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The Need for ComPAC 21

THE ComPAC 21 MISSION

The Committee to Prepare
Allegheny County for the 21°"
Century (ComPAC 21) was
created by the County
Commissioners to further
Allegheny County’s goal of
enhancing economic growth
while maintaining the highest
attainable quality of life. The
Commissioners appointed Dr.
John E. Murray, Jr., President
of Duquesne University, as
Chairperson in March of
1995. Dr. Murray then
selected the Committee to
analyze and assess the
structure, organization,
function, finance and
economic development
activities of Allegheny County
by utilizing a benchmark
process to compare the
county with others across the
United States.

Today, welivein aworld of regions fiercely competing with
each other for jobs and economic development. The most
successful regions are those that have recognized and adapted
to this new competitive world. This competition promisesto
become even more intense in the 21% century. Recent
apprasds of Allegheny County suggest that the county may
not have adjusted to important shiftsin population and
business activity. Therefore, the region is not competing
effectivey with other regions that are experiencing vibrant
growth.

These shifts are significant. In 1950, 45% of the population of
the county was concentrated in the City of Fittsburgh and the
remaining 55% in the rest of the county. In 1990, only 28% of
the population was in the city with 72% in the county.

Smilarly, 73% of busness activity wasin the city in 1949 and
27% inthe county. By 1985, the city’s portion dropped to
38%, while 62% of that activity had shifted to the county.

These demographics and economic shifts have led to the
emergence of the county as the single most significant
regiondl government in western Pennsylvania

POPULATION CHANGE

1950

1990

City of
Pittsburgh
. 45%

City of
Pittsburgh
28%

Balance of
County
T2%

Balance of
County
55%
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Despite these important shifts, Allegheny County’s

government and gpproach to economic development have not
changed. While change for change sake is never appropriate, the
Committee, through its research and analys's, has reached severd
findings which form the basis of its recommendations.

Counties that are experiencing significant economic
growth have developed targeted and coordinated
economic development programs.

These same counties have streamlined their
governmental organizations and functions to support

their rolesas major playersin economic development.

The ComPAC 21 Committee is convinced that thereisa
compdlling need for atota change in the economic devel opment
activities of Allegheny County government. This changeis
necessary to compete effectively in the 21% century. In turn, the
new and aggressive approach t economic development must be
complemented by improvements in the organization, function,
finance and structurd areas of government aswell. There are
many e ements which must be brought together to insure success.
While anew government design will not, in and of itsdf, insure
future success, failure to move toward a bold new design will, in
the Committee' s judgment, preclude such success.

BUSINESS ACTIVITY CHAMNGE

1940 E
1948 ity of 1985

Pittsburgh

City of
Pittsburgh
B 30%

"
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|
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Balance of Balance of
Caunty County

T3% 62%

THE BENCHMARK
COUNTIES:

Davidson County, TN
Hennepin County, MN
King County, WA
Mecklenburg County, NC
Milwaukee County, WI

Montgomery County, MD

“ Good government
cannot insure
economic

devel opment, but bad
government isa
definite roadblock to
economic growth”

-Pamda Syfert
Deputy City Manager
Charlotte, NC
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Economic Development

EMPHASIZE ECONOMIC
DEVELOPMENT EFFORTS

Make Economic
Development a Primary
Concern of Government
Coordinate Efforts

First Step: Pittsburgh
Regional Alliance
Develop a Regional Focus
Institute a Non-Aggression
Pact

Develop a Tax-Base
Sharing Program

“ The common

per ception of businesses
seeking to locate
headquartersis that
Pittsburgh is dirty, old,
and on its way out while
Charlotte is clean, new,
and on itsway up. We
seldom compete with
Pittsburgh for new
business.”

-Bob Morgar

Vice President,
Office Devel opment
Charlotte Chamber of
Commerce

Itis crucid to the future of Allegheny County thet the region
increaseitsrate of economic growth. A stagnant economy
denies many of the quality of life enjoyed by those who live
in hedthier economies. The region is not selected often
enough as a gte for business expangon of relocation.
Pittsburgh ranked 90" on alist of the 100 metropolitan areas
interms of attracting the most new and expanded indugtria
fadlities. Onthesamelig, isranked last on a per capita
bass. Theregion'sbusinesses and employers are too often
leaving for other growth areas. The region’s greatest
resource, its people — both experienced and those just
darting their professona careers— are aso leaving for other
parts of the country. Not one of the benchmark counties
indicated that our region represented and economic threat to
tharr community.

Primary Concern of Gover nment

To address these concerns, county government must make
economic development one of its primary missons. It
should play a coordinating and financing role in economic
development to insure that these efforts are effective and
thorough. Such arole would necessitate a variety of actions.

The county should appoint a cabinet level post to coordinate
al economic development, community development, and
economic planning to insure the greatest potentia benefit
within dl levels of government and non-governmenta
organizations. The director must maintain the confidence of
municpd officids and work with them to promote the
economy of the region.

Coordination — Pittsburgh Regional Alliance
It isessentid that the Sate, county, and other municipa
governments coordinate al their economic devel opment
activities. It isno longer possble to alow each entity to go
its own way and expect the region to benefit. Elements of
this coordinated effort are listed below.
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There must be asingle point of contact for businesses that are
consdering whether to remain, expand, or move to the region.
Such companies should not have to search to find the right
agency to help them. The county should contract with an
appropriate private agency to serve as this single point of
contact.

There should be areduction in the number of private agencies

in the economic development arena. The region currently hed
dozens of such agencies. Further, the activities of these

agencies need to be better coordinated. The Pittsburgh
Regional Alliance, the coordination of the efforts of four
major organizations (The Greater Pittsburgh Chamber of
Commerce, Penn’s Southwest, Regional Industrial
Development Corporation, and the World Trade Center), is
an excellent first step in this effort.

The retention and growth of exigting business must be our

first order of busness. Regiona growth efforts must dart a
home with the businesses that are dready located in

Allegheny County. A program of visits to such businesses to
discuss locational and other issuesis a key ingredient of
such aretention strategy.

The county and private sector should develop a program to
improve the image of the region including an emphasison
marketing activities. The FAittdourgh region has many

atractive atributes including cultura, educationa, medicd,

and entertainment facilities. Housing is affordable and the

qudity of lifeishigh. Thereisadso atraned and avalable
workforce. Businesses searching for new sites must be made
aware of the tremendous assets of the western Pennsylvania
region.

To maximize the benfit of the above activities, we must

insure thet there is extensve job training available for area
resdents, trangportation links to high employment centers,

and aprimary and secondary education program that prepares
al young people to participate to their maximum capability in
the region’ sworkforce. The county must provide leadership
in these areas either by providing this support or making
surethat it is provided by the appropriate agency.

“ By consolidating our
governmental entities,
increasing the
competitiveness of
gover nmental

services, and working
primarily through one
private sector
economic devel opment
agency, we make it as
easy as possible for a
prospective new
businessto serioudy
consider locating in
our county.”

Phil Bredeser
Mayor
Davidson County, TN
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“Moving a business
30 miles across an
invisible county
border is not our idea
of economic
development. The
non-aggression pact
reminds us that our
real goal isto retain
and expand our
existing businesses
while attracting jobs
and industry from
outside our region.”

William Ryan Drew
Director of Administratior
Milwaukee County, Wi

Site visits to other counties should be undertaken by
government and business leaders. Thisisacommon practice
of other progressive counties. Charlotte, Nashville, and

Sesttle annudly send large delegations to other metropolitan
areas to examine how these areas are addressing public/private
ISSUes.

Regional Focus

Economic development policies should encourage the counties of
southwestern Pennsylvania to work together asaregion. Growth
in one area of the region benefits the entire region. Modern
communication and trangportation networks mean that people no
longer respect boundaries when making decisions about where to
live, shop or invest.

Two specific steps to achieve better coordination include the
development of a non-aggression pact and the development of a
regiond tax-base sharing program. A non-aggresson pact isa
formal recognition that the key to economic development is not to
seek to relocate a business across either municipa or county
boundaries. Little regionad economic benefit is created if a
business moves from the Monongahda Valey to Westmordland
County. Instead, the entire region should cooperate to creste
conditions that promote sustainable economic growth and
development. The region must develop a plan to maintain and
expand its current businesses and attract outside industries to the
region asawhole.

Thetimeisright for atax-base sharing plan for theregion. Tax-
base sharing helps to minimize the competition for development
among locd entities and hel ps to distribute that wedth of a
community among loca entities by encouraging development in a
logica pattern. The program will encourage development in the
most sengible locations in terms of trangportation, environmental
and other factors. It would share a portion of the resulting tax
growth with dl municipditiesin theregion. Inthisway,
development can be placed in the best possible location, and
communities do not have to compete with their neighbors,
because dl communities share in the tax growth. By digtributing
growth throughout the region, tax-base sharing aso serves an
important function of baancing our tradition of many loca
governments with our need to be competitive in the marketplace
of the 21% Century.
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Governmental Functions

Compstitive counties provide for efficient and responsive
delivery of public sarvices. Allegheny County hasthe
Reduce Fragmentation digtinction of having the most fragmented governmental
sructure of any metropolitan county in the United States. The
Pursue Zero Tolerance of county has 130 municipdities, 43 school didrictsaswell asa

Service Duplication number of public authorities. Of the 130 municipdities, 72

have populations of lessthan 5.000. The smalest hasa
Authorize the population of 100. The largest isthe City of Pittsburgh with a
Disincorporation of 1990 population of 369,879.

Municipalities
While there are arguments for and againgt this decentrdized

Develop a Countywide form of sarvice ddivery, the Committee has focused on those

Land Use Plan agpects of the county’s organizetion which directly tieto
regiona competitiveness. The recommendations are,

Institute a Fair Share therefore, geared to areas where count leadership iskey.

Housing Strategy o _
Zero Duplication of Services

Asaregion, we cannot afford nor do taxpayers expect to pay
for unnecessary and duplicative public services. The
Committee strongly believes that we must adopt a zero
tolerance for service duplication. As a matter of policy,
Allegheny County should actively assist in the following
efforts:

Identify instances of service duplication

Facilitate and encourage dtrategies to diminate duplication
Lead, by example, by working effectively with the City of
Fittsburgh to diminate service duplication.

Encourage and support the efforts of councils of
governments.

Many different areas could be considered for consolidation,
and some progress has been mad through city/county
cooperation agreements and by various councils of
governments. Some of the services that may be most
amenable to consolidation include solid waste disposd,
emergency management, speciaized police services, public
safety digpatch, fleet management, public works, provison of
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low-income housing, purchasing, property tax collection, computer
systems, and park maintenance.

Allegheny County should pogtion itsdlf to provide municipd
services upon request ether directly or through councils of
governments. Financid incentives should exist to encourage this
sysem.

Disincorporation

Enabling municipdlities to disncorporate voluntarily is one
practical way to reduce the adverse impact of fragmentation in “You have to be
Allegheny County. With the decline of the sted industry and the kidding, you have 130
loss of over 100,000 manufacturing jobs, there may no longer be different

aufficient economic resources available to support each of the 130 f nalit
municipalities as separate entities. Under current date law, a municipalities? We

municipality that electsto go out of business must firt find thought we had

another municipality with which to merge. If the communiity is problems, and we
unable to find awilling partner, it must stay in business even if its have 19 municipalities
citizens no longer desire that option. in our county.”

The ComPAC 21 C?mmingg is not recommending the el [ mi.nati on Timothy M. Casey
of any of th(_a county’s munici pz?iltles rather, _the Comm|ttee is Director of Economic
recommending that municipalities have the right to decide to go Development
out of business or disincorporate. The Committee recommends Milwaukee County, WI

that amunicipality be able to choose to disincorporate and that the
county coordinate the provison of municipa services whether by
another municipdity, acouncil of governments, or by the county.

Countywide Land Use Program

Allegheny County should develop a comprehensive land use plan
which will serve as the base for dl zoning decisons made by the
county’s municipdities. Under the present system, thereisa
patchwork quilt of zoning regulaions. One municipdity could
have an indugtriad zone directly across amunicipa border from a
gngle family resdentid zone in another community thus making
development impossible or, at best, a cumbersome process.
Coordinated zoning will enhance economic development activity
as potentia developers well be able to work within amore
coordinated regiona system.

Fair Share Housing Plan

Allegheny County is known for having a high qudity and
affordable housing supply. The county must develop a Strategy
that will protect and further develop thisimportant regiona asst.




PREPARING ALLEGHENY COUNTY FOR THE 21°T CENTURY

PAGE 10

“The real business of
government isto provide a
set of services as
effectively as possible.
Thereisno reason for a
city and county to, in some
instances, provide similar
servicesto its citizens.”

Gerad Fox
County Manager
Mecklenburg County, NC

Housing represents a Sgnificant industry, and its performance
isimportant to Allegheny County’ s future. Redl Etate
investment affects the economic status on nearly al county
resdents. The provison of housing for populations with
gpecia needsis an important public responsbility. Housng
resources and needs can best be matched on aregional basis.
Further, these resources should be used proactively to achieve
gpecific regiond gods. The respongibility for meeting the
needs of specid population groups such as the ederly, young
families seeking ownership opportunities, and individuas with
disabilities should be shared by dl municipdities. A fair
share plan for affordable and specia needs housing would
increase regiond diverdty and lessen the burden on any one

munidpdlity.
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Governmental Organization

Improve the Organization

Reduce the Number of
Departments

Institute a Merit-Based
personnel System
Including a Model Ethics
Code

Appoint a Standing
Government Improvement
Commission

Allegheny County’ s government is not currently organized
with the god of efficient service provison. Incremental
changes over time have aggravated this problem. The county
needs to reorganize its operations.

Reduce the Number of Departments

The government of Allegheny County is very fragmented with
30 departments, ten row offices, and an independent court
system. These departments range in size from ahigh of 1,700
to alow of three employees. The director of each of the
departments reports to the County Commissioners.

The Committee recommends that governmenta functions be
consolidated into amuch smaller number of departments.
There are severd waysin which this can be done. A proposed
organization chart depicting county government with nine
departmentsis shown on page 13. This char is considered one
option and is not meant in any way to reflect asngleided
reorganization. However, the benchmark counties al had
fewer departments, and many had reorganized in order to
make such reductions.

Merit-Based Employment System and Employee
Ethics

To attract and retain the most competent employees, the

county need to ingtitute a merit-based employment system.

The system needs to be designed to treat dl people farly and
equitably while encouraging high levels of performance form
employees. The county should aso recruit highly professiond
and experienced managers. The sdlection process should try

to identify the most competent and qudified individuas

avalable.

Allegheny County has gpproximately 8,000 employees. These
individuas can be hired by the County Commissoners,
individua row officers, or by the court of Common Pless.
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Many areas do not have job descriptions or specified pay levelsfor
the same job. There has been no systematic effort to review
employment practices and assure that there is a match among
exiging positions, the positions actualy needed to do the work,

and the qudifications of the employees.

The county has no sSngle employment system. Departments that . )
recaive significant state funding utilize the state civil service We alwaystry to hire
system. A few employee groups such as the police and jail guards the best and brightest.
are covered by acounty civil service sysem. The Hedlth It isthe only way for
Department has its own civil service sysem. Many employees are government to do

not selected under or covered by any civil service or merit-base business today.”

system. Personnd decision making is cumbersome and does not
aways appear to be consstent. James M. Boure,
The Committee recommends thet, in al aspects of the ComPAC County Administrator
21 report, downsizing be accomplished without employee Hennepin County, MN
displacement through attrition, early retirement, and transfer to
avalable postions with refraining if needed. The nature of the
current personnd system will make this recommendation difficult
to achieve.

An important part of a merit-based personnd system isastrong
code of ethics and professiona standards. The code needs to ded
nat only with conflicts of interest in contracting and gppointment

of personnd but dso in matters involving harassment and
solicitation of employees for palitical activity or contributions.

Standing Commission

The county should gppoint a standing commission to continuoudy
identify efficiency and effectiveness measures for government.
County leadership should identify agroup of individuasto review
selected components of government and suggest workable
srategies that would improve governmenta performance.

An independent commisson working in collaboration with the
county would continue the effort to make county government more
effective. The changes recommended in thisreport are al aimed

a improving the county’ s competitive postion. However, this
effort is not a gatic process. Allegheny County must continue to
become more efficient in its ddivery of necessary services. The
independent commission can be used to work with existing county
management and outside agenciesin a variety of ways such as.

Conducting performance audits of sdected county services,




PREPARING ALLEGHENY COUNTY FOR THE 21°T CENTURY

PAGE 13

Developing performance standards to measure the cost-
effectiveness of services,

Examining theimpact of changesin the level of sarvices
to be offered in sdlected aress,

Considering new approachesto the provison of services,
Examining the rationale for the county continuing to be
responsible for aservice,

Determining ways to improve upon the efficiency of
selected service-ddivery systems, and

Working to develop cooperative meansto jointly deliver
services with other units of governmen.
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Finance of County Government
Strengthen Government
Financi ng Allegheny County 1995 Total Revenues
$746,246,023
Reduce Reliance on "
Property TaX Cepartmentsl Fees MIEL::I::: o Froperty Tax

Develop a Fair and
Equitable Property Tax
Assessment System

Adopt Spending and Anti-
Windfall Limitations
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Any jurisdiction should have a blend of revenuesto support its
activities. A blend of revenues protects againgt downturnsin a
single revenue source and distributes the cost of government
more equitably across the various sectors of the economy and
the population.

Property Tax

Allegheny County, like dl countiesin Pennsylvania, is overly
reliant on the property tax. An effective taxation system
includes amix of taxesthat are regiond, easily and
inexpensvely administered, proportiond or progressive, and
eadly understood by the subjects of the tax.

The Committee recommends a revenue-neutrd shift avay
from the property tax. Allegheny County should have the
authority to levy other types of taxes including saes (above
the current one percent level) or income.
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Fair and Equitable Property Assessment System
Allegheny County is responsgible for determining the property vaues
that al jurisdictions use as the basis of levying property taxes. An
assessment system must be modern and trustworthy. As recent
controversies have demongtrated, the county has not succeeded in
past efforts to develop such asystem. There can be vast
discrepancies in the assessed vaue of smilar homeson asingle
sreet. Also, homeownersin the poorer areas can sometimes be
dramaticaly over-assessed compared to wedthier parts of the

county.
A good assessment system should:

Pursue fair market value on an annual basis.

Utilize a 100% valuation measure.

Have well trained, well equipped, certified assessors
Utilize computerized mass appraisal systems

Have the legal authority to obtain necessary information
on each property

In Allegheny County, property owners pay tax on 25% of assessed
property value. Some neighboring jurisdictions levy tax on 100% of
aproperty’svaue. This can have the effect of causing Allegheny
County’ s tax rates to gppear to be exorbitantly high when compared
to other municipdities. Therefore, the Committee recommends
changing to a 100% vauation plan. Thiswould be accompanied by
a proportionate lowering of millage, theoreticdly from 31.5 millsto
7.875 mills. While this would not change the amount of property
tax paid by residents and businesses, the perception of alower tax
rate, particularly in relation to those of neighboring counties, isvery
important.

Spending and Anti-Windfall Limitations

On the assumption that new government structures and taxing
powers are adopted, it isimportant for the public to fed protected
againgt unreasonable and hidden increases in spending of county tax
dollars. Severd jurisdictions have implemented spending and anti-
windfal limitations that can only be overridden by substantia
majorities of the legidative body. With the exception of mandated
programs, the Committee recommends adoption of smilar budget
limitations.
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Governmental Structure

Provide Strong County
Leadership

Elect a County Executive

Appoint a Professional
Manager

Elect a County Council

Reduce Ten Row Offices to
Two

The county as a unit of government can be traced to seventh
century England. The practice of using three county
commissioners as a combined executive/legidative body is
indigenous to Pennsylvania and dates back to the early 1700's.
The mgority of today’s urban counties rely instead upon a
sngle executive as leader. This development recognizes the
growing importance and complexity of county governments.
Nationally, there is dmost an even split between those urban
counties that elect a Sngle executive dong with a council tat
sarves as the legidative body and those that smply elect a
council which then appoints a professona manager.

While ether of these tow forms of government would be
preferable to the current commission model, the ComPAC 21
Committee strongly believes that the need for county
leadership dictates that there be a single elected executive to
direct the county in its quest to move toward effective and
efficient government. That type of leadership cannot be
provided by athree member board of county commissioners.
Regardless of the individua capabilities of the three
commissoners, leadership by committee does not lend itsdlf
to the innovative decisons that are now necessary to move
Allegheny County successfully into the 21% Century.

The cost of the current Commissioners and their Saff is
estimated to be gpproximately $2 million. The Committee
believes that the recommendations dedling with the e ected
executive and the council can be implemented in such away
that there is both a cost savings in excess of $500,000 to
county residents plus enhanced leadership and management in

Allegheny County.

Elected Executive

The Committee recommends that Allegheny County should be
led by asingle dected executive. Allegheny County urgently
needs government modernization and focused economic
development. These kinds of changes require central
adminigrative and palitical authority. No mgor corporation is
operaiondly led by a committee. Intoday’sworld of
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aggressive regiond competition, government needs a Sngle strong
and forward-thinking leader.

In addition to being the chief policy maker of the county, this
individual would be the chief representative and spokesperson for
the entire region. Key responsbilities of this pogtion would include
representing the region a the ate, federd, and internationd levels.

The creation of an eected executive in combination with a county
council establishes the checks and balances system that istypical of
government in the United States and promotes accountability for
governmentd, political, and community leadership.

County M anager

Today’ s complex urban county governmert is responsible for many
diverse sarvices ranging from specidized police functions such as
bomb disposd, to the care of abused children, to road repair and
maintenance. The effective provison to thisvast array of services
requires the oversight of a professona county manager. The
political leadership should focus on overdl vison and policy, while
the manager concentrates on the day-to-day management of county
operations. Further, because of the importance of management,
drategic planning, and budgeting functions, this office is specificaly
included within the manager’ s operation.

It isessentid that the manager be a professona and highly quaified
individud. In order to select the best possible person who will be
able to work effectively with both the dected executive and the
council, a specific selection process has been outlines by the
Committee. Under the proposdl, the county council is responsible
for conducting athorough and comprehensive search for candidates
for the county manager postion. The council identifies three
candidates that best meet the criteria of an experienced and
professona manager. The three names are then submitted to the
elected executive in dphabetica order. The eected executive

sl ects the manager from the submitted names. The process can be
repeated if the executive is not able to select or hire a satisfactory
candidate. The manager would serve at the pleasure of the elected
executive. The manager, in conjunction with the executive, would
assemble the team of department directors to operate county
government.

Election of County Council
A council of 11 to 15 members would form the legidative branch of
government. The Sze of the council is necessary to insure

“ Montgomery county
elects an executiveto
provide leadership to
the community and
appoints a manager to
handle the day-to-day
administrative duties.
Having previoudy
worked for Allegheny
County, | know that
the county would
benefit greatly from a
new form of

gover nment”

Tim Fregtine
Finance Manager
Montgomery County
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“We believe the
implementation of
these recommen-
dationswill result in
cost savings of
millions of dollars of
taxpayers money and
better enable
Allegheny County to
lead us into the 21%
Century.”

Dr. John E. Murray, Jr.
ComPAC 21 Chairpersor

geographic yet diverse representation. The members would
primarily be dected by didtrict but there would be severd &-
large members to represent countywide interests. The at-
large member receiving the highest number of votesin the
genera dection would serve as council presdent. While
eection by digtrict would provide for representative
government, many of the county’ s repongibilities require
officias who bring a countywide perspective to their duties.
The combination council provides for both.

The council would be vested with the power to pass
ordinances and resolutions, approve cabinet level
gppointments submitted by the manager in conjunction with
the executive, and pass annud operating and capital budgets.

Council members should be motivated by civic interests.
The council will serve on a part-time basis and a stipend
would be paid to cover reasonable expenses and lost wages.
The council should function as atruly legidative body
alowing the executive branch to conduct the affairs of the
county according to adopt budgets and resolutions.
Therefore, minima gaff should be necessary.

Row Offices

Allegheny County has ten row officeswhich are held by 11
independently dected individuds (the office of Jury
Commissioner is held by two people). Except for those
offices which provide a governmenta oversight function,
there is no need for the independent eection of offices such
asthe Register of Wills and the Recorder of Deeds. The
continued existence of such separate entities is incongstent
with the adoption of a strong executive form of governmen.
These functions should be under the control and
respongibility of the executive branch.

The Controller and Digtrict Attorney should be maintained
as independently eected officids. The Contraller should
continue to be elected to maintain the Controller’ s ahility to
perform independent post-audits of county activities. The
Didtrict Attorney should continue to be eected because this
officeis respongble for the legd oversight of government
activities The remaining row offices should be diminated
and their duties assumed under the executive branch of
county governmen.
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The ComPAC 21 Process

Total Quality Methodology

The Committee agreed to
pursue its analysis through a
total quality methodology. It
rejected the approach of
focusing specific parts of the
current Allegheny County
structure with
recommendations to fix pieces
that did not appear to be
working effectively. In the
language of total quality
management, such efforts
constitute “tinkering” with a
process. It has been clearly
demonstrated that such an
attempt at piecemeal repair
unwittingly creates other
problems by failing to take a
comprehensive approach
through reengineering all of
the processes in an
organization.

The Committee

The ComPAC 21 process was directed by a fourteen member
committee composed of Allegheny County citizens representing
myriad interests in the county including representatives from
four univergties, secondary schools, the business community,
[abor, the professions, community and neighborhood leaders,
and civic leeders. Dr. John E. Murray, Jr., President of
Duquesne University, served as the Chairperson of the
Committee. Dr. Murray appointed the committee members,
who served with no compensation.

The Committee was gaffed by the Pennsylvania Economy
League. The cods of saffing and expenses of collecting and
didilling data as well as visits to comparison counties were
defrayed by a grant from Allegheny County and other grants
from foundations.

The Study Process

The Committee chose atota quality reengineering approach
that begins with a clean sheet of paper to create atotaly new
paradigm that would insure the goals and aspirations of al of
our citizens for the 21% century in terms of governmentdl
gructure. Under this gpproach, the methodology isto ask the
question, “1f we were to create county government for the first
time for the 21% century, what would thet structurebe?” This
approach avoids the mistakes of “tinkering” and produces the
best modd of county government under out particular
circumstances.

The Benchmarking Process

A primary component of the ComPAC21 process included
benchmarking six counties throughout the United States that
could serve as modes for Allegheny County. After a careful
examination of many counties in the United States, the
Committee chose Sx counties as models of quaity government
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and economic progress. The salected counties and their center
citieswere:

Davidson County (Nashville, Tennessee - a consolidated
city and county)

Hennepin County (Minnegpolis, Minnesota)

King County (Sesitle, Washington)

Mecklenburg County (Charlotte, North Caroling)
Milwaukee County  (Milwaukee, Wisconsin)
Montgomery County (Rockville, Maryland)

These counties were selected for avariety of reasons including the
fallowing:

Pogtive reputations throughout the country for best
government menta practices

Known economic competitors of the Rittsburgh region
Other rust belt and/or industrial areas

Representative mix of governmenta structure

The gt&ff visted each of these counties and met with avariety of
governmenta, economic developmert, nonprofit, business and
labor leaders. The benchmarking process was very informative
and served as the basis for the development of thisreport’s
recommendations. The ComPAC 21 Committee and Staff are
extremely appreciative of the assstance provided by many
individuals and organizations in each of the benchmark counties.
This report could not have been prepared without their
involvement.

| mplementation

There are many ways of implementing the following
recommendations. Some, like the county manager and the
reorganization of county departments, can be implemented
immediately by the County Commissioners under their existing
authority. Other recommendations, such as countywide land use
planning, would require changes to state laws.

Some people believe that the populace should be given an
opportunity to vote on selected mgjor changes, such asthe dection
of agngle executive. Implementing such recommendeations
through the development of a home rule charter would alow such
an opportunity. An adternative to that mode would be to adopt the
Second Class County Code as the Home Rule Charter and then




PREPARING ALLEGHENY COUNTY FOR THE 21°T CENTURY

PAGE 21

make gppropriate changes in the Charter. The ComPAC 21

Committee stands ready to assist the newly eected
Commissioners with the implementation phase of this process.

The ComPAC 21 effort was designed to develop amore
efficient, effective, and professond county government able
to meet the challenges of the 21% century. While cost
reduction was not the primary concern, the implementation of
these recommendations will result in immediate savings of &
least ten million dollars annudly. Thisfigure will

undoubtedly increase Sgnificantly over time.
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