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•  Introduction 
 

• Evaluation  
 
• Systems & business process 

implementation  
 

• Result & future expectations 



 
•  1,266 square miles 

 
• Population of 1.2 million 

 
• Three incorporated cities 

 
• 3,217 centerline road miles 

 
• 10th largest port in the United States 

 
•APWA Accredited 
 
• Both urban and rural areas 
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 Investigate and Document Current Operations to justify 
needed resources for levels of service 
 

 Identify Opportunities and Recommendations for 
Improvement 

 
 Establish a “business like” approach of performing 

maintenance, and document this innovative way to manage the 
agency’s infrastructure 



We Changed the Way We Did 
Business!  

• Focused on the “green, growing and flowing” work  which was 
70-80% of total 
 

• Better planning, establishment of specific goals 
 

• Optimized yards and share resources 
 

• Established spatial based routines 
 

• Cleanup backlog and group work 
  
• Short term scheduling 

 



• 16 presentations 4 @ the four yards – start, finding, 
recommendations and implementation plan 

• Field observation of all work by all 200+ employees 

 

• Interviews with all supervisors, managers and crew 
leaders 

 

• Deliverables (4) review by two committee 

 

• Employee review of 2 working papers and draft report 



Cost Comparison 





Work Assignments and Service 
Requests 

• Call center 13,000 -19,000 a year with TMD 
getting 53% 

• 4 years breakdown 



The Game Plan for Improvement… 

86 opportunities for improvement, with 
68 recommendations. 

 

 

 

 

 

 

 



Putting the Team Together 

• Strong and positive Project Manager 

• Establishment of Management Working Committee   

• Establish of employee teams with complementary skills 

 

Establish Business Processes and Systems 

• Identify what you own 

• Identify work activities and guidelines 

• Short term scheduling 
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Implementation Includes Four 
Phases of Maintenance 

Management 

Planning 
Organization 

Control 

Directing 
Let’s see how this works!! 
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Work Guidelines 

Inventory 

What we know 

or can be developed 

Planning 



Activity List and Guidelines 

•Description on Work 

•Planning Criteria 

•Work Method 

•Required Resources 

•Quality 

•Average Daily Production (ADP) 
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Impact that the “Significant Few” Work 
Activities Have on Maintenance Workload 
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Resource Data – Use GIS to help Establish Routines 

• Tree Trimming 
• Flat Ground Mowing 
• Slope Mowing 
• Hand Mowing 
• Sidewalks 
• Pipes, Canals, and Ditch  
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Resource Data - Created Blocks For Efficient 

Execution 
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Mowing Blocks Within Unit Areas 
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10 Cycles = 54,000 ac 



Mowing Areas Delineated in GIS 
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MOA Mow 

HOA Mow 

Mowing 

Delineations 

Contractor 

Mow 

Unit Mow 

We did same with other assets! 



Operations Blocks With Tree Trimming 
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Canals Mapped and Arranged  

Into Aggregated Operations  

Blocks For Execution By Units 
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71 Miles 

63 Miles 

79 Miles 

Ditch and Canal Cleaning 



Sidewalk Maps 
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Visualize repair work planned 

for units or contractors 

Broken Sidewalks 

Identified and 

mapped with GPS 



•Assets 

•Criticality 

•Condition 

•Scope 

•Resources Available 

We Evaluated…. 

• Who Will Do The Work   

• What Work Is to Be Done 

• When Will It Be Done   

• Location 

• Cost 

And We Were Able to Plan... 
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Organizing 
Dollars  - Labor 

Who Executes 

Org Structure 
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Roles and Responsibilities 

• Routine Repair and Maintenance- Work 
scheduled and place on a routine 

•Response- Work that pulls crews off schedule 

• Systems- Inspection and work identification, 
key support of CMMS processes 
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Triggers and Staff Responsibility 

Criticality Trigger/Action Staff Responsibility 
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Directing 
Tasks – Planning or Calls 

Work Plan (Two weeks) 

Work Queue (Longer Term) 
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Operations Blocks Created For Efficient 
Execution by Units or Contractors 
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Organization – Resources 
Litter Pickup – Contractors and Volunteers and 

CSW 
• Litter pickup Roads for Litter 

Contractor 

Contractor Areas 

(same as unit mow roads) 

 Same Rural (unit) 

Mowing Routes 

 Helps increase the  

ability of units to meet 

8 mow cycles/year 
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Organization – Resources 
Vegetative Spraying 

• Roadways According to Rural (Unit) Roads 
– A) Obstacle Spraying  
– B) Retardant Spraying   
– Rural Roads Only 
– Focused upon enhancing  

Unit Production 
 
 

 
 

Spray and Mow 

Mow Only 
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Video Bi Weekly Scheduling Meeting 

Systems 
Planning 

South Service Unit 

West Service Unit 

East Service Unit 

Internet 
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Control  - Mowing 
Two Week Work Plan 

• Turf Management Cycles –  

12 cycles per year minimum.  Gateway 
roads could be 12-15 cycles or more.  

Contractors to mow –  
750 ac every two weeks 
 

• Units to Mow –  
Minimum 8 cycles per year  

 

• Litter pickup –  
1,281 mi per two weeks 

• Spraying –  
Two cycles of each treatment per year   
 

Each mowing 

block takes  

two weeks 
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Improving/Controlling 
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Controlling - Work Reporting - CMMS 
Monthly Plan vs. Plan Actual Meeting 

Person Days 
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Business and System Processes 

Plan 

Organize 

Schedule 

Control 
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Develop Plans, Priority and LOS for Assets 

Organize/Assign the Limited Resources 

Construct Short Term Scheduling to Apply Resources 

Monitor the Results vs.  

Expectation and Adjust 



Reduced Backlog 
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• Started with 5,000 
• Currently > 1,200 
• Goal > 300 



Results 

• Reduction of one maintenance yard without 
reduction of service levels 

• Reduction of staff by ~7% 

• Mowing cycles have increased by 100+% 

• Reduced back log work orders 

• Increased closed work orders by 20% 
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Citizen Request for Mowing 



Further Results 
• Reduction of a maintenance yard no reduction of service 

• Reduction of staff by 7% yet more work done 

• Major activities(mowing, trees, ditches)  from 20%  
planned to 80% planned 

• Mowing cycles have increased from <3 to >8 

• Routines for all major activities 

• Acknowledgement of success at 3 national APWA 
conferences and 3 Florida ones, staff awards and articles 

• Independent Audit “The Department is transforming field operations in a positive way, and plans 

exist to expand this success….. “Clifton Larson Allen LLP 
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• Established expectations with feedback at all levels 

• Training and use of current technology at all levels 

• Business processes and technology to match needs 

• Empowerment & involvement  of employees at all levels 

• Focuses maintenance on extending the useful life of assets; 

• Routine and preventative maintenance programs established 

• Staff challenged to innovate and seek operational efficiencies 

• Document success and give credit 
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Lessons Learned 



What next? 
• Engage Sr. Leadership to utilize 

• Fully implement recommendations 

• Align organization and other groups – MC, Traffic 
and Solid Waste 

• Establish & implement business processes and 
technology 

• Guide, coach and direct staff 

• Obtain improvement & document 

• Continuously work to improve 
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Questions 
John W. Lyons, P.E.,PSM, Director  

Public Works Department 
County Center 

601 E. Kennedy Blvd. 
22nd Floor 

Tampa, FL 33602 
(813) 307-4754 

email: Lyonsj@hillsbouroghcounty.org 

 
 
  


