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T his  guide is  intended to be read online.  Its  companion s ite,  T he Humphrey School of Public 
Affairs  Local Government Innovations  Webs ite,  includes :   
• Articles  and chapters  of book s  hyperlink ed in the tex t 
• More detail on the ex amples  used in the tex t and additional ex amples  
• A dis cus s ion board for readers  to ask  questions  and help others  
• Useful videos  
• Past winners  of the Minnesota Local Government Innovation Awards  

 
Any word or phrase underlined in blue is  hyperlink ed to the s ource document(s ).  T o access  the 
content,  place your curs or on the word or phrase,  hold down the "control k ey” and hit "enter. " 
 
Sections  of this  guide can be read individually,  but it's  best to go through the first three chapters  
before jumping ahead.  
 
Suggestions  on how to mak e this  "living" guide better are always  appreciated.  Send your 
thoughts  to the Public and Nonprofit Leadership C enter.   
 
Any city,  county,  or s chool that has  implemented s ignificant innovations  and redes igns  may 
s ubmit an application for recognition.   
 
Nominations  are due to the Public and Nonprofit Leadership Center  annually by the end of 
January.  T he best nominations  will be recogniz ed with awards  at a ceremony in April and 
inclus ion in the listing of innovations  on the Humphrey’ s  School of Public Affairs  Local 
Government Innovations  Website.   
 
Local Government Innovation will be the s ubject of blog postings  on PubT alk ,  the Public and 
Nonprofit Leadership Center’ s  blog.   Users  of this  guide will be able to post comments  and 
questions  that will be moderated by center s taff.  

http://www.lgi.umn.edu/�
http://www.hhh.umn.edu/centers/pnlc/�
http://www.hhh.umn.edu/centers/pnlc/�
http://www.lgi.umn.edu/�
http://www.lgi.umn.edu/�
http://blog.lib.umn.edu/pnlc/pubtalk/�
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The purpose of this 
guide is to assist 
local elected and 

appointed officials in 
finding new and 
better ways to 
deliver public 

services. 

You,  as  a local government official,  just found out that the 
Minnes ota legis lature and governor enacted cuts  this  s es s ion 
that will reduce your revenue by 1 2 . 3  percent this  year and 
1 3 . 5  percent nex t year.  What are you going to do? 
 
T o balance the budget last year,  you cut out "ex tra activities , " 
reduced staffing,  and froz e s alaries .  How are you going to find 
another 2 5  percent without cutting k ey s ervices ? 
 
When faced with a s imilar problem,  cities ,  counties ,  and s chools  
throughout Minnesota have refus ed to let the traditional 
approach of tax  increas es  and s ervice cuts  be their  only 
res pons e to budget s hortfalls .  Instead,  they have chos en a path 
of innovation and service redes ign.  For ex ample:  
  
• Ros eville implemented a fals e alarm charge  
• 27 counties across the state formed joint powers agreements 

to purchase health care for low-income people and 
coordinate health care, public health, and social services 

• T he Forest Lak e School District is  integrating a charter s chool 
into its  options  for s tudents   

• New Mark et and Elko cons olidated their  cities  
• Rice C ounty formed a coalition of 1 4  nonprofits  to improve 

nutrition among low-income families   
• White Bear School District provides  art education and 

enrichment through a collaboration with a nonprofit 
• Dilworth created an ultra-high-s peed telephone 

communication s ervice for emergency communications  
• North Mank ato allowed the local s occer as s ociation to build 

new s occer fields .  
 
Minnes ota’ s  new normal 
Over the nex t decade,  Minnesota cities ,  counties ,  and s chools  
face challenges  as  difficult as  anything they’ ve faced s ince the 
Great Depres s ion:  
 
• Rapidly aging and increas ingly divers e population 
• Slumping hous ing mark et 
• Global economic s lowdown 
• Rapidly ris ing healthcare costs  
• Increas ing energy prices   
• Ris ing federal government deficit 
• Slower-growing Minnes ota economy 
• Declining student achievement  
 

  

I. Introduction 
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T hes e challenges  will s low the growth of s tate income and s ales  
tax es  that have traditionally been us ed to s upport aids  to local 
government.  T he Minnes ota Budget T rends  Study C ommis s ion 
found that Minnesota has  a s tructural budget deficit that won’t be 
res olved by a return to a better economy.  Local property tax  bas es  
are s tagnant and less  federal aid is  lik ely to be forthcoming.  Yet 
Minnes ota cities ,  counties ,  and s chools  face continued citiz en 
demand for services  and economic growth with ex panding 
populations .   

 
Historically,  tax  increas es  and s ervice cuts  have been the respons e 
to reduced revenue.  Some argue we don't need either of thes e,  
ins is ting instead that fundamental innovation and s ervice redes ign 
can s olve our financial problems .  T he problem with this  think ing is  
that the potential magnitude of s avings  from innovation and 
s ervice redes ign is  lik ely far les s  than the s iz e of the financial 
problems  ahead.  
 
Yet,  redes ign is  s till neces s ary:  Minnes ota local government 
officials  must change their  organiz ations .  Accordingly,  s everal 
foundations ,  Minnesota state government and the Minnesota 
C hamber of Commerce are tak ing a growing interest in this  topic.  
(T he C hamber,  in fact,  is  funding s ix  local government pilots  to 
demonstrate the poss ibilities  of redes ign. ) 
 
 

“The fiscal constraints which plague the public sector are likely 
to persist. The current debate, which focuses exclusively on 
whether to cut spending or raise taxes, will not produce an 
adequate long term solution to the problems of public service 
delivery. Attention must be directed to changing the service 
delivery system itself to provide more value and satisfaction for 
the service delivery dollars spent.” ----Citizens League, 1982 

 
 

A new normal 
exists for 

Minnesota local 
government that 
will require major 

change. 
 

Minnesota cities commissioned a study to project their revenues 
and expenditures through 2025 and developed videos to 
communicate their new normal.  
 

http://www.mmb.state.mn.us/doc/budget/trends/report-09.pdf�
http://www.citizensleague.org/publications/reports/365.Report.A%20Positive%20Alternative%20Redesigning%20Public%20Services%20Delivery.PDF�
http://www.slideshare.net/smalltofeds/minnesota-and-the-new-normal-by-tom-stinson-u-of-m-econonmist�
http://www.youtube.com/user/OutsideTheOx�
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T he difficulty is  dis covering—and actually implementing—the 
innovation and redes ign.  T his  work  can be perplex ing,  complicated 
and not eas ily replicated.  With this  guide as  a s tarting point,  our 
hope is  that we will ultimately s timulate a broader dis cus s ion and 
idea ex change among local government officials .  
 
Now is  the time to innovate.  
 
According to the Alliance for Innovation,  a time of cris is  can be an 
opportunity for change.  As  local officials  confront the challenges  of 
the "new normal, " they s hould:  
 

• Be proactive,  not reactive 
• Embrace the future’ s  pos s ibilities  
• Focus  on community priorities  
• Improve the organiz ation               
• Res iz e or restructure 
• Develop new partners hips  (Adopted from T hores on,  2 0 1 0 ).  

 
Government has  traditionally provided s ervices  and information,  
regulated economic activity,  and provided direct loans  to help its  
constituents .  But think ing merely in these terms  will not lead to 
innovation.   
 

"If I asked my customers what they wanted, they’d have 
said a ‘faster horse.’"Henry Ford 

 
T rue innovation provides  a wholly new s olution to a public problem 
and creates  new public tools .  It often challenges  the status  quo and 
stands  out from the past.  It may be creatively dis ruptive.  Past 
ex amples  of government innovation include contracting out,  loan 
guarantees ,  grants ,  tax  ex penditures ,  s elective fees  and charges ,  
vouchers  and s ocial regulation (Sandfort,  2 0 1 0 ).  
 

"True innovation is a search for some new ‘different. ’" 
Education Evolving (2010, regarding schools)  

 
T his  guide is  not about "best practices , " which can "… present 
many methodological and practical pitfalls , " according to Bardach 
(2 0 0 9 ).  Perhaps  they s hould be called "better practices , " becaus e 
they only work  if  the s ettings  are identical for the local government 
that is  trying to copy s omeone else’ s  s olution.  Of cours e,  it can be 
us eful to understand how s ome other juris diction defined a s imilar 
problem:  "How is  the problem addres s ed s imilarly or differently 
from our problem?" But the real tas k ,  then,  is  to develop a solution 
that fits  the particular environment of your own government unit.   
 

http://transformgov.org/en/home�
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In 2 0 0 9 ,  a group of Minnes ota foundations  commis s ioned the 
Public Strategies  Group to study public s ervice redes ign in state 
government.  T heir report,  Minnes ota’ s  Bottom Line:  Better Res ults  
for Dollars  Spent,  outlined the following k ey innovation and 
redes ign principles :  
 

• Promote collaboration and s haring acros s  levels  and types  of 
government 

• Fund cons umers  of services  rather than suppliers  of services  
• Offer flex ibility in how things  are done while s trengthening 

accountability for res ults  
• Integrate funding s ources  around needs  of citiz ens  rather than 

the convenience of the government 
• Distinguis h between the "deciding" function of government 

and the "doing" 
• Strengthen accountability through greater trans parency of 

actions  and reporting 
• Have a preference for res ults -inducing incentives  over coercive 

forms  of compliance.  
 

Based on this  list and other sources ,  we will addres s  innovation and 
redes ign tools  in the later s ections :  
 

• C harges ,  incentives  and targeting:  "Res ults -inducing incentives " 
can be better than compliance in achieving public good.  T his  
s ection s hows  a methodology of us ing incentives  within an 
organiz ation,  with employees  and with citiz ens .    

• C ollaboration:  C ollaboration and other forms  of s ervice s haring 
are needed.  T his  s ection provides  ex amples  of joint-efforts  and 
dis cus s es  how they might be accomplis hed.   

• C ompetitive contracting:  Local government needs  to decide what 
is  done,  but it doesn’t need to perform the s ervice.  T his  s ection 
helps  understand the dos  and don’ts  of contracting.   

• Prevention:  Not often thought of as  innovation and redes ign,  
prevention is  us ed in s ome ins tances  effectively.  T his  s ection 
reviews  the pos s ibilities .  

• C ommunity res pons ibility:  Over the years ,  local governments  
have as s umed more and more of what was  once private activity.  
T his  s ection s uggests  ways  of focus ing on what local government 
s hould and s hould not do.   

• C ons umer choice:  Often,  it is  better to let citiz ens  choos e a 
s ervice provider if  pos s ible.  T his  s ection dis cus s es  the benefits  
and limitations  of cons umer choice.  

• Performance accountability:  Performance data is  needed to define 
problems  and to as s es s  alternatives .  T his  s ection pres ents  a 
performance management s ys tem for local government use.  

 

Before we get to thes e tools ,  it is  neces sary to understand what 
innovation and redes ign is… and what it is  not.  

 

It is  neces s ary to 
understand what 
innovation is… 
and what it is  not.  

http://psg.us/�
http://www.psg.us/resources/pdfcontent/MN%20BottomLine_FINAL_3_17.pdf�
http://www.psg.us/resources/pdfcontent/MN%20BottomLine_FINAL_3_17.pdf�
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What is  innovation and s ervice redes ign? 
In management,  words  lik e "improvement, " "reengineer, " 
"innovation, " "restructure" and "redes ign" are us ed interchangeably.  
But there are important differences  in thes e concepts  that are 
critical for Minnesota local government officials  to understand.   
 
Is  purs uing new financial management techniques  to improve cas h 
flow innovation? Is  rearranging employees ’  work  tas k s  innovation? 
T he s hort ans wer to thes e questions  is  "no. " An activity that tak es  
place in an office is  probably not innovation,  unles s  it requires  
major changes  to the entire work  or bus ines s  proces s .  
 
For instance,  the state of Minnesota is  us ing LEAN,  which is  a s et of 
tools  that identify and reduce waste and defects  with proces ses  by 
engaging employees  to improve productivity,  reliability,  s taff 
morale and customer s ervice.  LEAN is  work ing s o well,  in fact,  that 
the MN C ommis s ion on Service Innovation is  recommending it be 
ex tended to local government.  But while this  is  a worthwhile 
proces s ,  it tends  to be more about efficiency.  
 
 

Case Example: 
State of MN Lean Continuous Improvement Results  
 

Minnesota Veterans Homes—Patient admissions 
process  
 
Before: After an often lengthy admission application process, 
a prospective patient was placed on a waiting list. Once an open 
bed was identified, the admitting process usually took 7-10 days. 
 

LEAN Process Applied 
 

After: The time to fill an open bed now takes four days on 
average, and customer satisfaction has increased from 3.9 to 4.5 
(on a 5-point scale) in less than a year. The process-improvement 
event included all Department of Veterans Affairs parties involved 
in the process, including a family member of a veteran. 

 
  

II. Innovation and Redesign  
 

An activity that tak es  
place in an office is  
probably not 
innovation,  unles s  it 
requires  major 
changes  to the entire 
work  or bus ines s  
proces s .  

http://www.lean.state.mn.us/�
http://www.lean.state.mn.us/�
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Innovation and service delivery redes ign is  les s  about improving 
individual components  of ex isting bus ines s  proces ses  and more 
about improving the entire bus ines s  proces s  (or s ervice delivery 
s ys tem) us ing altogether new think ing.  For ex ample,  contracting 
out service delivery from the current work  force to a nonprofit,  
another government entity or a private company is  redes ign;  as  is  
cons olidating two or more government entities .  

A good way to think  about innovation and redes ign is  as  a 
s pectrum that s pans  from s imple productivity improvements  to 
complex  s ystem reform—or,  in other words ,  from incremental to 
fundamental change.  

Productivity improvements  are projects  that ex amine proces ses  
within the establis hed bus ines s  or service delivery model.  System 
Reform (or innovation and redes ign) is  at the end of the continuum,  
becaus e it repres ents  a new,  fundamental,  and big-impact change 
to a given problem.  T he Humphrey School of Public Affairs  Local 
Government Innovations  webs ite has  a lis t of recent ex amples  of 
productivity improvements ,  reengineering,  invention and s ystem 
reform.  

Sys tem reform can provide better s ervices  for citiz ens  of local 
government,  not just dollar s avings .  For ex ample,  Hennepin County 
is  decentraliz ing its  s ocial s ervices .  While there may be additional 
costs  as sociated with the decentraliz ation,  the customers  may be 
better served by the change if  it produces  long-term benefits .  
 

Sys tem reform is  als o being 
proposed in an ex citing new study 
by McK ins ey and C o.  It s uggests  that 
s chools  at any level of competence 
can be improved if  the correct 
s ys tem changes  are introduced.   
 
"T his  report identifies  the reform 
elements  that are replicable for 
s chool s ystems  elsewhere as  they 

move from poor to fair  to good to great to ex cellent performance, " 
s tated Mours hed,  C hijiok e and Barber (2 0 1 0 ).  
 

Redes ign is  les s  
about improving 
individual 
components  of 
ex isting bus ines s  
proces s es  and more 
about improving the 
entire bus ines s  
proces s  us ing new 
think ing.  

Productivity 
improvements  are 
projects  that 
ex amine proces s es  
within the 
establis hed bus ines s  
or s ervice delivery 
model.  

http://www.lgi.umn.edu/�
http://www.lgi.umn.edu/�
http://www.startribune.com/local/west/101232314.html?elr=KArksUUUoDEy3LGDiO7aiU�
http://hub.mspnet.org/index.cfm/22017�
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C reating innovation and redes ign 
 

T here are no guidelines  for creating innovation and redes ign.  So 
where do you start? 
 
We recommend as k ing the following two questions  to begin your 
journey:  

T he question on the right is  the focus  of this  guide.  
 
As  Os borne and Hutchins on (2 0 0 4 ) s tated,  "All outcomes  happen 
on purpos e. " In other words ,  if  we're doing the right work ,  we 
achieve the des ired outcomes.  Similarly,  "back wards  mapping" and 
"des ign think ing" s tart with the customer interaction and progres s  
to the decis ion-mak ers .  T here s hould be a cost-effective path from 
the customer need to the s ervice being provided,  in addition to 
incentives .  Incentives  s hould be aligned to max imiz e the outcomes .  
T his  approach can be a us eful tool for public s ervice innovation and 
redes ign.  
 

"Are we doing the 
work right?" 
(A productivity 
question) 
 
"Are we doing the 
right work?" 
(An innovation & 
redesign 
question) 

http://www.theoryofchange.org/process/mapping.html�
http://www.business-strategy-innovation.com/2010/01/what-is-design-thinking.html�
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In the past,  government has  us ed rules ,  procedures  and laws  to 
coerce behavior of citiz ens .  While well intended,  this  control 
approach is n’t always  effective.  If  the s peed limit s ign s ays  5 5  MPH,  
why does  everyone go 6 0  MPH or more? Is n’ t there a law against it? 
A pos itive approach is  better than compliance in many instances .  
 
T o cons ider innovation and redes ign one needs  to think  
methodically.  T he following is  a s imple,  five-step approach to 
analyz ing innovation and redes ign that may help develop 
innovative s olutions  to the problems  faced by local governments .  
T his  approach will be us ed in future chapters  to illustrate the 
innovation and redes ign concepts :   
 

Step 1 .  C learly define the 
problem  
"A problem may be precis ely 
defined as  a dis crepancy between 
goals  and actual performance, " 
(McC lure,  2 0 1 0 ).  In the diagram 
to the left,  the problem is  that 
the inputs  (A) aren’ t efficient and 

aren't effectively producing the outcomes des ired (C ).  An ex ample 
would be students  not learning enough in a s chool year to s tay on 
s chedule.   
 

Bardach (2 0 0 9 ) s uggests  thes e parameters  for defining your 
problem:  
 

• T hink  of deficits  or ex ces s es :  An ex ample is  that there are 
too many students  reading below grade level.  

• Mak e the definition evaluative:  A mark et failure or private 
troubles  s uch as  low living standards .  

• Quantify if  pos s ible:  Attempting to put numbers  to the 
problem can force greater clarity.  

• Diagnos e conditions  that caus e problems:  It's  often us eful to 
define at least one condition that caus es  the problem,  s uch 
as  lack  of s chool performance becaus e of decreas ed parental 
involvement.  

• Identify latent opportunities :  Just becaus e a problem does n’t 
ex ist today does n’ t mean it s houldn’t be des cribed now.  For 
ex ample,  the roads  may be fine now,  but without adequate 
maintenance,  their  condition will deteriorate.  

• Avoid defining the solution into the "problem":  T he 
clas s rooms  in the neighborhood s chool "have too many 
students . " T here may be a problem of s tudents  not learning 
enough or teacher overburden.  T hes e are definable 
problems ,  but the number of s tudents  isn’ t a problem in and 
of its elf.  

A pos itive approach 
is  better than 
compliance in many 
instances .  
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• Avoid accepting too eas ily the cas ual claims  implicit in 
diagnostic problem definitions :  Inebriation may or may not 
be a problem,  depending on whether the inebriated 
individual drives  an automobile.  

• Iterate:  Start with a problem definition that s eems  correct,  
but leave open the pos s ibility that going through the other 
four s teps  may change the definition of the problem.  

 
Ohmann (2 0 1 0 ) urged reformers  to s tart "with an end in mind. " 
What is  the des ired end or outcome? What is  the value/ dollar s pent? 
If we do this  well,  the problem is  eas ier to define.  

 
T his  firs t s tep of defining the problem is  the most important of all 
the steps .  Without clarity and cons ens us  on the problem,  s olution 
development is  very difficult.  

 
Step 2 .  State the des ired meas urable outcome 
What does  the community want for a given function? Des cribed in 
meas urable terms ,  thes e are outcomes  (C ).  For ex ample,  the 
des ired meas urable outcome for policing is  to produce les s  
meas urable incidence of crime,  not to have more hours  of police 
patrol.  Some outcomes  are meas urable,  but not quantifiable (e. g. ,  
the condition ex ists  or does n't ex ist).  
 
Step 3 .  Investigate why traditional 
approaches  are not work ing 
What is  the current trans formative proces s  
(bus ines s  or service delivery proces s es  or 
models ) that tak es  the inputs  and turns  
them into outcomes ? T he traditional 
approach us ed to s olve the problem is  (B) in the graphic.  What are 
the theories  or as s umptions  that led to the s election of the 
traditional approach? Are thos e theories  and as s umptions  still 
valid? What is  the underlying problem? 
  
"What needs  to be altered to eliminate the ex isting pervers e 
incentives ?" as k ed McC lure (2 0 1 0 ).  For ex ample,  jail time is  a 
traditional approach to deterring crime.  But are there better ways  of 
deterring crime? For instance,  does  incarcerating juveniles  actually 
lead to the des ired outcome of them not returning to jail when they 
are freed,  or is  there a better alternative?  
 
Step 3  could arguably come before Step 2  on an outcome.  If  you're 
having trouble defining the outcome,  try investigating why the 
current approach is n’ t work ing.  Or look  at the revers e:  Is  the 
outcome mis conceived? 
 

Defining the 
problem is  the 
most important of 
all the steps .  

http://www.bellagiovanna.com/files/System-Reform-9-13-10.pdf�
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Step 4 .  Identify alternative theories  or as s umptions  that addres s  
the problem 
What alternate theories  or as s umptions  would s upport getting from 
the problem to the des ired outcome in a different way? Are there 
alternate theories  or as s umptions  that could lead you from the 
problem (A) to outcomes  (C )? On what bas is  would you change the 
current approach? As k ing the question,  "Why are we doing it the 
traditional way?" may lead to a new way.   
 
Olmann (2 0 1 0 ) s uggested that there is  a "current-state pus h" and a 
"future-state pull" that can lead to dis covering new ways  of 
attack ing a problem—what is n’t work ing currently (the pus h) and 
what may work  better in the future (the pull).  For ex ample,  the 
economic theory of competition might produce better outcomes  for 
job-training programs  if  nonprofits  perform the training rather than 
county government doing it.  

 
Step 5 .  Innovate and redes ign 
Is  there an innovation/ redes ign bas ed on the alternate theory that 
would be more efficient and effective at reaching the outcomes ? If  
the alternate theory were implemented (B Alternative),  would it 
produce more outcomes  (C ) at the s ame or les s  cost? For ex ample,  
paying a job-training unit per employed trainee might produce 
better outcomes  then s imply paying it per trainee.   
 
According to Sandfort (2 0 1 0 ),  "[Innovation and redes ign] requires  
tak ing ris k s  becaus e no empirical evidence currently ex is ts  to guide 
des ign options . " Innovation,  then,  requires  constant ris k -tak ing,  
ex perimentation and action-learning to dis cover the best s ervice 
methodology.   
 
T o illustrate this  problem to 
redes ign approach to innovation 
and redes ign,  cons ider the 
problem of pre-K  learning:  
 
Step 1 .  C learly define the 
problem 
Only 6 0  percent of children are 
prepared to learn in k indergarten.  
 
Step 2 .  State the des ired meas urable outcome 
1 0 0  percent of children are ready for k indergarten.  
 
  

Thinking is often 
constrained because 
of state or federal 
requirements. 
Don’t stop because 
of a mandate. 
Report it and its cost 
to your state 
association and let 
them address it at 
the legislature or in 
Congress. 
 

Insanity: doing the same thing over and over again and expecting 
different results. Albert Einstein  
 

  

 
 

http://www.unitedfrontmn.org/jobs-and-training/files/2010/10/Sandfort.pdf�
http://www.brainyquote.com/quotes/quotes/a/alberteins133991.html#ixzz187DQCw7H�
http://www.brainyquote.com/quotes/quotes/a/alberteins133991.html#ixzz187DQCw7H�
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Step 3 .  Investigate why traditional approaches  are not work ing 
T he early childhood s ys tem developed incrementally over the last 
4 0  years .  Multiple forms  of public funding,  distinct institutional 
res pons ibilities ,  and a mark et-bas ed field have created a complex  
web of institutional actors ,  all with different understandings  of the 
problem,  des ired outcomes  and types  of reas onable interventions .  
Figure One illustrates  the various  institutional relations hips  in 
Minnes ota’ s  early childhood s ys tem.  
 
Step 4 .  Identify alternative theories  or as s umptions  that addres s  
the problem 
While res ources  do ex is t and many programs  are in place,  they are 
not as  cost-effective as  they could be becaus e of competing 
institutional understandings  of the problem,  s olution and 
appropriate resources  to close the gap between both.  C learer 
governance at the state-level with clear incentives  would lik ely 
produce better outcomes  in terms  of public investment and 
children’ s  s chool readines s .  
 
 Figure One: Early Childhood Education Policy Field in Minnesota, 2008 (Sandfort, 2010, JPAM) 
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Step 5 .  Innovate and redes ign 
A new relations hip among all of the current players  will improve the 
s ys tem.  While some res ources  already ex ist and many programs  are 
in place,  they are not as  cost-effective as  they could be becaus e of 
a diffus ed childhood educational s ys tem.  Minnes ota needs  to tak e a 
s ys tems  approach to pre-K  education if it wants  to change the 
current figure (Figure One).  
 
Limitations  to the proces s  
Innovation and redes ign is  not eas y.  T he legis latively created 
Minnes ota Commis s ion on Service Innovation (2 0 1 0 ) noted some 
major difficulties :  

• Limited funding and res ources  
• Fear of buz z words  (i. e. ,  consolidation) 
• Natural res istance to change 
• Unwillingnes s  of government entities  to cons ider new ideas  
• Difficulty establis hing autonomy and accountability for those 

work ers  ex ploring innovation 
• Lack  of vis ion 
• T ime crunch 
• Failure to s ee government as  one enterpris e 
• Lack  of tools  for steering—difficulty in getting institutions  

aligned for common objective 
• Lack  of incentives ,  or ex isting dis incentives  in the financial 

models  
 
While this  list includes  many impediments  to innovation and 
redes ign,  we need to adopt a "glas s  is  half full" minds et.  Having a 
cynical attitude towards  innovation and redes ign will undermine 
organiz ational efforts  before they even begin.  For ex ample,  "time 
crunch" will always  be an is s ue,  but if we never prioritiz e to work  
on the more important tas k s ,  little progres s  will be made.  
Incremental change,  while important,  will not achieve large-s cale 
res ults .  
 
T radeoffs  
While thes e new approaches  to service delivery,  f inancing and 
organiz ational management can be us eful,  they are not always  
perfect s olutions  and by no means  s hould be cons idered a 
panacea.  Local government officials  will be grappling with hard 
decis ions  and often face the following trade-offs  in deciding to 
undertak e innovations :  
 

• Quality:  A new proces s  may be cheaper,  but is  it as  effective 
at s olving the problem? 

• Efficiency:  T he revers e question is  also important:  a new 
proces s  may be more effective,  but is  it efficient? 
 

 

Adopt a "glas s  is  
half full" minds et.  
Having a cynical 
attitude towards  
innovation and 
redes ign will 
undermine 
organiz ational 
efforts  before they 
even begin.  

http://www.commissions.leg.state.mn.us/csi/csi.html�
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• Res pons ivenes s :  A new proces s  may be efficient and 
effective,  but is  it res pons ive to the us er’s  needs ? 

• Accountability:  Does  the new approach inadvertently remove 
local elected officials  from accountability for the outcome? 

• Equity:  Does  the change have a dis parate impact on the poor,  
the dis advantaged,  the elderly,  etc. ? (Le Grand,  2 0 0 7 ) 
 
Want to learn more? K ey references  are on the nex t page for 
this  chapter and the entire guide.  Sources  for additional 

information covered in the chapters  on each topic will appear on 
T he Humphrey School of Public Affairs  Local Government Innovations  
Website.  
 
T he following references  were us ed the most for this  guide and are 
recommended:  
 
Bardach,  E.  (2 0 0 9 ).  A Practical Guide for Policy Analys is :  T he 

Eightfold Path to More Effective Problem Solving (3 rd Ed. ),  
Was hington,  DC :  C Q Pres s .  

 

Brandl,  J.  E.  (1 9 9 8 ).  Money and Good Intentions  Are Not Enough.  
Was hington:  Brook ings .  

 
Brown,  T .  (2 0 0 9 ).  C hange by Des ign:  How Des ign T hink ing 

T rans forms  Organiz ations  and Ins pires  Innovation,  New York :  
Harper Collins .   

 
C itiz ens  League (1 9 8 2 ).  Report - A Pos itive Alternative:   

Redes igning Public Service Delivery,  1 -2 1 .   
 
Le Grand,  J.  (2 0 0 7 ).  T he Other Invis ible Hand:  Delivering Public 

Services  through C hoice and Competition,  Princeton,  N.  J. :  
Princeton Pres s .  

 
McC lure,  W.  (2 0 1 0 ).  Large Sys tem Architecture:  T he T heory and 

Practice of Sys tem Reform.   
 
Os borne,  D. ,  & Hutchins on,  P.  (2 0 0 4 ).  T he Price of Government:  

Getting the Res ults  We Need in an Age of permanent Fis cal 
C ris is  

 
Sandfort,  J.  (2 0 1 0 ) C hapter 8 :  Reconstituting the Safety Net:  (New 

Principles  and Des ign Elements  to Better Support Low-Income 
Work ers  Forthcoming in Old As s umptions ,  New Realities :  
Economic Security for Work ing Families  in the 2 1 st C entury.  
Rus s ell Sage Foundation.  York :  Bas ic Book s ) 

http://www.lgi.umn.edu/�
http://www.lgi.umn.edu/�
http://www.amazon.com/Practical-Guide-Policy-Analysis-Eightfold/dp/0872899527/ref=sr_1_1?s=books&ie=UTF8&qid=1290557091&sr=1-1�
http://www.amazon.com/Practical-Guide-Policy-Analysis-Eightfold/dp/0872899527/ref=sr_1_1?s=books&ie=UTF8&qid=1290557091&sr=1-1�
http://www.amazon.com/Money-Good-Intentions-Are-Enough/dp/0815710593/ref=sr_1_3?ie=UTF8&qid=1290557215&sr=8-3�
http://www.amazon.com/Change-Design-Transforms-Organizations%20Innovation/dp/0061766089/ref=sr_1_1?s=books&ie=UTF8&qid=1290377803&sr=1-1%20-�
http://www.amazon.com/Change-Design-Transforms-Organizations%20Innovation/dp/0061766089/ref=sr_1_1?s=books&ie=UTF8&qid=1290377803&sr=1-1%20-�
http://www.citizensleague.org/publications/reports/365.Report.A%20Positive%20Alternative%20Redesigning%20Public%20Services%20Delivery.PDF�
http://www.citizensleague.org/publications/reports/365.Report.A%20Positive%20Alternative%20Redesigning%20Public%20Services%20Delivery.PDF�
http://www.amazon.com/Other-Invisible-Hand-Delivering-Competition/dp/0691129363�
http://www.amazon.com/Other-Invisible-Hand-Delivering-Competition/dp/0691129363�
http://www.bellagiovanna.com/files/System-Reform-9-13-10.pdf�
http://www.bellagiovanna.com/files/System-Reform-9-13-10.pdf�
http://www.amazon.com/Price-Government-Getting-Results-Permanent/dp/0465053645/ref=sr_1_1?ie=UTF8&s=books&qid=1290557328&sr=1-1�
http://www.amazon.com/Price-Government-Getting-Results-Permanent/dp/0465053645/ref=sr_1_1?ie=UTF8&s=books&qid=1290557328&sr=1-1�
http://www.amazon.com/Price-Government-Getting-Results-Permanent/dp/0465053645/ref=sr_1_1?ie=UTF8&s=books&qid=1290557328&sr=1-1�
http://www.unitedfrontmn.org/jobs-and-training/files/2010/10/Sandfort.pdf�
http://www.unitedfrontmn.org/jobs-and-training/files/2010/10/Sandfort.pdf�
http://www.unitedfrontmn.org/jobs-and-training/files/2010/10/Sandfort.pdf�
http://www.russellsage.org/publications/old-assumptions-new-realities�
http://www.russellsage.org/publications/old-assumptions-new-realities�
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Many government officials  have good ideas  that never s ee the light 
of day.  T he concepts  in this  guide may be thought-provok ing,  but 
they need to be implemented if  local government is  to become 
more efficient and effective.  

 
Foremost,  leaders hip is  needed for s ucces s ful 
implementation of innovation and redes ign.  
Leaders hip in this  contex t is  not limited to 
thos e in ex ecutive and managerial pos itions  
—we as s ume that all individuals  are capable 
of some leaders hip.  Integrative Leaders hip,  
defined as  cros s -boundary leaders hip,  is  
needed often for innovation and redes ign.  
 
Succes s ful implementation requires  government officials  to s tep 
forward and dare to try s omething different.  We must ack nowledge 
the financial plight our governments  face and conclude that there 
are better ways .  Organiz ational change has  to become the norm 
rather than the ex ception.  
 
 
 
 
 
Fernandez  and Rainey (2 0 0 6 ) outlined eight factors  for managing 
s ucces s ful organiz ational change.  We'll us e thos e eight factors  to 
organiz e k ey ideas  on implementation.  
 

Factor 1 :  Ens ure the need 
We've already dis cus s ed the importance of correctly diagnos ing the 
problem before attempting innovation and redes ign.  Problem 
definition is  the first part of "ens uring the need. " Getting 
stak eholders  involved in defining the problem is  helpful for their  
later engagement in s olving the problem.  
 
Once the problem has  been defined,  it is  critical that the 
organiz ational leaders  pers uas ively communicate the problem,  as  
well as  the need to solve the problem.  Stak eholders  are rarely 
s upportive of s olutions  unles s  they fully understand the problem 
and why it must be solved urgently.  
  

III. Implementation 
“...a significant body of research indicates that managers 
frequently do make change happen in their organizations.”                                          
 Fernandez and Rainey, 2006 

"Courage is being scared to death, but saddling up anyway." John 
Wayne 

“Any intelligent fool can make things bigger and more complex…It 
takes a touch of genius and a lot of courage to move in the 
opposite direction.” Albert Einstein 
 

We as s ume that all 
individuals  are 
capable of some 
leaders hip.  

Stak eholders  are 
rarely s upportive of 
s olutions  unles s  they 
fully understand the 
problem and why it 
must be solved 
urgently.  It is  critical 
that s tak eholders  be 
involved in the 
development of the 
plan.  

http://www.leadership.umn.edu/�
http://www.aspanet.org/scriptcontent/custom/staticcontent/t2pdownloads/fernandezrainey.htm�
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Factor 2 :  Provide a plan 
With the need establis hed,  planning s hould begin on how a given 
change will be implemented.  It is  critical that stak eholders  be 
involved in the development of the plan.  Particularly important are 
the employees  clos est to the customer being served.  T hey have the 
best pers pective on what might be a better idea and how change 
might affect the citiz en/ customer.  
 
"T wo as pects  of a cours e of action that appear 
crucial for organiz ational change in the public 
s ector include the clarity or degree of 
s pecificity of the strategy and the ex tent to 
which the strategy rests  on s ound caus al 
theory, " according to Fernandez  and Rainey 
(2 0 0 6 ).  T he plan s hould include a timeline,  
res ources  required,  clear goals ,  ex pected 
outcomes,  etc.  T he plan s hould be formal,  s o that 
the authors  are forced to cons ider the details  of the 
change.  
 
T he plan s hould als o be clear about any required cutback s .  Human 
res ource ex perts  tell us  that early information about what is  
happening is  the best approach to managing cutback s .  Attrition 
s hould be us ed wherever pos s ible to minimiz e organiz ational 
dis ruption.  
 
As  we dis cus s ed earlier,  an innovation or redes ign needs  a 
theoretical bas is .  In developing the plan,  be diligent in detailing the 
why:  Why will the plan,  when implemented,  res ult in a more 
efficient and effective s ervice? 
 
Factor 3 :  Build internal s upport for change and overcome 
res is tance 
T he former C EO of Wells  Fargo C orporation us ed to s ay that the 
cus tomer comes  s econd.  Second,  you as k ? Yes ,  becaus e employees  
must come firs t.  Leaders  who don't have the s upport of their  
employees  will fail on a change initiative.  T he following graphic 
demonstrates  the fact that not all employees  have to be aligned 
perfectly with the change:  
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T hey s hould,  however,  not be going against the change.  In 
innovation,  redes ign and change efforts ,  a certain degree of 
creativity is  needed to s ucces s fully implement a broad concept at 
the lowest level of the organiz ation.  T his  required s pace for 
creativity k eeps  people from being fully aligned,  and that's  ok ay.  
Over time,  a s lightly mis aligned person may have a better idea and 
may move the cons ens us  in a better direction.  
 
For a change to be accepted by public employees ,  a "s hock  or 
s timulus  of s ignificant magnitude is  typically required for them to 
accept change as  inevitable" (Van de Ven,  1 9 9 3 ).  T he financial 
problems  that local governments  are currently ex periencing may 
indeed be that s hock .  "A dual approach that creates  pride in the 
organiz ation’ s  history and past s ucces s  while arguing for a new 
way of doing things  s eems  als o to be effective at reducing 
res is tance to change" (Fernandez  and Rainey,  2 0 0 6 ).  
 

Many people view labor unions  as  impediments  to s ucces s ful 
change.  While unions  may s ometimes  be part of the problem,  they 
can als o be part of the s olution.  Early dis cus s ion with union 
leaders ,  labor-management committees  and interest-bas ed labor 
negotiations  can help unions  become partners  in change 
endeavors .  T he Minnes ota C ouncil on Service Innovation indicated 
in their f inal report,  “When given the opportunity to actively 
participate with k ey management personnel who have the authority 
to implement and act on innovative changes  developed via 
labor/ management teams ,  the C ommis s ion believes  governm ent 
employees  will embrace changes  in service delivery s ys tems . ” 
 

Not only can employees  s upport change,  but they are als o the 
clos est to the problems  and can be helpful in dis covering s olutions  
to thos e problems .  

 
Factor 4 :  Ens ure political and top-management s upport and 
commitment 
Who are the organiz ational leaders  res pons ible for innovation and 
redes ign? Both political and managerial leaders  are critical.  
Managerial initiative without political acceptance is  a recipe for 
failure.  T he revers e is  als o true.  Elected officials  have to convince 
managerial employees  of the problems  they face and the need for 
implementation of solutions  to the problem.  Retreats ,  work ing 
s es s ions ,  and private meetings  are good ways  of developing 
partners hips  between the elected and managerial officials .  
  

Early dis cus s ion with 
union leaders ,  labor-
management 
committees ,  and 
interest-bas ed labor 
negotiations  can help 
unions  become 
partners  in change 
endeavors .  

In the City of Bloomington, snowplow drivers understood their 
mission and developed a better way to plow the streets. 
 

http://www.amazon.com/Organizational-Change-Redesign-Improving-Performance/dp/0195101154/ref=sr_1_1?ie=UTF8&qid=1292218767&sr=8-1�
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Some ex perts  stres s  the need for a "guiding coalition" to s upport a 
change.  T his  guiding coalition is  a group of people,  preferably a 
cros s -s ection of individuals  in the organiz ation,  who lend 
legitimacy to the effort and can often mars hal the res ources  and 
emotional s upport that help organiz ational members  become 
pos itive about the change.  
 
Factor 5 :  Build ex ternal s upport 
In addition to building s upport with the internal stak eholders  of a 
government organiz ation,  it is  important to build s upport among 
the ex ternal stak eholders .  T hes e include the citiz ens ,  bus ines s es ,  
nonprofits ,  churches ,  the media,  neighborhood organiz ations ,  
educational institutions  and others .  A local community group may 
be able to convince the community that additional resources  are 
needed to undertak e an innovation or a redes ign.  An ex ample 
would be the s chool referendum in Minneapolis  to lower clas s  
s iz es .  
 
Factor 6 :  Provide resources  
Res ources  are often cited as  the greatest impediment to change 
efforts .  T his  can be an ex cus e,  or it may s imply be an ex tens ion of 
the problem.  If there is  an innovation or redes ign that mak es  s ens e 
in the long run,  the problem morphs  into finding s hort-term capital 
to invest in the long-term gain.  T he opportunity needs  to be 
pres ented clearly for elected officials .  School boards ,  city councils  
or county commis s ioners  may ultimately be unwilling or unable to 
fund a change that requires  s ignificant dollars ,  but it will never be 
approved if  it is n’ t pres ented.  
 
Factor 7 :  Institutionaliz e change 
It is  an achievement if  a government 
organiz ation can complete an important 
innovation or redes ign.  But it is  more 
important that a culture of innovation and 
redes ign is  developed within the organiz ation.  
An organiz ation with a culture that fosters  and 
s upports  ex perimentation and change will 
produce continual s ucces s es  over time with 
little intervention.  
 
  

“Politics is a jungle – torn between doing the right thing and staying 
in office.” John F. Kennedy, CA, 1955 
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C ultural change is  the most difficult of change efforts .  C ulture is  
about the ex pected behaviors  within an organiz ation.  Are 
employees  ex pected to tak e ris k  in improving their function? Is  
integrity a value that people treas ure? Are res ults  rewarded? Is  
s ecurity more important than pos itive change? Ans wering these 
questions  and others  determines  what constitutes  the culture of 
the organiz ation.  And even if  a pos itive culture ex ists ,  it must s till 
be nurtured,  becaus e culture can either improves  or declines ---It is  
not static.  
 
T he us e of performance meas urement,  des cribed in the last 
s ection,  helps  in this  regard.  If  a unit of a local government 
struggles  to meet its  output and outcome goals ,  that unit will s eek  
to find ways  to change its  approach to improve its  res ults  (Juds on,  
1 9 9 1 ).  If  no evidence is  us ed to hold the unit accountable,  the unit 
may perpetually underperform without anyone realiz ing it.  
 
Another is s ue is  the pace of change.  According to Fernandez  and 
Rainey (2 0 0 6 ),  "Some ex perts  unders core the need to adopt change 
gradually or incrementally on a s mall s cale in order to build 
momentum and to demonstrate the benefits  of change. " K otter 
(1 9 9 5 ) in Leading C hange argued that s mall wins  are neces s ary to 
get larger wins  and a change culture.  
 
Factor 8 :  Purs ue comprehens ive change 
C omprehens ive change involves  changing all of the s ubs ystems  of 
an organiz ation to support s ys tem-wide change.  For instance,  a 
government organiz ation that is  trying to introduce a performance 
orientation needs  a complimentary compens ation s ystem.  
According to Fernandez  and Rainey (2 0 0 6 ),  "C hanging only one or 
two s ubs ystems  will not generate s ufficient force to bring about 
organiz ational trans formation. " 
 
Purs uing comprehens ive change is  a daunting tas k .  Yet,  there are 
cities ,  counties  and schools  that cons istently outperform others .  
T hey s eem to produce more innovation than s imilar juris dictions .  
C omprehens ive change starts  with a s ucces s ion of s mall changes  
coupled with changes  in government;  s upport s ys tems  can bring 
about comprehens ive change,  but it tak es  a lengthy period of time.  
 
 

Further readings  and ex amples  of C harges ,  Incentives  and 
T argeting are available at T he Humphrey School of Public 
Affairs  Local Government Innovations  Webs ite.  

  

C ulture is  about the 
ex pected behaviors  
within an 
organiz ation.  

http://www.amazon.com/Changing-Behavior-Organizations-Minimizing-Resistance/dp/0631178031/ref=sr_1_4?ie=UTF8&s=books&qid=1292218926&sr=1-4�
http://www.lgi.umn.edu/�
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Innovation and redes ign of local government s ervice in Minnes ota 
is  both needed and pos s ible.  It is  not the ans wer,  but it is  part of 
the ans wer.  Local government,  being closest to its  citiz ens ,  has  an 
opportunity to s harpen its  focus —or even refocus  altogether—to 
ens ure it is  efficiently and effectively providing the s ervices  citiz ens  
want.  We s imply need to think  more broadly about the pos s ibilities .  
 
Problem definition is  the best starting point.  T oo often we as s ume 
there is  only one solution to a problem,  but clearly defining the 
problem may produce non-traditional ways  of addres s ing it.  
 
T his  guide is  not a roadmap but a compas s ,  intended to as s is t local 
elected and appointed officials  in finding new and better ways  of 
delivering needed local public s ervices .  It is  not about line-item 
budget changes ;  it is  about rethink ing the problems  that confront 
local governments  and rethink ing whether the traditional solutions  
are work ing.  T his  requires  tak ing ris k s  in an environment not 
k nown for r is k -tak ing.  
 
We must understand that change tak es  time.  As  the following 
graphic from Public Strategies  Group s uggests ,  an organiz ation will 
go through chaotic times  before momentum is  gained to 
accomplis h a change.  Significant change does  not tak e a s traight 
path.  

 
 

 
 
 
 
 
 
 
 
 
 
 

IV. Summary 
"[In] the new public service…the role of public management is not 
to deliver services but to promote community, to help citizens 
articulate shared interests, to bring proper players to the table 
and broker agreements among them, and to function as ‘proxy 
citizens.’” Salamon, 2002 

Innovation and 
redes ign requires  
tak ing ris k s  in an 
environment not 
k nown for r is k  tak ing.  

http://www.amazon.com/Tools-Government-Guide-New-Governance/dp/0195136659/ref=sr_1_1?s=books&ie=UTF8&qid=1292219044&sr=1-1�
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Be it incentives ,  collaboration,  contracting,  prevention,  community 
res pons ibility,  cons umer choice or performance accountability,  we 
have many options  for improving local government s ervices .  
Leaders  can recogniz e opportunities  for change and work  with their 
s tak eholders  to "find the better paths . " It is  not eas y work ,  but we 
need to have the courage to try to dis cover thos e new routes .  
 
  

"It is hard to fail, but it is worse never to have tried to succeed. 
In this life we get nothing save by effort."  President Teddy 
Roosevelt 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 


