TAMPA TRIES COMPUTER
TO INCREASE EFFICIENCY
BY SETTING PRIORITIES

Arbor in downtown Tampa invites public use of parks.

Computers are a fact of life now
and learning to use them is fast be-
coming a necessity for people in all
occupations. The Municipal Parks
Department of Tampa, FL is fol-
lowing the trend. But the efficiency
and information control to be
gained from putting a Parks De-
partment on-line is not ‘without

problems as Parks superintendent
Ross Ferlita explained.

A year ago, the Tampa Parks op-
eration was out of control. Its re-
sponsibilities had increased many
times in a short period, as lands
that had been maintained by other
city departments were turned over
to Parks. In a financially stable city

government, Ferlita had no trouble
picking up the extra crews to main-
tain the new property, but he was
without the management structure
to run such a large staff over the
1400 acres cared for by the city.

As a result, crews with minimal
supervision were operating from
an inconsistent system of work
orders. Priorities for jobs were
often being set on a day to day basis
by the crews themselves. The end
product was a haphazard mainte-
nance job. Vacant areas needing
minimal maintenance were receiv-
ing more man hours than necessary
while highly visible, intensely
landscaped parks were inade-
quately kept up.

Ferlita and the city recognized
the problem and brought in a man-

Each crew was settingiits
own priorities with hap-
hazard results until the
computer began schedul-
ing based upon system-
wide needs.

agement consulting firm who or-
ganized the present system. The
firm first had to assess the mainte-
nance needs of the parks and the
works capabilities of the crews.
Data would then be correlated in
the creation of a program to pro-
vide the most efficient use of the
department’s resources.

The first task in the project was
to determine exactly how much
could be accomplished by the
manpower available to the depart-
ment. There was no labor shortage
with over 200 on staff. But the de-
mise of CETA had taken away a
large surplus of workers the de-
partment was accustomed to hav-
ing, requiring more careful use of
those remaining. “We did time and
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motion studies for all of the activi-
ties involved in maintaining the
parks: weeding, mowing, trim-
ming, edging, etc. and compared
our results to national averages,”
said Ferlita. Where the Tampa
crews fell short of the average,
changes were made in the methods
or adjustments were made for the
local climate differences.

Foremanroles have
become much less
physical and more
managerial.

The study then broke down the
tasks done by maintenance per-
sonnel in to 46 work activities to
standardize the methods for each
activity. The number of man hours
required for each task was then
computed. The standard methods
were incorporated into a book of
performance guidelines and given
to the staff.

Each task was fed into the com-

puter with the amount of time and
supplies it would take following
the uniform method. The comput-
er’s job was to allot each job to one
of the four district crews, the city-
wide crew or the forestry crew.

Each month, the computer pro-
duces a stack of cards. On each
card is one of the jobs slated to be
done that month. The cards are
sorted by district, delivered to the
manager of each district and then
delegated to the supervisors. Using
the cards the supervisors must de-
sign two schedules for each of the
crews under their jurisdiction.
Once the biweekly schedules are
approved by the deputy superin-
tendents, the cards are further di-
vided up among the crew foremen
and the workers.

The men later report back how
many jobs were finished and a
monthly log is kept on how much
the schedule is completed and how
many man hours it actually takes.
At the end of a year on the system,
Ferlita and his staff will refer to
these logs to update the accuracy of
the data that the computer has to

work with, and make adjustments
for the following year.

In theory, the system should run
the Parks Department with robotic
efficiency. But the human element
has shown up in more ways than
the sick days and vacation that are
programmed into the computer.

Convincing employees to main-
tain grass, ornamentals and trees

It was hard to

convince crews to stick
to the computer schedule
instead of handling

work as they saw it.

from a schedule designed by a
computer has been difficult in
many cases. Ferlita has found that
workers and foremen, many who
have been in the department for
20-30 years, always devised their
own schedules according to what
they observed on a day to day basis,
“It was hard to convince the fore-
men to stick to the new schedule, if

It drives
your dirt
to drink

«ocand drain oo much or too

little water, and you’ve got problems! ...
unless you use Aqua-Gro the rootzone
water management tool.

Aqua-Gro is specially formulated to
eliminate problems from excessive
moisture. Its unique blend ensures
faster, more uniform water penetration
and drainage. Aqua-Gro will provide the
desired residual benefits, irrigation after
irrigation, because it does not leach.
Insufficient moisture can cause localized
dry spots and browned out turf.
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they saw grass that needed to be
cut, they cut it, regardless of wheth-
er it was a level three area and not
to be cut for three months,” said
Ferlita. These activities seem
conscientious, but they divert time
away from completing items on the
list.

Ferlita also found resistance to
the increased paperwork for super-
visors and foremen. Their roles
have become much less physical
and far more managerial. “We
have been able to keep most of the
people in the same jobs, but we
have had to take people that have
been with us for years and channel
their thinking into a whole new
pattern of planning ahead to write
schedules, record what gets done,
and keep a backlog of additional
work to be done in extra time,” ex-
plained Ferlita.

The Department has overcome
many of its personnel problems by
training the foremen and supervi-
sors in the design and use of the
system to clarify how their activi-
ties fit into the whole. Ferlita and

his deputies have found patience
in this endeavor has paid off. Most
employees needed more than one
sitting through the training class on
the system to fully understand it.
As Ferlita explains, “it often hits
like a bolt of lightning; after at-
tending the same class two, some-
times three times, the picture final-
ly comes together for them.”

As the personnel problems in the
field are ironed out, the system had
has been showing some immediate
benefits to the operation of the
administrative offices. Requisi-
tioning and inventory are now
done through the computer. Re-
cords for materials and supplies
use are kept, not only in terms of
the quantities used, but also ac-
cording to the jobs and crews by
which they were used. The com-
puter then automatically purchases
general supplies according to the
inventory levels.

Budgeting, which begins in May,
is a much simplified process with
the computer. As plans are made
for the coming year the data from

the preceding year can easily be
called up to document requests that
may be questioned.

The Parks Department submits
their finished budget to the mayor’s
office in mid July. “Now when we
go to defend our budget, we're not
arguing with estimations, its all
there in black and white,” said
Ferlita. Although the final proce-
dure is to submit the budget to the
City Council in mid-August, in
Tampa’s strong mayoral govern-
ment, the Council has very little
power to revise and almost no op-
tion to veto the document that the
mayor'’s office presents to them.

An evaluation of the manage-
ment system will be made at the
end of a full year. Ferlita is already
aware of small changes that may
have to be made but wants the sys-
tem to run a complete year to get a
consistent picture. At year's end,
the monthly and quarterly reports
of work finished will be pulled out
and seriously compared to the orig-
inal projections.

Aqua-Gro provides fast relief. Aqua-Gro
moves water into the rootzone reducing
run-off and evaporation. More uniform
water movement and distribution
through the soil profile reduces summer
stress and watering costs 30%-50%.

In addition, Aqua-Gro enhances the
efficacy of pesticides and fertilizers, while
eliminating the problems associated
with thatch, compaction, and poor

soil mixing.

So use Aqua-Gro. Available in liquid
concentrate or spreadable granular from
your local distributor. It's an important
ingredient to insure the constant healthy
growth of turf on grounds, playing fields,
and golf courses.

For free illustrated brochure and further
information call TOLL FREE 800-257-
7797, (in N.J. 609-665-1130, or write:)

,-‘a‘o. AQUATROLS CORPORATION OF AMERICA, INC.
“Dpgest 1432 Union Avenue, Pennsauken, N.J. 08110

AQUA-GRO

It drives your dirt to drink...and drain.
Circle No. 101 on Reader Inquiry Card



