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Presentation Objectives:

• Increase knowledge/awareness of engagement strategy to develop 

customer focused performance benchmarks and buy-in, supporting 

increased customer focus through the State. 

• Increase knowledge/awareness of the use of data in a continuous 

quality improvement environment. 

• Reduce barriers (real or perceived) to working collaboratively within a 

county government organization as part of a single team approach to 

deliver an enhanced customer experience and promote health in all in 

policies.



Mission:

Plan, develop and evaluate 
the necessary policies and 
resources to ensure our 

county continues to progress 
and prosper.











Engagement:  Building a Team Environment



Engagement - Cross Functional Team Development

•Teams are focused around organizational shared strategy:

• Examples:

– Executive Leadership Team 

– County Leadership Team

– Employee Engagement Team

– Joint Employee Group

– Service Area Teams

– Facilities Emergency Response Plan (FERP) Team

•Empowerment

• Educate entire organization on key processes

– i.e. Budget process

• Daily resolution/escalation paths



“The County views every outcome as valuable whether the 

expected result is achieved or not in that it  provides an 

opportunity to evaluate for continuous improvement.” 

•Creating an environment of continuous improvement: 

• Aligns everyone around shared goals and organizational view – “no 

silos”

• Enables “systems thinking” – get to the root of issues

• Employees are more open when opportunities for improvement are 

expected not feared

• Focus becomes on the results

Continuous Improvement



Measurement Example

Engagement – Wellness



Measurement Example

Engagement – Wellness



Public Health Wall



Financial Stability: Budget Preparation Process



Challenges/Opportunities for Improvement

• Prioritization

• Delegation and Escalation Model

• Readiness for change

• Execution

• Setting objectives and accountability to meeting them

• Balance of planning/analysis vs. action

• Communication x’s 10

• Buy-in (What does that look like?)

• Celebrating success



The Team Approach:

• Health In All Policies

• Soil Erosion Sedimentation Control (SESC)
• Previously contracted out to Michigan Township Services by Drain Commission. 

• Service was moved to Public Health in 2007-2008. 

• The sanitarians have the knowledge, skill set, and visit these sites for septic and well if the site 

needs those services also. 

• Was able to be accomplished with existing staff at that.

• Animal Shelter oversight

• Technology and other central services support

• Local Governing Entity/Board of Public Health

• Consistent standards, practices, polices



Engaging the Local Governing Entity

Discussion Points (Based on Board Input 10/26/17)

• Customer Service

• Alternatives

• Benchmarking

• Follow-up

• Data Analysis



Local Governing Entity/Admin Updates:







We had a problem with Customer Satisfaction and 

Service Delivery

• In 2017 we were 4-8 weeks out on permits

• We were only meeting our 21 business day

benchmark 67% of the time

• We had complaints from contractors, realtors, 

Board of Commissioners

• Not meeting regulations and MPRs.

• Morale was in the tanks.

“Your most unhappy customers are your greatest source of learning”- Bill Gates



Public Health
Customer 

Expectations

Customer Experience-A Balancing Act-Protecting 

Public Health

• How do we balance the needs of 

the community (builders, septic 

contractors, realtors, well drillers, 

and the Board of Commissioners) 

with meeting MPR’s and 

protecting Environmental Health?

• How do we get the work out and 

not make it like a big box store 

where people are just interested in 

the numbers?

• How do we balance customer 

service and environmental health?

• How do we better support 

economic growth in the Allegan 

County?





Timely turn around 

time for field service

People Process

Policy
Equipment

Capacity Online applications and payment

Morale/Realistic Expectations

Productivity/Accountability

Processing Application

Services; alternatives

Cars, augers, etc.

Benchmarks and productivity

Procedures/Regulations

Technology 
Services not always meeting 

regulations /standards



Equipment\Process:

• Impact/Plan for technology and other efficiencies

• Document Scanning\Storage\Retrieval System

• Technology-in field use

• Ease of access to services and status tracking for customers

• Online payment and application submission

• Work-order system to manage work flow during service process

• Equity/process for applications

• New procedure for prioritization of services

• For prioritizing permits for commercial facilities such as utilities 

that provide services to a large amount of the community.



People\Process:

• Customer service commitment (scheduling?)

• Within 5 business days of receipt of an application the customer 

shall receive a communication outlining any deficiencies in the 

application or a timeline of completion of the services relating to 

the complete application

• Throughout the application and service process (and/or for all 

general inquiries) all customer inquiries to the Sanitarians shall be 

responded to (voicemails, emails, etc) within 2 business days.



People\Process:

• Scheduling/resource allocations

• Utilization of staff commensurate with task

• Continuing to use a non registered sanitarian for SESC inspections.

• Support staff will be used to enter information in SWORD and scan 

services completed into Filebound.

• Sanitarians will have 45 minutes of phone/admin time per day to 

communicate with customers (Communications that support staff can 

not answer).

• Availability of staff to fill positions 



Policy\Process:

• What services could be outsourced to private, cost variance?
• Loan Evaluations can be privatized

• Private entities currently charge more. 

• The Realtors generally accept Loan Evaluations being done by outside agencies

• It would be desired for outside agencies to file results with the local public health department 

to have a complete facility file. 

• Public Health cannot provide variances on outside entities loan evaluations.

• Currently there is no certification for those providing loan evaluations in Allegan 

County that ensures appropriate skill set and liability coverage.

• Public Health may be viewed as being more independent leading to a potentially more 

objective evaluation.



Policy\Process:

• Allegan County Water and Sewer Regulation modification. The State 

requirement is 50 feet isolation distance.  Could this be modified in 

the near future?  This would decrease the amount of variances being 

requested and decrease the time to complete a permit, loan 

evaluation, etc. if a variance is required.



Data Analysis:

• Staffing

• Assumptions relating to est. turnaround times

• Workflow/time demands/ Seasonality

• Costs/Fees 



Data Analysis:

• Assumptions relating to est. turnaround times and staffing levels 

• Every service was reviewed based on actual reported quantity of 

services and time allocated



Data Analysis:

• Assumptions relating to est. turnaround times and staffing levels –

• Beyond dedicated service time the following assumptions were

used to establish available resource time

• Blending initial available resource time

with service time we determined FTEs

• Based on the number of FTEs completion

Time was estimated



Data Analysis:

• Workflow/time demands/ Seasonality –

• Generally perceived that there is a strong peak season with 

significant decrease in demand during periods

• Data demonstrates there are peaks and yet consistency in demand



Data Analysis:

• Workflow/time demands/ Seasonality –

• Generally perceived that there is a strong peak season with 

significant decrease in demand during periods

• Data demonstrates there are peaks and yet consistency in demand



Data Analysis:

• Allocate Costs per Service, to determine fees

• Fee schedule is quite detailed; averages were used

• Fees must be examined annually, as demand and costs vary 

• “Set it and forget it” will not work

Service Type

Totals

Mandated Yes County Yes County Yes State Yes State Yes State Yes State No No

Number of permits/year 56 305 26 659 14 688 246 112 2,106          

FTE cost 1,015$        712$           308$           242$           388$           207$           187$           147$           

Allocated Support Staff 271$           190$           82$              65$              104$           55$              50$              39$              

Additional Costs 29$               29$               

All-in Cost per Permit 1,286          902              390              307              492              262              267              216              

Current AVERAGE Fee 775                 460              250              250              225              150              229              229              

Difference: Cost v Fee 511              442              140              57                267              112              38                (13)              
Annual Under-collected 

Revenue 28,620        134,780     3,642          37,782        3,734          77,341        9,247          (1,483)        293,663     

Loan 

Evaluations 

Commercial/

MDHHSCommercial SESC 

Permits/Inspections

Residential SESC 

Permits/Inspections

Commercial Septic 

Permits/Soil 

Evaluations/Finals

Residential Septic 

Permits/Soil 

Evaluations/Finals

Type II Water Supply 

Permits/Sanitary 

Surveys/Finals

Type III and 

Residential Water 

Permits/Finals/Grou



New Expectations:

• 100% of customers contacted within 5 business days of application 

submission

• 100% of eligible applications shall have permits issued within 14 business 

Days of receipt

• Total EH Field Service Staff Needed: 7.0 FTEs

• Currently 3.5 FTEs

• Approved .4 increase for 2018

• 2018 3.9 FTEs approved

• Recommended increase of 3.1 FTEs

• Why? Material cause\root issue

• SESC program requires 2.76 FTEs

• No staff was added since the program was taken in house in 2007

• As well/septic/etc. demand has increased the ability to absorb SESC services 

without appropriately staffing the service has become impractical



• THE TEAM WAS SAYING…

• You’re just interested in the numbers

• You’re not protecting public health

• You just want to get the work out the door

• You just want to keep the Board happy

• No other Health Department does it this 

way

• I’ve never heard of anything like this

• It’s not going to work

• I QUIT!!!!!!

Embracing “The Great Expectations:



WHAT WE HAD TO DO 

I.)  Determine who was going to join us on journey and who 

was going to leave.

We had 3 Sanitarians leave voluntarily with a combined 

total of 75 years of institutional knowledge.

II.)  We had to start logging services.

a.)  This had never been done to this extent at 

our health department

b.)  It was tried but we did not hold anyone accountable.

III.)  We started using SWORD data base

a.)  We were keeping track of Time and Effort

b.)  We had to start tracking incoming work and 

productivity for each sanitarian.

c.)  We needed to issue permits from SWORD with 

drawings



NEXT

IV.)  Services Offered by Allegan County Environmental Health             

Field Team

• Well and Septic Permits with finals

• Loan Evaluations (Hook to Existing)

• Raw (Vacant) Land Evaluations

• MDHHS Inspections

• Pool Inspections

• Campground Inspections

• Pumper Truck Inspections

• Beach Sampling (summer season)

• Long Term Water Quality Monitoring



Continue

• Water and sewage complaints

• Clandestine drug properties

• Parcel updating on GIS

• Environmental Health Records Requests (EHRR) +/- 900/year

• Non-community Water Supply Program (+/- 240 water supplies)

• rTCR began at this time as well

• SOIL EROSION and SEDIMENTATION CONTROL (SESC) PERMITS 

• SESC INSPECTIONS

• Only 5 local health departments perform this service state 

wide

• NEW ADDRESS ISSUANCE

• No other health department does this in the state 





ENTER THE WIG/WIO (Wildly Important Objective)

This was a way to balance customer service while protecting the 

public’s health.

• Is derived from The 4 Disciplines of Execution by Chris 

McChesney, Sean Covey and Jim Huling

• Adopted the concepts from the book and incorporated into our 

daily/weekly routines.

• We have weekly WIO meetings 

• We look at the following:

• Make sure we are meeting the WIO.  The customer benchmark.  (Issue 

90% of the permits in the 14 business turn-around time).

• Track work load, re-distribute as needed.

• Make sure all are meeting the lead measure (Issue 2 permits/day and 

perform 3 services).
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Meeting the Expectations – % of Services Completed Within Timeframe



Plan:  Determined the problem and potential root cause and solutions

Do: Implement the proposed solutions

Study: Study the metrics to see if the benchmark is being met

Act, Adapt, or Adopt based on whether the benchmark is being met. 



Did we hit the mark?:

• Increase knowledge/awareness of engagement strategy to develop 

customer focused performance benchmarks and buy-in, supporting 

increased customer focus through the State. 

• Increase knowledge/awareness of the use of data in a continuous 

quality improvement environment. 

• Reduce barriers (real or perceived) to working collaboratively within a 

county government organization as part of a single team approach to 

deliver an enhanced customer experience and promote health in all in 

policies.

Any Questions:



Contact Information:

Angelique Joynes, Health Officer

ajoynes@allegancounty.org

Robert J. Sarro, County Administrator

rsarro@allegancounty.org

Randy Rapp, Environmental Health Manager

rrapp@allegancounty.org

Please contact us for additional information.

mailto:ajoynes@allegancounty.org
mailto:rsarro@allegancounty.org
mailto:rrapp@allegancounty.org

