Water Summer peak pumpage Mowing, painting, pump 
preventative maintenance 

Contaminated water 
supply, drought 

 
 
2. Say “No”: The ability to say “no” is an absolute necessity for managing a large number of public 

services, which generate an almost infinite number of citizen requests for services. Otherwise, you 
will be constantly operating in the Individual Job mode as you immediately respond to citizen 
complaints. There are two ways to look at saying no: First, the organization’s time is a finite 
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resource, and by saying “yes,” you are saying “no” to something else.8 Second, it is much easier to 
retreat from an initial response of “no” than it is to change an initial “yes” to a “no.”  If you say 
“yes,” the citizen’s expectation is that something will be done, and if you change your answer to 
“no,” then you have over-promised and under-delivered, which is not a wise course of action.∗ 

 
 Mostly the ability to say no requires explaining to the public that instant gratification and 
immediate response are not possible and that a delay is necessary. Examples of saying no in a 
friendly “bedside manner” include the following: 

• No, we cannot patch your pothole today, but we have a street repair crew working in your 
area of the city and they should be there within the week. 

• No, the improvements to the soccer field cannot be made, because it is not in the budget. I 
will bring the soccer field’s needs to the attention of the Parks Board for consideration in a 
future budget. 

• No, we cannot repair the water main leak in front of your house today, because we have a 
major leak, which is gushing thousands of gallons of water, in another part of town. While 
your leak does concern us, it is losing water at the rate of about 2 gallons per minute and is 
not a major loss of water. It will not affect your water bill. We will fix your leak as soon as 
we get this other break repaired. Thanks for your patience. 

 I am not claiming that such explanations for no’s will make the citizens happy, because they 
will not. But at least the citizen has a firm and understandable answer to his or her problem. The 
key is delivering the “no” in a courteous way without sounding as though you are minimizing the 
citizen’s problem. (See Caution 3, page 6) Also, you must fulfill your commitment to do what you 
said you would do. 
 

3. Batching of Work Tasks: The batching of similar tasks enables the tasks to be worked in the 
Community Job mode. The best way to do this is through the work order system, because similar 
tasks are easily batched and assigned in a systemic manner. When batching work use the following 
checklist as a starting point for finding similarities: 

• What should be accomplished? 
• When? 
• Where? 
• How? (type of equipment, personnel, and supplies) 
• Any inter-governmental coordination required? (county, state, special district, and/or other 

city) 
• What happens if weather interrupts the schedule? 

Check for similarities – what needs are similar? What completion dates are similar? Locations? 
Types of equipment? Weather constraints? 

 
 Unless handled properly, the work order system can bog down in a system that is operated as 
an Individual Job rather than a Community Job. You must batch your work orders so that your 
organization can handle similar tasks in a Community Job mode of operation. Below are listed 
three basic approaches to batching: 
 

                                                 
8 Grove (1985) p. 65 
∗ Some managers might suggest the opposite approach of “under-promising and over-delivering,” but I believe that it is best 
to give conservative estimates and limited commitments while not trying to mislead the citizens. 
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• By geographical area of the city: As shown in Figure 4, this is one of the easiest, because you 
simply batch work orders by location in the city. For example, the street crew will work the 
northeast quadrant this week and the southeast quadrant next week. The problem is that even 
though tasks may be located in the same area, different equipment and skilled personnel may be 
required. 

 
 

• By type of Equipment and Personnel Required: This batching method is logical, because 
batches include similar tasks, equipment, and personnel. When combined with geographical 
location, it is very efficient. 

 
                Table 6– Batching Work Orders by Type of Work and Equipment 

Type of Work Equipment Needed Personnel Needed 
Drainage ditch 
dredging 

Gradall and dump trucks Gradall operator, dump truck drivers, 
workers, and traffic control workers 

Street pothole 
patching 

Flatbed truck and steel wheeled 
roller 

Truck driver, workers, and traffic 
control workers 

Quarry work Front end loader and dump 
trucks 

Loader operator and dump truck 
drivers 

Software conversion 
for PCs 

Software kits and standby PCs Technology worker 

Copying Copier, collator, stapler Office worker 
 

• By Seasonal Considerations: Batching based upon the weather requires more planning and 
decisions on non-priority projects, because the weather is unpredictable. You must have 
projects identified and ready for implementation depending on the weather conditions. For 
example, you do not assign street sign repair during dry weather but save them up for wet 
weather when they can be worked on from the edge of the pavement. During a long dry spell, 
the accumulation of street name sign requests may increase, but you still wait for the wet 
weather before working on them. (See Table 7) 
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                               Table 7 – Batching by Weather Conditions 
Weather 

Conditions 
Type of Work 

Cold Inside work such as sign and barricade repair, painting 
interior walls, water and gas meter repairs, and equipment 
cleanup. 
 
Street sign installation, stockpiling of street aggregate, 
cleaning drainage inlets, and tree pruning. 

Warm - Hot Asphalt street sealcoating, concrete street joint repairs, 
outside painting, water main construction, and sidewalk 
repairs. 

Wet Same type of work as for cold weather (See Above).  
Engine maintenance, safety films, training, inventory of 
drainage problems, drainage inlet cleaning, and windshield 
survey of visual obstructions at intersections. 

 
4. Standard response: The standard response is the mass production of responses to citizen inquiries 

about city operations, issues, policies, etc. The standard response may be nothing more than paper 
handouts explaining policies or a message on the city’s website or community television station. 
Also, it could be a press release or even a paid advertisement in the newspaper.  

 
 Regardless of its medium, the standard response is an effort to reduce the number of citizen 
inquiries that the city might receive in response to any problem or issue. For example, when the 
price of natural gas doubled in the early 1980’s and fluctuated monthly, the City of Uvalde simply 
passed the cost of natural gas through to the customer instead of amending the gas rate every few 
months. Of course, this was confusing and citizens were especially upset during the winter months 
when gas usage was the highest. In order to assist the utility office clerks in responding to citizen 
inquiries, we used simple paper handouts for the citizens and press releases for the news media 
explaining how 75% of the bill was directly attributable to the cost of gas. While this did not stop 
complaints, it did eliminate many customized explanations about the gas bill. The same principle 
can be applied to any city service. For example, the Missouri City Public Works Department 
provides a variety of brochures on typical citizen questions concerning such city activities as stop 
signs, rules for sidewalk repairs, traffic control signs, mosquito spraying, etc. These same 
brochures are also available from the city’s website. 

 
 Standard responses will not eliminate the need for individual responses to citizens, but they will 
reduce the number of such responses and they ensure that city employees are aware of the city’s 
official position. 
 
 Following these four steps will help you implement in the Community Job mode, but even with 
preparation, the Individual Job situations will never completely disappear. They will continue to 
occur either through their unavoidability or through your failures to achieve the Community Job 
mode. While your goal is to operate more in the Community Job mode than in the Individual Job 
mode, realistically you understand that Individual Jobs will happen. 
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Conclusion 
  
 You should strive for more operations in the Community Job mode while realizing that some 
Individual Job operations are necessary and will always exist. There is no exact percentage on what 
constitutes a good balance between Community Jobs and Individual jobs in city operations, but the 
scale should tilt to the Community Job mode side. 
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