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Preface
In the spring of 1996 the Livingston County, Michigan
Department of Planning prepared the book Strategic
Thinking. From the success of the book, the Livingston
County Board of Commissioners embarked on a
“Strategic Thinking” process that ultimately evolved
into a “Strategic Policy Planning Process.”
The purpose of this book is to illustrate the elements
of the strategic thinking process and the results that
were achieved by the Board of Commissioners in their
planning process. This policy planning process resulted
in the publication of the document P r e p a r i n g
Livingston County, Michigan for the 21st Century:
A Strategic Policy Plan. This book was prepared as
a companion volume to the Strategic Thinking with
the thought of taking the concepts outlined in
Strategic Thinking and applying the concepts to
practice. It is hoped that other community
organizations will find the information in Strategic
T h i n k i n g and the companion volume, A p p l i e d
Strategic Thinking transferable in addressing longrange planning and management issues while adding
to the body of strategic planning and management
knowledge.
Comments relative to the process of strategic
planning and management are noted in italic type.
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Part 1
Introduction
The Plan To Plan
The Livingston County, Michigan Board of
Commissioners, under the leadership of the Board
Chair, initiated a process to strategically manage
change in the state’s fastest growing county. The
Department of Planning was selected to serve as
support staff with the Director of Planning in the
capacity of process facilitator. Not necessarily a
strategic planning process in the purest sense, the
process of thinking strategically evolved from the
understanding that the Board establishes policy and
the administration implements policy through the
development of programs and activities. This politicaladministrative dichotomy resulted in a “strategic
policy planning process” to guide county administrators.
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The process as envisioned by the Board is a
systematic approach to manage change and create
the best possible future for the Livingston
Community. It is a creative process for identifying
and accomplishing the most important actions in
view of strengths and weaknesses, threats and
opportunities.

Recent reports, studies, and analyses from county
agencies, community groups, and other organizations
were used as surrogates for direct participation.
They were particularly useful in reflecting broad
Applied Strategic Thinking
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perspectives of major constituencies in formulating
policies during the process.
EXHIBIT 3
Process participants received an agenda prior to each meeting, generally
pre-meeting preparation was required.
MEMORANDUM
In order to facilitate the planning process, I have prepared the attached
background statement and preliminary analysis of the external environment:
forces of change for our next committee meeting scheduled for 6:30p.m.
on Thursday, April 3, 1997 in Conference Room B. It is anticipated that the
meeting will be two hours in duration. Please review the “Draft” discussion
document for the meeeting.
At this meeting we will:

•
•

discuss where we are in the planning process (15 minutes);

•

identify emerging issues facing the Livingston Community of toeay
and tomorrow, narrowing said issues to those that can be addressed
by county goverenment, based on the “Draft” analysis of the external
environment (60 minutes); and
establish the planning agenda for future meetings.

•

briefly review the attached “Draft” document making necessary
adjustments as we progress through the planning process (30
minutes);

Please remember:

•

everything prepared at this point in the planning process is in “draft”
form and subject to rewrite and amendment;

•

although our work is based on principles of strategic planning and
management, the final document may not develop into a strategic
plan. The final “plan for the future” may take one of a variety of
formats that address long-range issues important to the Livingston
Community;and
for some of the identified “trends/impacts” in the draft document,
county government may not have a role in addressing their solution.

•
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An Overview of Strategic Management
Strategic Management is a decision-making process
that enables local government to better manage its
future. It enhances public policy leaders’ abilities to
develop agreements — that their communities accept
and use — about the critical issues affecting their
communities.
Public sector strategic management combines priority
setting, agenda building, decision-making and
implementing processes in order to establish
agreement about the important issues and
opportunities facing a community: it identifies what
ought to and can be done to enhance a community’s
future. It identifies and negotiates the differing
purposes, visions and aspirations within a community.
Emphasis is placed on the crucial few decisions that,
if made now, will significantly affect the basic nature,
direction, and future of the community. The major
purpose is to develop an agenda with specific and
timely actions that are designed to achieve a
community-wide and shared sense of purpose and
vision.
Strategic planning is different from strategic
management. The former refers to a planning process
focused on defining key variables and events with which
the organization must cope if it is to be effective in
the future. Planning also creates strategies for
dealing with the identified problems and grasping
opportunities. Strategic management is the realistic
Applied Strategic Thinking
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coping with current problems by carefully noting
contingencies and consequences so as to achieve the
long-term objectives identified by the strategic plan.
In essence, strategic management is the flexible but
focused implementation of the strategic plan. In both
cases the term strategic identifies key variables and
contingencies with which an organization must wrestle
explicitly. Together, strategic planning and
management promotes “strategic thinking.”
Strategic management in the public sector must deal
with both macro and micro level politics. At the macro
level, public managers must understand that they are
part of a governing system that is deliberately
complex. The system includes private interest groups
as well as public agencies. Here the need is for
ascertaining traditions of governance that can guide
managerial behavior. Professional education and
networking can help sort out the philosophical
questions.
Within the strategic management framework, purpose
(meaning and values), strategy (direction), and
tactics (action) are consciously analyzed with a
consistent eye on the external and internal
environmental forces impacting the community:
political,
technological,
socio-economic,
organizational, and individual factors. These forces
are seen to either help or hinder the community in
achieving its vision of the future. Further analysis is
made as to which forces are controllable or
uncontrollable in the community’s external and
Applied Strategic Thinking
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internal environments. Given these forces a realistic
assessment is made of the community’s capacities
to successfully implement future enhancing, critical
actions. Having a better handle on purpose with a
sense of direction, managing change and uncertainty,
building an agenda with community-wide support, and
developing necessary, usually interdependent, action
plans are the major results to be expected from
strategic management.
What makes an issue “strategic” is its tendency to
be
future
affecting,
change-oriented,
interdepartmental, externally influenced, costly if not
addressed, and usually not best resolved in the
ongoing planning and budgeting process. If not
addressed, problems with these characteristics can
dominate a community and get ahead of their policy
leaders. On the other hand, possibly a worse case,
opportunities can be missed and never find their way
to the community’s attention. Depending on the
organization’s size, these issues could include intra
as well as inter departmental strategies. It could
also focus on the specific concerns of several
communities and become an intergovernmental
strategic issue.
Because a major part of the strategic management
process is based on problem-solving and organization
development concepts, there is a tendency to see the
world as being as full of opportunities as it is of
problems. Hence, when a potential strategic issue is
being analyzed, participants are asked to identify the
Applied Strategic Thinking
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present and potential strengths, weaknesses,
opportunities, and constraints that exist in a
situation. The strategic management process
accepts both short and long-range issues that can
have single as well as multiple goals and results.
The significance of the strategic management process
is that it accepts a continuum of issues — problems
and opportunities — as being potentially strategic.
That one issue on a continuum is more complex than
another is accepted; however, because vision, critical
change, and action are driving elements in the process,
a number of interrelated agenda items, actions, and
decisions are accepted as being able to achieve
change. Policy makers can now move from
incrementalism to strategic management. This places
them in a more influential position because they can
focus on doing-the-right-thing: the policy leader’s
primary responsibility. This leaves doing-it-right or
implementation factors to the managers.
Local public policy makers have a most important
leadership function to exercise in their communities:
developing and sustaining a strategic agenda and
getting the critical, interdependent decisions made
that implement that agenda. Unfortunately, these
central and critical functions of their public office and
trust are too easily sidetracked. There is a built-in
tension and conflict of priorities between public issues
with immediate impact and those that have the power
to affect a community’s quality of life and its ability
to manage its own future.
Applied Strategic Thinking
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The most powerful product of the strategic planning
process is the pinpointing of future-affecting, public
purpose issues. Often they are submerged by the
municipality’s everyday workload and/or are seen as
too hot to handle because to do so would negatively
impact various interest groups. Furthermore, public
officials’ attention is usually focused on efficiency
concerns. Rarely are questions asked about whether
it is the right thing to be doing in the first place.
Thus efficiency in maintaining the status quo
triumphs over matters of purpose and future
enhancing actions. Strategic management is
designed to sort out issues so that leaders and
citizens begin to have a sense of control over what is,
and most importantly, what can be.
Another benefit from strategic management is the
opportunity for a community to become more
competitive and to obtain a larger share of the
market. Communities may not perceive themselves
as part of a marketplace because the services they
provide have not been perceived to result in so-called
bottom lines. However, when communities’ revenue
bases are taken into consideration, then communities
do compete. Their markets include not only the firms
they wish to keep or attract but also present and
future home owners. In this market analysis, both
firms and home owners are seen to be equally
concerned about the educational system and other
quality-of-life issues, as well as what basic services
and infrastructures are provided and how they are
managed.
Applied Strategic Thinking
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Thus, the community whose leadership is able to
negotiate and to deliver on its agreements — because
it has the policies and strategies that demonstrate
it knows where it is going and how to get there — will
be a better competitor and will have a better market
share of new and retained citizens and investors. Its
leaders know that they have a desirable community
product to market and they consciously work to
enhance its position among competing communities.
Strategic planning/management generally involves
three phases (plan-to-plan, strategic direction, and
operating plans or policies) and at least six distinctive
steps: setting objectives (plan-to-plan); developing
options (conduct internal assessment);
environmental scanning (conduct external
environmental analysis); the strategic decision
(review statement of purpose and objectives/define
strategic direction); the organization (develop
operating plans or guidance policies); and the
strategic review (implement and monitor plans) as
illustrated in Figure 2. The process relies heavily on
the ability of planners to specify objectives, to assess
systematically the organization and its environment,
and to apply rational, maximizing decision criteria to
the final outcome.
When applied to the public sector, the process requires
a number of assumptions which may or may not reflect
political reality common to public organizations.
In the public sector short term orientations often
outweigh long-term perspectives. Decisions are often
Applied Strategic Thinking
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based upon political values that may implicitly govern
and limit identification of available alternatives. Much
of the agenda for public sector decision makers is
pre-established in that certain services must be
provided and, therefore, slack is present only to a
small extent on the margin. Additionally, the public
sector environment is segmented such that local
government decision makers respond to a plurality of
interests, including such critical variables as
administrative need and equity, needs and interest
of the private sector, the rule of law as reflected in
home rule provisions, and their public constituents.
Moreover, an individual local government makes policy
decisions in the context of a fragmented
intergovernmental arrangement defined by artificial
geopolitical boundaries. Often city is pitted against
city, city against county, and local government
against school districts in a competition for scarce
tax resources and, more importantly, in the
competition for securing economic growth needed to
build effectively the tax base. In this context, the
question of strategy is often reduced to a question
of competition which is perceived as a zero sum game.
When cities, counties, school districts, and chambers
of commerce plan separately, the unit of analysis is
inherently artificial and the product must always be
less than optimal for those living in the area.
The very nature of strategic management and
planning is such that considerable expertise, either
outside or inside the organization, is required in order
to conduct quality environmental scanning and to
Applied Strategic Thinking
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set measurable objectives. Consequently, the planning
process often does not include policy makers until
the necessary assessments and analyses have been
made. While the resulting plan may be adopted, the
political decision makers often are not sufficiently
invested in it to be committed to its success.
Obviously, the rational nature of strategic planning/
management does not lend itself well to addressing
these aspects of the local government context. These
approaches inherent in traditional strategic planning
surely are effective in bringing order out of chaos, but
implementation for the result is often problematic,
especially for local governments. Success in any
change strategy requires that participants in the
change process be invested in both the process and
the outcome.
In summary, the strategic planning/management
process is designed to achieve the following benefits:
t A shared vision (strategic direction) about the
community’s future that can span
administrations.
t Decisions that the participants own because of
their involvement, hence there is a stronger base
of support than a majority vote.
t A process which permits local policy leaders to
focus their scarce decision making time on
strategic, significant, future-enhancing issues
Applied Strategic Thinking
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that
usually
have
intersectoral,
intergovernmental, and interdepartmental
dimensions.
t Positions the community to capitalize on
favorable circumstances because a shared vision
(strategic direction) fosters development of a
strategic agenda, contingency plans, and a
supporting information system that are designed
to adapt to changing circumstances.
t Community acceptance and legitimacy. There is a
Partnership of vision (strategic direction),
pragmatism, rationality, politics, negotiations,
problem-solving, and group process within a
public, structured forum. This combination
lessens criticism of the decisions that are
reached because strategic management is not
done in a pressured, formalized, and politicized
setting. In fact, a different forum is created for
the strategic management process; therefore,
the aspects of precedent and community culture
that are debilitating are constrained because
alternatives are solicited beyond standard
forums and are then reviewed to see what makes
sense.
t Community development and citizen participation
results that address complaints about
community malaise and citizen dropout.
Specifically, if properly adhered to, the process
enhances enthusiasm, unity of purpose,
Applied Strategic Thinking
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commitment to action, sustained leadership, and
shared risk taking.
t A vehicle for public-private cooperation. This is
because the significant issues that confront a
community often cross into the private sector as
well.
t Preplanning and identification steps which
identify internal and external factors (forces of
change) that can help or hinder the achievement
of strategic change. Therefore, community
leaders decrease the likelihood of being blindsided by unanticipated resistance.
t A process which expects and accommodates
negotiations among the competing values in a
community; for example, efficiency, economy,
effectiveness, justice, responsiveness, equity,
and political control which are usually present
when significant public decisions are made.
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Background: The Internal Environment
Livingston County Government is a diverse group of
agencies and departments providing numerous
programs, projects and services to the twenty
communities and more than 140,000 residents that
make up the Livingston community.
Centrally located within one hour of the major
metropolitan areas of Detroit, Flint, Ann Arbor, and
Lansing, early settlers were attracted to the
Livingston County area not because of its location
(as is the case today) but rather because of the
opportunity to receive free land. Following the war of
1812, the Federal Government provided any veteran
of that war with 160 acres of free land in Michigan.
However, surveyors indicated that the land in and
around Livingston County was extremely wet and
poorly suited for farming. Since this caused many of
the soldiers to accept free land in Missouri rather
than in Michigan, the Governor requested a new
survey. This second survey found much of the rolling
hills and sparsely wooded land well suited for
agricultural uses. Rather than give this exceptional
land away, the State began to sell the originally free
section parcels for $2.00 to $3.00 per acre.
The county’s territory was originally part of
Shiawassee and Washtenaw Counties until 1833
when an act of the state legislature provided for the
establishment of Livingston County. Named after
Edward Livingston, the Secretary of State under
Applied Strategic Thinking
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President Andrew Jackson, the county began its slow
settlement during the early 1830’s in the areas now
known as Green Oak and Hamburg Townships.
Coincidently, these communities are now two of the
fastest growing and most heavily populated in the
County. As indicated by the second survey, the soils
were excellent for farming. The land was also
abundant with fish and game, including bear and wolf.
It is interesting to note that both Chippewa and
Pottawatamie Indians were seen on occasion.
However, there is no recorded history of violence
between the settlers and the Indians.
Indian trailways through Livingston County formed
some of the major transportation corridors of today,
including Grand River Avenue and White Lake Road.
The development of the Grand River Trail from Detroit
to Lansing proved to be an impetus for growth.
Livingston Center, now known as the City of Howell,
was centrally located between the two cities, was on
the stagecoach route connecting the cities, and was
a natural rest stop for travelers making the long trip
by foot and/or by horseback. As was the case one
hundred years ago, the location of Howell and its
surrounding communities combine with the natural
rolling hills and lakes to continue to draw settlers to
the County.
The actual organization of the Livingston County
Government was effected under an act of the
Michigan Legislature March 24, 1836. Under the
provisions of the act organizing Livingston County, a
Applied Strategic Thinking
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special election of the first County officials was held
on the first Monday in May 1836. As shown on the
following organizational chart, the County operation
of today not only includes elected officials but also
involves a variety of service-providing agencies and
departments.
The agencies work together to
eliminate the duplication of services, to coordinate
delivery of existing services, to plan and develop
programs, to address existing needs and to prepare
for future needs.
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From continuing disucssion, a series of internal
organizational issues began to emerge tht would
later effect policy decisions for restructuring the
organization to meet future challenges.
EXHIBIT 5

EMERGING ISSUES

REDUCE FRAGMENTATION

•

Pursue zero tolerance of service duplication.

•

Develop a countywide development plan as required by
State Law

•

Promote regional collaboration and cooperation
(Partnership In Planning, etc.)

IMPROVE THE ORGANIZATION

•

When opportunities occur, consolidate county functions
and services, internally and externally, to enhannce
effectiveness and efficiency.

•

“One-stop shop for social services”

•

The real business of government is to provide a set of
services as efficiently and effectively as possible. There is
no reason for a city and county to, in some instances,
provide similar services to its citizens.

•

Institute a merit-based human resource (personnel)
system including an ethics code. We should always try to
hire and keep the best and brightest. It is the only way for
government to do business today.

STRENGTHEN GOVERNMENT FINANCING

•

Reduce reliance on property tax.

Applied Strategic Thinking

18

Introduction

PERFORMANCE MANAGEMENT

•

Using Performance Information To Improve Program
Results/Outcomes.
•
•
•

•
•
•

Redirecting or correcting problems with programs.
Changing organizational structure or standards.
Diffusion of best practices of specific program or
agencies (Guidebooks, “Partnership In Planning”
Manual, etc.)
Collaborative efforts with stakeholders that achieve
outcomes. (Human Services Coordinating Body, etc.)
Providing incentives for performance.
Motivating employees to become more outcome (not
eimply output) oriented.

•

Improving Planning and Budgeting Processes
•
Using data to adjust and update strategic and
performance plans.
•
Using performance information in the budget
process.

•

Using Performance Management To Increase Accountability
•
Accountability within government.
•
Accountability among levels of government, partners,
and contractors.
•
Accountability to customers/clients.
•
Accountability to citizens.

There are no small number of productive uses of performance
information, and agencies and governmental departments have
achieved notable results from these uses. It appears that the
highest successes have been realized in improving planning,
program performance, and accountability. Making outcome
performance a more decisive force in budgeting is a less
developed art, but may be the next public management frontier.
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STRATEGY
To prepare and plan for its future, the Livingston
County Board of Commissioners has prepared this
plan of action. This plan aids Livingston County in its
decision making process, thus enabling the elected
body to better manage its future. Based on
strategic planning and management principles, the
plan attempts to combine priority setting, agenda
building, decision making and implementation
processes in order to identify the important issues
and opportunities facing the Livingston community.
Its completion identifies what ought to and can be
done to enhance the future of Livingston County. The
planning process identifies and negotiates the
differing purposes, visions and aspirations found
within the Livingston community. Further, the
process focuses on defining key variables and events
of with which Livingston County must cope if it is to
be effective in the future. The process creates
strategies for dealing with identified problems and
emerging opportunities.
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EXHIBIT 6
Discussion Paper
STRATEGIC PLANNING
OR
SYSTEMS APPROACH TO PUBLIC MANAGEMENT?
Livingston County government is labor intensive, therefore, we must
concern ourselves not only with the question of where we want to be as
an organization in the future, but importantly, who will lead us there.
What kind of organization must be developed and sustained to meet the
challenges -- the forces of change -- facing the Livingston Community of
today and tomorrow?
Do we have a human resource data base so that we can draw upon the
internal expertise of our employees?
Do we have a human resource investment strategy (attraction, retention,
training) so that our employees are positioned to address the chaning,
complex environment of the Livingston Community of tomorrow? Are there
opportunities to combine and/or expand functions to accommodate the
changing environment, capitalize on existing human resource expertise,
and enhance productivity (working smarter)?
Our success as a governmental agency will depend to some degree on
the public’s perception of our organization. Do we support and promote
ethical conduct within the public service (i.e., adoption of a code of ethical
conduct, etc.)?
What is the cultural diversity between officials, employees, and citizens
What is the diversity within the organization?
What are the implications of cultural diversity for employee behavior?
Are we talking about formal “strategic planning” or are we exploring ways
to “think strategically?” Should we develop a strategic plan, an
administrative policies plan, operational plans, or some other systems
approach to effectively, efficiently, economically, and democratically
address the forces of change facing the Livingston Community?
If it isn’t broke, don’t fix it...What is the expected outcome of the planning
process?

Applied Strategic Thinking

21

Strategy

The key aspects of the plan are its tendency to be
future
affecting,
change-oriented,
interdepartmental, externally influenced and expense
reducing. These aspects are not usually best
resolved in a monthly meeting process. However, if
they are not addressed, opportunities may be lost.
One of the most powerful products of this planning
process is the pinpointing of future-affecting public
service issues which all too often are overlooked in
our daily routines.
The process pursued by Livingston County in
conducting this planning process can best be
described by the following graphic illustration.
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FORCES OF CHANGE:
The External Environment
EXPLOSION:

A large scale rapid and spectacular
expansion, outbreak or other pheaval.
Webster’s Dictionary, 1994.

As the fastest growing county in the State of
Michigan, Livingston County is experiencing an
explosion in almost every aspect of public service
needs. An increase in the aged, empty nest
households, divorces, and other significant human
service care populations are requiring increased and
improved response from Government. From a growth
management standpoint, the large population
increase brings with it a demand for expanded schools,
police and fire protection, transportation and many
other infrastructure needs. This population growth,
with its many different and ever changing demands
represent one of the forces of change which Livingston
County government and its constituent departments
and agencies must confront. Although government
cannot always control the external environment, it
can plan, organize, direct and control the internal
forces within itself and its individual organizations in
order to provide for the continuing increase in and
refinement of public service needs.
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The strategic planning team identified a series of
interrelated forces of change in the external
environment, the impacts and trends of these forces,
and discussed in detail the individual impacts on the
Livingston Community should we continue with
“business as usual.”

Applied Strategic Thinking

24

Forces of Change: The External Environment
EXHIBIT 7a

EXTERNAL ENVIRONMENT
FORCES OF CHANGE
IMPACTS AND TRENDS

IMPACTS WITH BUSINESS AS USUAL
HUMAN SERVICE IMPACTS
•

Increasing need for adult foster care homes, public transportation,
smaller homes, affordable in-home medical care.

•

Limited housing opportunities for growing services and retail
employees, senior citizens, single parents, and young couples.

•

Increased drinking and driving violations, juvenile substance abuse
and a corresponding need for law enforcement.

•

Wide disparity between those residents who have health insurance
and those who do not.

•

A deficit in child care increases potential for unregulated poor care
and possible child abuse.

•

Without active recreation opportunities, potential for increase in
loitering, substance abuse, violence and gang activity.

EXHIBIT 7b
LAND USE IMPACTS
•

Road millage will increase as suburbanization spreads.

•

Vehicle miles of travel will continue to escalate.

•

Travel times to work will lengthen due to longer trips and more
congestion.

•

Car pool paticipation will continue to fall.

•

Local government road budget responsibilities will continue to
increase.

•

Maintenance and construction costs for road and bridge
improvements will continue to rise.
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EXHIBIT 7c
LAND USE IMPACTS
Natural Resources and the Environment
•

Loss of biological diversity through land fragmentation and
subsequent low desnity residential development will cause a loss
of contiguous forest and other landscapes which provide a
wildlife habitat for existing species of animals and plants.

•

Increased levels. of sediments, nutrients, oils, salts and metals
caused by an increase in non-point source pollution and runoff.

•

Continued contamination of groundwater sites where hazardous
substances will continue to be discovered.

•

Loss of access to some minerals, such as sand and gravel from
spreading sprawl, which develops the land of these resources.
More conflicts between adjoining residents and oil and gas
drilling and extraction can also be expected.

•

Loss of sensitive environments, although at a slowed rate, due to
an increase in mitigation measures, to rural areas. Most of this
loss will be from small encroachments, which cumulatively may
haveasignificanteffect.

EXHIBIT 7d
LAND USE IMPACTS
Recreation and Public Land Use
•

Golf course construction will likely increase. By the year 2000
Michigan will be home to over 800 public golf courses. It is
uncertain, if ever, when supply will meet demand.

•

Agencies responsible for managing public lands are acquiring
lands and development rights for public purposes. Thses
purchases will continue to provide areas with recreational
opportunities, especially trails fornonmotorizeduse,toprotect
scenic resources and protect wildlife.

•

The effects of non-profit land conservancies will become much
more significant.

•

Increases in the number of registered boats, snowmobiles, offroad vehicles and recreational vehicles.
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EXHIBIT 7e
LAND USE IMPACTS
Public Water, Sewer, and Infrastructure
•

Intensive growth and development will create a need for primary
infrastructuredevelopment.

•

The State Department of Corrections will continue to increase
its share of the State budget to expand and maintain the prison
system. More prisons will be built with local land use and other
infrastructure impacts.

•

Quality of life issues will become more important as private water
and sewer systems age and environmental quality and public
health issues arise.

•

Intergovernmental agreements to share the burden of
infrastructure expenditure, and in turn share the operating
revenues, will become more frequent as costs rise.

•

State and federal funds for infrastructure will continue to
decline, while costs of improvement and maintenance will
increase, thus raising the burden of responsibility on
communities, developers and land owners.

•

The number of homes on private systems will increase due to the
inability of communities to further extend infrastructure
connections to accommodate, new, dispersed growth. Packaged
sewage treatment plants and small community wells may
become commonplace in rural subdivisions.

•

Maintenance and construction regulations applicable to private
wells and septic systems will become more stringent in order to
preventcontamination.
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EXHIBIT 7f

LAND USE IMPACTS
Agriculture
•

Farmland and cropland acreage will continue to decrease in
Michigan at least at the same rate as has occurred in the past
twentyyears.

•

The farm population will continue to age, with fewer, younger
individuals entering farming due to the large capital investments
in equipment and land required and the increasing uncertainty of
agricultural economic future.

•

Farm size will continue to increase as more smaller farms
are combined int o a larger operation or fragmented into
non-economically viable units.

•

Technological advancements will continue to raise farm
productivity.

•

Increasing environmental stewardship of land resources will
continue to be demanded by the public.

•

Residential-agricultural conflicts will increase as people
continue to move out into rural areas.

•

Land values for farmland will continue to increase much faster in
areas faced with increasing population growth.
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EXHIBIT 7g
LAND USE IMPACTS
Jobs and the Built Environment
•

Total employment and population will increase, with population
and employment density decreases in the urban counties and
increases in Livingston County.

•

Urban development and agricultural land conflicts will continue
to rise.

•

Residential alnd use will consume significant amounts of land as
housing lots remain large.

•

Cottages and summer homes will continue to be converted into
year-round homes.

•

The structure of retail business will continue to change, from
that of downtown areas and shopping malls to superstores and
discount retailers.

•

The demand for office space will continue to rise in suburban
downtowns.

•

Manufacturing establishment locations will not be constrained
by traditional location criteria.

•

The entire region’s economy will continue to diversify as service
employment strongly expands while manufacturing decreases.
As a result, the regional economy should be less sensitive to a
fluctuating business cycle.

The many impacts described as a result of the “forces
of change” are presenting serious ramifications on
the institutional structure for government decision
making in the State of Michigan and Livingston
County.
The significant forces of change identified in this book
are population growth, households, family structure,
income distribution, federal and state governmental
Applied Strategic Thinking

29

Forces of Change: The External Environment

assistance, educational attainment, transportation
needs, employment, economic activity and race
relations.
1.

Population Growth
One article in the USA Today newspaper dated
Wednesday, December 12, 1990 described
Livingston County as one of the fastest growing
communities in America. In fact, the article
describes the growth as three to four times the
national growth rate of 8.5 percent. The article
states, “As Michigan loses population, the once
agricultural Livingston County is one of the
State’s fastest gainers.”
Although this was written seven years ago, the
Office of the State Demographer substantiates
Livingston County’s population gain by estimating
the annual population gain in each of Michigan’s
eighty-three (83) counties. Livingston County has
consistently ranked first, second or third in
percentage population growth between 1990 and
the current year.
In 1996, Livingston County was ranked number
one in the percentage of population change, with
a 19% population gain of approximately 21,971 new
residents from 1990 to 1996.
The table on the following page instantly tells the
story of population growth.
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Figure 3
Rate of Population Growth In Livingston County

Year

Population

Population
Increase

1960
1970
1980
1990
est. 2000
est . 2010
est. 2020

38,233
58,967
100,289
115,645
154,061
187,725
219,674

---+20,734
+41,322
+15,356
+38,416
+33,664
+31,949

Percent
Increase
---+54%
+70%
+15%
+33%
+22%
+17%

Source: U.S. Bureau of the Census and SEMCOG

Population growth in Livingston County far exceeds
the surrounding counties of Oakland, Washtenaw,
Ingham, Jackson, Shiawassee and Genesee. The
Southeast Michigan Council of Governments
(SEMCOG) forecasts that Livingston County’s
population will continue to grow over the next
twenty years at a rate of 17% or more per decade.
This calculates to a ninety percent (90%) increase
in population between 1990 and 2020. With a
gain of 104,029 residents, nowhere in Livingston
County will this growth be felt more acutely than
in the southeast quadrant of the county where
the Townships of Genoa, Brighton, Hamburg and
Green Oak and the City of Brighton will account
for 48 percent of Livingston County’s 104,029
person population growth between 1990 and
2020.
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Throughout the nation the population is aging.
Within the senior segment of the population many
people are exceeding 100 years of age. Livingston
County’s over 65 population increased from 7
percent in 1980 to 8.2 percent in 1990. A modest
increase of this total is expected for the year
2000. Significant changes, however, are projected
into the next century. By the year 2020 it is
projected that the over 65 population segment
will have increased by 19,772 persons since 1990.
This calculates to an increase of 209.4% during
this thirty-year period and directly reflects the
aging of the baby boom generation. Of the 1990
population of 115,645, a large percentage are
either children or senior citizens. In other words,
residents in age groups traditionally requiring and
using a significant measure of public services.
One means of examining the potential demand for
public services is to determine the dependency
ratio of a community. The dependent population
is those persons under 18 and those persons aged
65 and over. When the total number of persons
in these age categories is divided by the total
number of persons considered to be the nondependent ages of 18 through 64, we determine
a dependency ratio that helps counties, cities,
villages and townships plan for services, such as
transportation or medical care, that primarily
serve the dependent population. According to the
1980 Census data, the Livingston County
dependency ratio was 68.43 percent. By the
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1990 Census the dependency ratio had fallen to
57.84 percent. This means that there are
approximately 58 dependent persons for every 100
non-dependent persons in the county. The State
Demographer’s forecasted population by age for
Livingston County is helpful in determining how the
dependent population will change over time. As
Figure 4 on the following page indicates, age
projections show that Livingston County’s
dependent population will continue to decline until
the year 2015 when the dependent population will
begin an upward growth pattern. Regardless of
this trend, the dependent population of Livingston
County now accounts for over 50% of the
population and will continue to do so well into the
future. Livingston County must be prepared to
meet the expanding needs of its dependent
population in the form of increased and improved
public services.
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FIGURE 4
LIVINGSTON COUNTY DEPENDENT POPULATION PROJECTIONS
From 1980 Census Through 2000 Census

AGE

1980 CENSUS
TOTAL
#
%

1990 CENSUS
TOTAL
#
%

1995 ESTIMATE
TOTAL
#
%

2000 ESTIMATE
TOTAL
#
%

0-4

7,693

8%

8,840

8%

9,113

7%

9,077

6%

5-9

9,148

9%

9,299

8%

11,011

8%

11,138

7%

10 - 14

10,686

11%

9,278

8%

10,963

8%

12,719

9%

15 - 19

10,295

10%

9,197

8%

9,653

7%

11,118

7%

20 - 24

7,130

7%

6,907

6%

8,220

6%

8,464

6%

25 - 29

8,194

8%

8,343

7%

7,393

6%

8,639

6%

30 - 34

9,081

9%

10,550

9%

11,322

8%

9,835

7%

35 - 39

8,391

8%

10,935

9%

13,479

10%

14,128

9%

40-44

6,203

6%

10,074

9%

12,246

9%

14,778

10%

45 - 49

4,892

5%

8,280

7%

10,286

8%

12,262

8%

50 - 54

4,473

4%

6,073

5%

8,389

6%

10,245

7%

55 - 59

3,901

4%

4,478

4%

5,988

4%

8,123

5%

60 - 64

3,160

3%

3,948

3%

4,286

3%

5,643

4%

65 - 69

2,521

3%

3,334

3%

3,683

3%

3,920

3%

70 - 74

1,807

2%

2,541

2%

2,995

2%

3,262

2%

75 - 79

1,261

1%

1,705

1%

2,091

2%

2,434

2%

80 - 84

791

1%

1,023

1%

1,252

1%

1,537

1%

85 +

662

1%

840

1%

1,138

1%

1,466

1%

Total Dependent
Population

40746

40.63%

42378

36.64%

47038

35.23%

52224

35.10%

Total Non-dependent
Population

59543

59.37%

73267

63.36%

85470

64.02%

96564

64.90%

Dependency Ratio

68.43%

57.84%

55.03%

54.08%

Source: U.S. Bureau of Census and State of Michigan Demographer’s Office
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FIGURE 4 (continued)
LIVINGSTON COUNTY DEPENDENT POPULATION PROJECTIONS
From 2005 Census Through 2020 Census

AGE

2005 ESTIMATE
TOTAL
#
%

2010 ESTIMATE
TOTAL
#
%

2015 ESTIMATE
TOTAL
#
%

2020 ESTIMATE
TOTAL
#
%

0-4

9,358

6%

10,209

6%

11,473

6%

12,600

6%

5-9

11,079

7%

11,392

6%

12,399

6%

13,909

7%

10 - 14

12,864

8%

12,776

7%

13,110

7%

14,232

7%

15 - 19

12,825

8%

12,966

7%

12,870

7%

13,184

6%

20 - 24

9,832

6%

11,386

6%

11,516

6%

11,383

5%

25 - 29

8,889

5%

10,278

6%

11,859

6%

11,973

6%

30 - 34

11,453

7%

11,756

7%

13,553

7%

15,601

7%

35 - 39

12,290

8%

14,259

8%

14,603

7%

16,794

8%

40-44

15,469

9%

13,518

8%

15,642

8%

16,000

8%

45 - 49

14,802

9%

15,488

9%

13,548

7%

15,651

7%

50 - 54

12,212

7%

14,743

8%

15,428

8%

13,521

6%

55 - 59

9,940

6%

11,837

7%

14,289

7%

14,963

7%

60 - 64

7,681

5%

9,414

5%

11,190

6%

13,516

6%

65 - 69

5,164

3%

7,057

4%

8,670

4%

10,292

5%

70 - 74

3,471

2%

4,585

3%

6,292

3%

7,759

4%

75 - 79

2,657

2%

2,837

2%

3,770

2%

5,208

2%

80 - 84

1,817

1%

2,018

1%

2,192

1%

2,967

1%

85 +

1,849

1%

2,261

1%

2,644

1%

2,989

1%

Total Dependent
TPopulation

55954

34.19%

60915

34.07%

68272

35.00%

77866

36.64%

Total Non-Dependent
Population

107698

65.81%

117865

65.93%

126776

65.00%

134676

63.36%

Dependency Ratio

51.95%

51.68%

53.85%

57.82%

Source: U.S. Bureau of Census and State of Michigan Demographer’s Office
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2. Households
From 1980 to 1990, there was a 24 percent gain
in the number of Livingston County households.
The Southeast Michigan Council of Governments
projects that from 1990 to 2020 all Livingston
County townships will sustain a gain of 63.7
percent or more in the number of total households.
In fact, ten of the sixteen townships will experience
a doubling of their number of households.
SEMCOG forecasts that Livingston County will
experience growth in both households with children
and households without children. Although the
gain will be significant for households with children
(47.4 percent from 1990 to 2020), the growth
will be much more dramatic for households
without children (147.7 percent from 1990 to
2020).
Livingston County’s household composition
forecast differs from three of the seven
surrounding counties in the SEMCOG region,
which are expected to experience a decline
between 1990 and 2020 in the number of
households with children. Recent Bureau of the
Census projections indicate that approximately
72 percent of all national households will be
childless in 2010. By this time, the baby boomers
will have moved out of their child-bearing years
and most of the children will be grown. Even
though Livingston County is expected to gain
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households with children, the overall trend will
follow the national trend with a predominance of
households without children.
Although the County’s population increased by
15.3 percent during the 1980’s, the total number
of housing units increased by 20 percent during
this same time period. This phenomenon is due
to the declining size of the average household.
Livingston County has an average of 2.94 persons
per household in 1990, which is down from the
1980 figure of 3.15 persons per household. This
decrease mirrors the national trend toward
smaller households. Despite the decrease in the
number of persons per household, Livingston
County has a slightly higher average person per
household size than the State average of 2.66.
The Southeast Michigan Council of Governments
projects that the number of persons per
Livingston County household will continue to
decline, reaching 2.75 persons per household by
the year 2020 ( a 1990 to 2020 decrease of 6.4
percent).
The changing make-up of households, which has
resulted in a greater number of households, a
smaller number of households with children and a
smaller number of persons per household, will have
several impacts on the County. Growth in the
total number of households will continue to fuel
residential construction in Livingston County.
However, the County housing market must provide
more smaller sized units with less maintenance
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requirements and more services geared toward
the adult consumer in order to meet the
requirements of smaller households. As the
number of persons living alone increases
(particularly among the elderly), the demand for
services within the home (such as personal care
and home chore services) will rise. An increase in
the total number of households will also generate
a greater need for community services, such as
police, fire, utilities and waste management.

3. Family Structure
Since 1970, our nation has experienced a
substantial increase in the number of divorced
Americans (from 4 million in 1970 to
approximately 17 million in 1994). This change in
marital status over the last twenty-plus years
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has rocked the very stability of our society in
terms of the mental health of our youth and
adults impacted by divorce and the financial
health of our single parent households. The
fastest growing segment of the national work
force is represented by almost 6 million divorced
or separated women, most of whom have children.
The median annual income for this group is
$20,750, with only one in eight earning more than
$40,000 per year. A median income of $20,750
cannot provide all of the basic needs of a family
(such as decent shelter and child care) without
assistance from family members, human service
providers or government sources. The mobility of
the American family over the last several decades
has resulted in segments of the family living in
different locales. No longer is it an expected norm
that grandparents live nearby and can assist with
child care. Another national family structure
dynamic that has become more prevalent over the
past decades is the number of grandparents that
have taken on the challenge of raising a grandchild
in their household.
From 1980 to 1990, the percent of married couple
families in Livingston County has remained fairly
consistent (from 89% of all families in 1980 to
88% of all families in 1990). However, families
that have experienced divorce or are headed by a
single parent for other reasons still represent 12%
of the population. As the Livingston County
population grew during the 1980’s, 922 additional
families attained the non married-couple status.
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The county’s divorce rate has been consistently
higher than that for the state from 1985 to 1994.
In 1994, 9.1 persons were divorced per 1,000
County residents compared to 8.4 for Michigan.
Today’s married families normally require two wage
earners in order to maintain financial viability. Due
to Livingston County’s commuting nature and the
amount of time that heads of household spend
on the road, there is little time left over for the
nurturing of a family. Family or individual stress
places the entire household at risk of dysfunction.
It may be expected that Livingston County’s
divorce rate will increase in future years. The
financial and commuting impacts as well as a host
of other community, social and environmental
impacts has contributed to the severity of the
Family Structure Force of Change.
4. Income Distribution
Federal, state and county budget sources
regularly fund programs and provide grants based
on area income levels (i.e., the lower the incomes
the higher the dollars provided). This fact is
important to remember because Livingston
County income levels, in most cases, surpass
income levels of neighboring counties. The 1990
county median household income of $45,439
ranks first in Southeast Michigan as represented
in Figure 6, while the median family income of
$49,910 and the per capita income of $17,327
Applied Strategic Thinking

40

Forces of Change: The External Environment

rank second only to Oakland County (a household
includes all the persons who occupy a housing unit,
whereas a family includes all persons within a
housing unit who are related by birth, marriage or
adoption).
Figure 6
1990 Comparison of Income Levels
in Southeast Michigan

County

Median
Household
Income

Median
Family
Income

Per
Capita
Income

Livingston
Oakland
Macomb
Washtenaw
Genesee
St. Clair
Monroe
Shiawassee
Ingham
Wayne

$45,439
$43,407
38,931
$36,307
$31,030
$30,692
$35,462
$30,283
$30,162
$27,997

$49,910
$50,980
$44,586
$47,308
$36,760
$35,678
$40,532
$34,557
$37,361
$34,099

$17,327
$21,125
$16,187
$17,115
$13,583
$13,257
$13,893
$12,244
$13,740
$13,016

Source: 1990 U.S. Census

These figures show that Livingston County easily
exceeds the income levels in surrounding counties.
Although the County may provide human services
to an equal percentage of citizens as other
counties, governmental funding may be limited due
to the high incomes of Livingston County
residents.
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5. Federal and State Governmental Assistance
The “Forces of Change” as they relate to income
are a perplexing and competing force between
public service agencies. Livingston County relies
on a variety of sources to fund their many
programs. Due to the income situation in
Livingston County, agencies and local communities
are continually competing for what appears to be
an ever shrinking pot of state and federal money
while the expectations for enhanced services
appear to be increasing. The unusually high income
levels of Livingston County limit state and federal
funding of government service programs.
Concurrently, downsizing of the bureaucracy at
the federal and state levels is exerting more
pressure on local governments to provide services.
Due to both limited federal and state finances
and staffing, there is an emerging view at the
federal and state levels that local units of
government should be more responsible for the
provision of public services. This being the case,
local government and agencies must rely heavily
on public donations and charitable contributions
and must focus their attention on these sources
of funding, using the high incomes to their
advantage.
6. Educational Attainment
During the past fifty years, the educational
attainment of Livingston County and the nation
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has changed dramatically. In 1940, only one-fourth
of the American people 25 years of age and older
had completed high school. Only one in twenty
had completed four or more years of college. The
migration of people to the suburbs of Southeast
Michigan and the overall need for advanced
education in today’s job market have significantly
changed these figures.
As of 1990, Livingston County had 85.6 percent
of its residents age 25 and older holding at least
a high school diploma. This percentage is greater
than many of our surrounding counties, including
Macomb, Oakland and Wayne. Residents 25 years
of age or older holding a bachelor’s degree or higher
constitute approximately 19.6 percent of the
population. Although these figures (as
represented on Figure 7) are impressive when
compared with our neighboring counties and the
State of Michigan, it is still estimated that
12,834 adults, residing in Livingston County, over
the age of 25 will not have attained their high
school diploma by the year 2000.
Public service providers must prepare themselves
for the higher than average potential for these
residents to be in need of public and social
services. Educational attainment is an important
external force of change in that there is an obvious
correlation between a person’s education and his
or her need for certain public services. Higher
education levels typically bring higher income,
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Whereas lower education levels and
correspondingly lower incomes typically require
more public/human services.

7. Transportation Needs
To be an available public service resource,
Livingston County residents must have
transportation to access the various agencies.
Although some agencies do bring the service to
the resident, it is uncommon. As shown previously,
many factors are linked (i.e., income and
education). The same can be said for
transportation. Lower income residents cannot
afford transportation, and they often may have
only one vehicle that must be used for work.
According to the 1990 Census, 1,032 of the
38,887 housing units in Livingston County had
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no vehicle available, and more than 8,300 housing
units had only one vehicle. This means that more
than 24 percent of the homes in the County have
one or less vehicle available. Thus, necessary
human services may be neglected due to an
individual’s inability to access a service.
Transportation of residents to a public service
provider will always be a priority that must be
addressed. An important consideration is the
role that Livingston Essential Transportation
Service (LETS) will play in public and special need
transportation. Will continuing growth require the
expansion of public transportation beyond its
current users to all segments of the population?
Public transportation at a level experienced in
many suburban communities is not currently
feasible in Livingston County. Almost 60 percent
of the working population (i.e., 32,800 persons)
commute out of the County to surrounding
communities, primarily to Metropolitan Detroit,
Oakland and Washtenaw Counties. In addition,
the County imports 15,000 workers from outside
Livingston County to fill job positions within the
County. Dependence on the automobile and the
decrease of motor pooling has created a mass
exodus of vehicles from the County on a regular
weekday morning. The rural character of
Livingston County and the distance to work nodes
are not compatible with the usual bus stop that
has a fixed route pattern of public transit.
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However, many of the needs of the County’s
“transportation poor” might be addressed
through a demand-response form of public
transportation.
The growing population of Livingston County is also
causing a significant impact on the
transportation system. The health, safety and
welfare of residents are being negatively effected
by increasing traffic congestion and capacity.
Access management and transportation planning
techniques enacted at the local level are an
important consideration as more roads are paved
throughout Livingston County. In the next decade,
the County can expect to see the M-59 corridor
developed into a four-lane boulevard bisecting
most of Livingston County. US-23 and I-96 are
expected to be widened, with new interchanges
developed and old interchanges upgraded to
handle the projected increase in traffic volume. If
current trends continue, vehicle miles of travel can
be expected to escalate 50 percent by 2010, and
the number of people on the road will climb as the
average private vehicle occupancy rate declines
to only one person by 2020.
Increasing miles of road due to the
suburbanization of the county, changing
commuting patterns, rising vehicle miles, longer
travel times to work, more single drivers coupled
with fewer car pools, declining road conditions,
rapidly rising road maintenance and construction
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costs and limited funds are all influencing the
Livingston County transportation system.
8. Employment
The forecasted increase in employment growth in
Livingston County has extensive future land use
and transportation implications. More jobs mean
more workers. Workers who desire to live close to
their jobs will increase the demand for housing
and services and will increase rural land
consumption for new housing and economic
development.
SEMCOG’s recent employment forecasts for eight
industrial classifications predict that Livingston
County will experience a growth of 32,696
industrial jobs in the thirty year span between
1990 and 2020. This 83 percent growth in jobs
represented in Figure 8 far exceeds the
employment growth that will be experienced by the
other counties within the SEMCOG region. The
employment growth experienced by Livingston
County thus far has resulted in an unemployment
rate that is currently at its lowest in over ten
years. The County’s 1996 annual average
unemployment rate of 3.2 percent is substantially
below the State of Michigan’s rate of 4.7 percent.
According to the 1990 Census, occupation levels
indicate that more employed Livingston County
residents are white collar workers than blue collar
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workers. White collar workers are predominately
identified by the professional and technical
occupation categories while service, farming,
craftsmen and operator occupation categories
comprise the blue collar identity.

9. Economic Activity
Although the cost of living in Livingston County
is steadily rising, this may level off as we gain an
increasingly diversified industrial and commercial
base to compliment the ever growing residential
development. The 1997 Overall Economic Plan
(prepared by the Livingston County Department
of Planning) notes that five Livingston County
firms have undertaken major expansion to their
facilities during the past year, while nine new
commercial and industrial firms have located
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facilities in the County. Additionally, several other
prospective firms consider Livingston County for
the location of their facilities in any given year.
Although farming has figured prominently in
Livingston County’s economy and identity, its
economic role in the County has greatly diminished
in the last two decades. Like national agricultural
trends, the number of farms in Livingston County
has declined while their average size grows. Overall,
total farm acreage has dwindled as residential
development is gradually taking over.
10. Race Relations
As Livingston County has become more
economically developed, it has experienced an
increased interaction between neighboring urban
communities and our more suburban/rural
community. Several Livingston County employers
are attracting the employment of citizens from
Flint, Detroit, Ann Arbor, Jackson and Lansing in
order to remedy the shortage of available workers
in Livingston County. This trend has resulted in a
more multi-cultural diverse employment base.
Additionally, Livingston County is experiencing an
increase in the number of international companies
that are establishing facilities within the
community. Particularly with the Japanese
companies such as Ogihara and Marubeni, this
has resulted in an influx of new citizens that are
of Asian descent. This Force of Change not only
Applied Strategic Thinking

49

Forces of Change: The External Environment

impacts those employed in Livingston County
manufacturing positions, an increased exposure
and lessened isolation to persons of different race
within the local school systems, the service and
retail establishments and other nodes of day to
day activity impact all citizens of the County.
Although Livingston County citizens of racial
minority status accounted for only 1.8 percent
of the County’s 1990 population, this represented
an increase from the 1980 statistics of 1.3
percent. From 1980 to 1990 the minority
population of Livingston County grew by 40.79
percent for the Black community, 71.53 percent
for the American Indian community and 24.71
percent for the Hispanic community. The largest
growth rate was experienced by the Asian
community, whose population grew by 77.12
percent. Because the minority population in
Livingston County is represented by very low
numbers, these percentage growth rates appear
to be rather dramatic and do not account for a
large population increase. In terms of real
numbers, the minority population of Livingston
County grew from 1304 persons in 1980 to 2079
persons in 1990.
Of America’s young population, an increasing
number of children 17 years of age and under are
from minority backgrounds. Nationally, 38.2
percent of all school aged children in 2010 will be
minority children. In Livingston County the percent
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of minority children is increasing much like the
national trend; minority households have a greater
percentage of children 17 years and under than
do white households. The 2000 Census is
expected to reflect further changes in these
statistics.
Like all change, an increase in multi-cultural
diversity is likely to bring about stress. Livingston
County must be prepared to combat this stress
by: enhancing the services they are providing to
be inclusive of the special needs of foreign speaking
households, focusing on increasing prevention
services and training in race relations in order to
elevate the sensitivity and awareness of minority
populations; and, providing racial justice, antidiscrimination programs such as fair housing
services.
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IMPACTS
The impacts associated with the Forces of Change
experienced in the Livingston Community require
further analysis as to whether they are controllable
or uncontrollable. These impacts are future affecting,
change oriented, externally and internally influenced
and costly if not addressed. Further, these impacts
should be viewed as opportunities that permit a
proactive approach to planning for the future of the
Livingston Community. Early responses to these
impacts create a sense of direction in order to
manage change and uncertainty and build an agenda
with countywide support.
The Forces of Change can have a direct influence on
two distinct categories: those impacts related to
the human service needs of County residents; and
those impacts influencing the environment, economics
and land use issues within Livingston County.
Human Service Impacts
The following human service impacts have been
developed using data available from several sources.
As indicated by local surveys and studies, all of these
issues are important to the residents to a varying
degree.
A. Services For Seniors
There are more elderly people in Livingston County’s
population than anytime in history, and the most
Applied Strategic Thinking

52

Impacts

rapidly growing segment of the population from a
percentage growth standpoint is over the age of
65. Although the baby boom generation (those
born between 1946 and 1960) are now in their
prime working years, many will be considered
seniors in the not to distant future. Perceived
impacts on Livingston County relative to this
segment of the population include a limited
number of adult foster care homes and long-term
care facilities, limited public transportation, a
need for smaller homes with lesser maintenance
requirements, a need for affordable in home
medical care and an increased need for senior
activity services. Seniors who are grandparents
may also need specialized services that help them
provide custodial care for sick or dependent
grandchildren, home chore services, in-home social
work and counseling, guardianship services and
an increased need for senior activity services.
Another need associated with seniors is the need
for family respite care. Adult children may find it
stressful to serve as care givers for their frail
parents, often while raising their own children and/
or working outside their home.
B. Housing Opportunities
The rapid population growth in Livingston County
has greatly influenced the housing climate. The
older housing market has been nearly exhausted
fueling expensive new construction. Most of the
County’s housing stock is less than twenty years
old, so both its quality and value tend to be high.
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The average cost of a home sold in Livingston
County in 1996 was $174,611. This is expected to
rise as high County land costs and site
development requirements in the form of zoning
and subdivision regulations dictate large,
expensive homes. Of the 107 residential
developments currently under construction within
Livingston County and the 69 additional
developments proposed for construction, most
are upscale, high-priced single family home
developments.
Impacts of this trend include limited housing
within a price range that is reasonable for first
time buyers, single parents and senior citizens.
Service, retail and industrial employees are also
hard pressed to find suitable and affordable
housing within the County and must commute
from surrounding counties with housing markets
that can meet their needs. Another impact of
this trend has been that Livingston County is
besieged with development requests for low to
moderate priced manufactured housing parks.
This form of housing development is provided as
one solution to diversifying the County housing
market, yet the housing parks carry their own
subset of land use challenges.
C. Substance Abuse
Substance abuse is an impact of several forces
of change. It is often an impact of a culmination
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of forces of change that exert stress upon an
individual to the point where substance abuse
becomes the person’s solution to alleviating the
stress. According to the Livingston/Washtenaw
Substance Abuse Coordinating Agency, 781
Livingston County residents admitted themselves
to substance abuse programs between October
1993 and October 1994. These residents were all
admitted to publicly funded programs in
Livingston and Washtenaw Counties. Of these,
almost 90 percent were admitted for alcohol
abuse. Current and future impacts include
increased drinking and driving violations with an
increased potential for drinking related accidents
on roadways that are over-taxed with vehicular
traffic, increased juvenile and senior substance
abuse; increased incidences of crimes (including
child abuse and neglect and domestic violence);
and, a corresponding need for increased law
enforcement. Often substance abuse intervention
involves prevention programs conducted by public
schools and various community based
organizations, substance abuse treatment
sources and employee assistance programs in the
workplace.
D. Affordable and Accessible Health Care
Livingston County residents have a higher family
income than the majority of the State.
Considering this, it is generally assumed that
Livingston County residents have a higher rate of
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health care coverage. However, this is not true
for many Livingston County residents due to a
continuing decline in employer-provided insurance
coverage and funding cuts for Medicaid coupled
with the fact that in Michigan health care costs
have been rising by an average annual percent of
8.5 from 1980 to 1995. In Michigan, the level of
uninsured persons under 65 years of age rose
from 8.4 percent in 1988 to 12.7 percent (1.2
million) in 1994. If this rate continues, 17.7 percent
of Michigan’s population will be without health
insurance by the year 2000.
Accessibility to health care becomes problematic
if transportation is not an available community
service for persons with lower incomes and mobility
impairments such as disabled or senior persons
that are unable to drive. Additionally, there is
often confusion in communities about the scope
of available services; community services are
sometimes inadequately coordinated, or there is
no central “clearinghouse” to which questions can
be addressed about where a person might go for
specific health concerns.
Community implications include the need for: less
expensive care options; more alternative medical
programs including in-home programs (such as
Hospice care); agency services that provide gap
services for medical coverage not covered by
employers; community health screening and
prevention services; transportation to medical
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services; and, coordinated community health
services.
E. Education
The rapidly expanding population is having a
tremendous impact on education in Livingston
County. Funding comes from a variety of sources,
including State sales and local property taxes.
The tremendous growth and corresponding taxes
paid, however, do not balance with the community
services provided. In fact, for every $1.00 in taxes
paid by residential development, it costs the
government $1.53 to provide community services
(which includes education).
With an expanding employment base, it becomes
increasingly important for Livingston County to
offer adult educational opportunities (such as
college, university, and job training/learning
centers) that will prepare a Livingston County work
place for future employment opportunities and
will help attract and retain employees in Livingston
County.
F. Youth Services
The forces of change acting upon family structure
as well as family stresses involving housing
opportunities, income, employment and other
forces of change, are resulting in youth that are
living in dysfunctional family environments,
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inadequate living conditions, environments with
an absence of parental supervision, and
environments with adverse socio-economic
conditions (such as lack of adequate nutrition or
other basic human needs).
With the establishment of the new Family
Independence Agency (FIA), new changes are
proposed that will drastically reduce financial
support to children of parents who do not fulfill
the obligation of their individual contract. In
addition to government programs such as FIA,
services need to address both the social and
recreational needs of youth in order to keep them
healthy and occupied as productive members of
society. Social programs geared towards young
people might include mentoring and positive adult
role modeling, programs regarding teen health
concerns such as sexually transmitted diseases
and pregnancy, group therapy with peers and
volunteerism activities. Youth recreational
programs in Livingston County are often
administered through the school districts, and
community recreation programs and are quickly
filled with eager participants. Other recreation
opportunities available include area parks, that
are generally passive in nature with limited
organized activities, or recreation opportunities
available through area clubs, which may require
membership fees that are prohibitive to many
youth. Area youth recreation programs might be
enhanced by public recreation facilities such as
downtown skateboard parks that tend to
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decrease loitering and other negative impacts
experienced by downtown merchants. Other
recreational programming might introduce youth
to art, culture, entertainment and camping
opportunities which will enhance and enrich their
lives.
Impacts of limited youth services include failure
in school, truancy, school dropouts, socially
disruptive behavior, youth run-aways, sexual
experimentation, substance abuse, violence, gang
activity and crime. Generally, limited youth
services increase the likelihood of youth who are
lacking the skills and values essential to healthy
growth and development and, therefore, are ill
prepared for adulthood.
G. Affordable and Accessible Child Care
With Forces of Change such as family structures
that include more households with two working
parents or one working single parent, affordable
and accessible child care becomes increasingly
important. Licenced child care facilities include
child care centers, family day care homes and
group day care homes. There are close to 60 child
care centers in Livingston County with a capacity
for approximately 2,600 children. Ninety-three
County family day care and group day care homes
have the capacity for accommodating another
678 children, bringing the total licensed child care
capacity to 3,261. Supposing that only 50
percent of Livingston County children needed child
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care, the deficit of child care slots would be 9,431.
The ability to find high quality, affordable and
accessible child care in Livingston County
becomes even more difficult if a parent’s work
schedule differs from a typical 7:00 a.m. to 6:00
p.m. time frame, or the child needing care is an
infant or has special needs such as a disability.
Families with marginal incomes or single parent
households often pay a disproportionate amount
of their income for child care, leaving their
households unable to afford other needed basic
human needs such as food, shelter and clothing.
Subsidized child care centers are in short supply,
as are employment based day care centers that
offer employee discounts. This type of financial
strain on a household often acts as a deterrent
to obtaining employment and forces families to
chose welfare assistance over work.
Potential impacts of limited affordable and
accessible child care include; unregulated, poor
quality child care; latch-key children that do not
have adult supervision; increased child abuse; high
day care costs driven by a shortage of available
facilities; and a lack of services for clients with
special needs.
H. Behavioral Risk
Communities are becoming increasingly aware of
how the Forces of Change in their community are
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impacting human behavioral risk, which is
consequently placing social and economic burdens
upon local human service provision and the public
as a whole. Too little emphasis is often placed
upon research, screening, health promotion and
healthy lifestyles by individuals and the
community. Tobacco and alcohol use, stress
induced health risks that result in heart disease
or stroke and other incidents of people not taking
care of their own health or safety take a toll in
terms of rising health care costs, taxation for
public medical care, and negligent behavior that
injures or kills innocent persons. Community
resources and health care dollars are often spent
on reactive rather than proactive efforts; the
focus is on treatment of acute illness rather than
on health education, promotion and primary care
needs.
Health screening and prevention services are some
of the cost-effective methods of dealing with the
behavioral risk factors present in a community.
Health educational promotional campaigns
regarding issues such as home safety, drug abuse,
and child immunization are also effective methods
of getting behavioral risk messages out to the
public. Many worksites are offering wellness plans
to their employees, or employers are requesting
that their employees be present at health
education seminars lead by their company’s
insurance provider.
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An absence of attention to behavioral risk may
result in several human service impacts such as:
death; depression; suicide; vehicle accidents;
substance abuse; infant mortality; children who
are not immunized; poor nutrition; lack of exercise;
unprotected sex; violence; and lowered job
performance.
I. Community Involvement
National trends indicate that the number of
people who formally volunteered in 1993 (47.7
percent) was less than in 1989 (54.4 percent); a
loss of approximately 9 million volunteers. The
average number of hours per week they volunteered
increased slightly from 4.0 to 4.2 during the same
period. Volunteer statistics show that there is a
correlation between volunteering and financial
contributions to charity. Therefore, it seems to
be in the best interest of non-profit human service
providers and other charities, to be diligent about
recruiting volunteers and increasing the number
of volunteer participants and activities. Volunteer
programs will become increasingly important as
the cost of obtaining funds grows and the demand
for services rises. The overall decline in
volunteering will hinder the ability of nonprofits
to effectively deliver their services and will increase
their operating costs.
The structure of volunteering will continue to
change as more women participate in the
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workplace and have less time available for
volunteer activities. There is currently a trend
toward people volunteering as a family in order to
spend precious quality time together. The growing
number of retired persons will also change the
structure of volunteering by offering an increasing
pool of volunteers. Volunteer activities will need
to adapt to these changes and meet the needs
of the working population and the physical
constraints of both children and the elderly.
Volunteer programs will need to offer opportunities
that are short-term in nature, flexible in hours,
and one-time in duration.
In Livingston County, there are several indicators
that suggest that residents are becoming less
involved in their community. The number of persons
who commute to work outside of Livingston
County has risen from 53 percent in 1980 to 57
percent in 1990. This suggests that there are
less evening hours available for these commuters
to partake in community activities. Volunteer
initiatives in the workplace may be oriented to
the community in which the company is located
and not in the home communities of employees.
United Way of Livingston County has recognized
this trend and has geared its annual campaign
to draw attention to the fact that giving to the
United Way at work will benefit the community in
which a person works, not the community in which
they live. “Give Where You Live” has been the motto
of this annual campaign tactic. In addition, in
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1980 the number of females 16 years of age and
older in the workforce accounted for 44.8 percent
(11,003) of all females in this age category and in
1990 this percentage of females was 61.3 or
26,415. This has resulted in a growing number of
two-wage-earning families, allowing less time for
both heads of household to participate in
community volunteer functions.
A lack of attention to community involvement may
result in the following impacts: a citizenry that
has a limited identification with Livingston County
and places less importance on volunteering within
the County, a reduction of services in Livingston
County and of contributions to the general well
being of the County; reduced financial
contributions to County nonprofits/charities; and
a reduction in the effectiveness of area
nonprofits/charities to deliver their services due
to lack of volunteers and financial contributions,
thus resulting in an increase of their operating
costs.
Environmental, Economic and Land Use Impacts
Analysis of the forces of change suggests a series of
possible trends into the next decade that Livingston
County and much of southeast Michigan will
experience. Unparalleled and uncontrolled population
growth will generate a number of serious issues. The
Michigan Trend Future Report, a ½ million dollar Mott
Foundation Study, together with accepted
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professional land use planning principles and
practices, suggest that over the next 30 years
Livingston County can expect the following land use
impacts. These impacts will affect natural resources
and the environment, public land and recreation use,
public water, sewer, and infrastructure, agriculture,
jobs and the built environment, and emergency
management.
A. Natural Resources and the Environment
An increase in County population, due to the
migration of people from urban areas to the once
rural landscape of Livingston County, and resulting
residential development has caused Livingston
County to experience a loss of biological diversity
through land fragmentation. Areas of contiguous
forest, wetland, meadow and other landscapes
have been lost by land division and subsequent
low density residential development.
Environmental loss, primarily from small
encroachments such as these, may cumulatively
have a significant effect. It is estimated that
presettlement wetlands covered more than 30
percent of Michigan’s surface area. Today,
wetlands cover only 5.2 percent of total land area.
In other words, approximately five million acres of
wetlands have been drained or filled. Land
fragmentation has diminished wildlife habitat for
existing species of animals and plants, which has
caused the disappearance of certain species.
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Livingston County’s water resources are also
experiencing increased levels of sediments,
nutrients, oils, salt and metals caused by an
increase in non-point source pollution and runoff. Development in Livingston County has
increased the total amount of impervious surface
and the number of septic systems, which are two
major contributors of non-point source pollution
and run-off. As a result, groundwater sites
continue to become contaminated where
hazardous substances, such as nitrogen and
phosphorus from fertilizers and animal wastes,
infiltrate groundwater systems. Since the
environment is composed of interrelated systems,
impacts such as land fragmentation and pollution
effect all natural resources.
Additionally, land development in Livingston
County has resulted in a loss of access to some
minerals, such as sand and gravel. More conflicts
between oil and gas drilling and extraction
operations and adjoining residents can be
expected.
County implications regarding natural resources
and the environment are: economic loss to the
County because natural resources attract
tourism and economic development; loss of
biological diversity through land fragmentation;
loss of contiguous landscape and habitat; loss
of animal and plant species; non-point source
pollution and run-off; groundwater contamination;
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loss of access to minerals; and, increased land
conflicts.
B. Recreation and Public Land Use
As the Livingston County population has grown
and more persons are establishing households in
rural areas of the County, the management of
public lands has become more challenging due to
increased settlement of private lands surrounding
public lands. Land use patterns on surrounding
private lands continue to affect the quality and
sustainability of the natural habitat on public
lands. In response to these patterns, agencies
responsible for managing public lands are acquiring
lands and development rights for public purposes.
Public land acquisition has resulted in a growing
pressure from varied interests, including forestry,
recreation, oil and gas exploration and wildlife
preservation. A criticism of acquisition policies
for public lands has been that land acquisitions
have not targeted sensitive environments or lands
important to protecting biodiversity. Acquisitions
have focused on recreational benefits, especially
close to population centers. The efforts of nonprofit land conservancies and greenway initiatives
in Livingston County will become more significant
by enhancing public land policies; non-profit land
conservancies through their contributions to the
preservation of environmentally sensitive lands,
and greenway initiatives through the new
recreational opportunities they will offer by linking
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recreational locations via a nonmotorized
experience. Non-profit land conservancies and
greenway initiatives have also afforded local
residents the opportunity to be a part of the
management planning process.
Recreation is an important use of both public and
private lands in Livingston County, both in terms
of leisure and economics. The rapid growth of
Livingston County’s elderly population will
significantly effect County recreation.
Participation in tourism and recreational activities
increases with age. Other increases related to
age are the amount of disposable income and the
time to spend it. Conversely, working people are
generally experiencing less leisure time, and
shorter but more frequent weekend getaways are
becoming more popular. The result of these trends
is more users of parks and recreation areas, more
pressure for second home development on inland
lakes and rivers, and more development pressure
for hotel/motel and condominium type lodging
establishments which cater to short-term
rentals. Economic loss could occur if efforts are
not made to preserve the natural features of our
public lands and recreational resources, since
natural beauty is often the attendance “draw”
for users.
Recreational use at State and Metropark public
lands in Livingston County resulted in an
attendance of nearly 4,700,000 in 1996.
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Nationally, Michigan ranks fifth in the number of
acres of State land available for recreation. In
addition, Livingston County is fortunate to
contain several of the state parks and state game
areas. Public land purchases will continue to
provide most of the area’s recreational
opportunities. New construction of county public
and private golf courses is likely to increase
recreational opportunities for decades to come.
Michigan has more public golf courses than any
other state in the U.S., and Michigan will be home
to over 800 public golf courses by the year 2000.
It is uncertain when or if supply will ever meet
demand. With an abundance of park land, lakes
and rivers, Livingston County is also likely to
experience increases in the number of users of
registered boats, snowmobiles, off-road vehicles
and recreational vehicles. Each of these
recreational opportunities will need to be carefully
managed to avoid negative impacts such as
overcrowding, pollution and accidents.
With each of these public land and recreational
trends comes a series of impacts including: low
density, rural residential land use patterns that
are deleterious to the significant public and
recreational lands in Livingston County; potential
loss of natural habitat quality and sustainability
on public lands; increased management difficulties
regarding public lands; more public involvement in
conservation efforts; an increased demand for
recreation lands; an increased demand for the
construction of second homes, hotels/motels and/
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or resort properties; potential economic loss due
to a possible decline in public lands and
recreational resources; an increased use of
recreational vehicles; potential phosphorous and
nitrogen contaminants leaching from golf courses;
and, overcrowding of recreational vehicle use
resulting in pollution and accidents.
C. Public Water, Sewer, and Infrastructure
Intensive population growth and subsequent
development will create a need for primary
infrastructure investment. State and federal
funds for infrastructure will continue to decline
while costs of improvement and maintenance will
increase, thus raising the burden of responsibility
on communities, developers and land owners. The
general public will continue to pay for maintenance
and renovation of existing infrastructure through
increased taxes and special assessments. Given
the expected increase in the cost of infrastructure
improvements, it will become much more effective
for communities to deal with such problems
immediately rather than defer them to a point in
the future when maintenance issues can no longer
be ignored. Intergovernmental agreements to
share the burden of infrastructure expenditure
and, in turn, share the operating revenues will
become more frequent as costs rise. Public/
private partnerships will also become more
frequent as communities weigh the issues of
efficiency and cost savings which may be realized
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by turning over responsibility for select
infrastructure elements to the private sector.
The number of Livingston County households on
private systems will increase due to the inability
of communities to further extend infrastructure
connections to accommodate new, dispersed
growth. Packaged sewage treatment plants and
small community wells may become commonplace
in rural subdivisions. These systems involve liability
issues for local communities, who must assume
responsibility if these systems fail. Quality of life
issues will become more important as private
water and sewer systems age and environmental
quality and public health issues arise.
Maintenance and construction regulations
applicable to private wells and septic systems will
become more stringent in order to prevent
contamination. Public water and sewer issues will
require special attention so that Livingston
County’s environmental integrity and quality of
life is maintained and improved. These issues will
likely be: sewering of areas where septic tank
contamination has occurred and is affecting
drinking supplies and water quality; extension of
water lines or the creation of water systems where
drinking water sources are contaminated; the
construction or expansion of wastewater
treatment plant capacity in areas of rapid growth
to prevent DNR imposed construction stoppages;
and, the creation of new technologies for private
septic systems or small user wastewater
treatment in difficult-to-serve locations.
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As growth in Livingston County continues, other
infrastructure issues will become increasingly
urgent. Issues such as: economic development
competition in which infrastructure (rather than
tax breaks) will be a more important influence as
to whether companies locate in Livingston County;
landfill issues that may heat up due to waste
imports and long term capacities; pavement
expansion, maintenance and repair; road drainage
of stormwater; and, bridge and dam replacement
and maintenance.
County implications regarding public water, sewer
and infrastructure are: a need for primary
investment; declining availability of state and
federal funds; increasing costs for improvement
and maintenance; increasing financial burden on
communities, developers, land owners and the
general public; critical timing of infrastructure
improvements; intergovernmental agreements,
public/private partnerships; an increase in the
number of private water and septic systems; an
increase in the number of packaged sewage
treatment plants and small community wells;
aging private water and sewer systems;
infrastructure systems of declining quality;
concern for environmental quality and public
health issues; maintenance and construction
regulations; water and septic contamination;
DNR-imposed construction stoppages; the need
for creation of new technologies to address
difficult-to-serve infrastructure locations; and,
economic development competition.
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D. Agriculture
Several agricultural trends that have occurred in
the past ten to twenty years are likely to continue
in the future. For instance, farmland and cropland
acreage will continue to decrease in Michigan at
least at the same rate as has occurred in the
past twenty years. In Livingston County, farm
acreage decreased by approximately 14% in the
10 year agricultural census period from 1982 1992. This decrease resulted in a loss of 19,149
agricultural acres. Conversely, farm sizes will
increase as more small farms are combined into
larger operations. The average farm size in
Livingston County grew from 156 acres to 174
acres between 1982 - 1992. This represents an
11.5% increase in farm size. However, fewer farmers
are producing a larger volume of agricultural sales
as the number of farmers and farms continues
to decline. In Addition, the farm population will
continue to age, with fewer, younger individuals
entering farming due to the large capital
investments in equipment and land required, and
the increasing uncertainty of the agricultural
economic future.
Increasing environmental stewardship of land
resources will continue to be demanded by the
public. This could result in better methods,
technology and practices to reduce the amount
of pesticides and fertilizers agriculturally applied.
It could also result in farmers deciding to end their
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farming careers if environmental regulation
becomes too restrictive, which would further
reduce the number of farmers and farms in
operation. Residential-agricultural conflicts will
increase in the future, as people continue to move
out into rural areas. As rural population density
increases, farmers will continue to experience
residential development pressure that is resulting
in higher land values for farmland, offering more
temptation to sell farmland. This trend has also
resulted in lands being sold that are leased by
area farmers for agricultural production, creating
the need for farmers to find alternative pieces of
land in order to maintain the same production
level. Increased residential development in rural
areas is creating other land conflicts such as
increasing traffic volumes that impact the
movement of farm equipment, and neighboring
residential home owner scrutiny of farm practices
such as manure handling and pesticide use.
The loss of local agricultural production has had
an economic impact on local ancillary agricultural
businesses such as machinery and equipment
dealers, elevators, and chemical suppliers and
processors. These businesses depend upon farms
and agricultural production in order to survive and
grow. The economic impact to farms and to
ancillary agricultural businesses will lessen as
technological advancements continue to raise
farm productivity. Increasing the efficiency of
nutrient use by plants, resistance to disease and
producing more or the same amount of cropland
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with fewer inputs will become the emphasis of
agricultural research. Additionally, the creation
of new agricultural uses and markets, such as soydiesel and ethanol, will only increase the
importance of agricultural production.
Unless the development demand for land lessens,
or public policy changes, farmland loss will
continue, if not accelerate. Large sums of money
are being offered for farmland by developers, land
speculators or residents wanting rural living, and
the low profitability of farming cannot justify the
high prices that the land can command.
Furthermore, required minimum lot sizes are
increasing, with some communities requiring a
minimum of five or 10 acres per lot. These
community zoning policies are further consuming
farmland. The adoption of clustering or open
space development techniques by some
communities is helping to slow this trend and allow
farming and residential uses to coexist peacefully.
Each of these agricultural trends result in a series
of impacts including: a decrease in farmland and
cropland acreage; fewer farms with more farms
of large operation and a larger volume of
agricultural sales; fewer farmers; an aging farm
population with fewer young individuals entering
farming; an increasingly uncertain agricultural
economic future; increasing environmental
stewardship with better farming methods,
technology and practices; the potential for
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restrictive environmental regulations that will
cause farmers to retire their careers; increasing
residential-agricultural conflicts; residential
development pressure; high land values for
farmland; traffic impacts on the movement of
farm equipment; residential home owner scrutiny
of farm practices; potential economic loss for
ancillary agricultural businesses; technological
advancements that raise farm productivity; and
the creation of new agricultural uses and markets.
E. Jobs and The Built Environment
Total employment and population is expected to
increase in Livingston County, with population and
employment density decreases in surrounding
urban counties. The Southeast Michigan Council
of Governments projects that Livingston County’s
population will grow by 90% from 1990 to 2020
and the county’s employment within eight
industrial classifications will grow by 83% from
1990 to 2020. A loss of employment base
coupled with economic disinvestment and
mounting social and economic problems in urban
areas, will result in an on-going migration of
companies into Livingston County. Livingston
County’s location between metropolitan areas and
along major interstates will enhance this
migration. At present, the Economic Development
Council of Livingston County seems to attract
approximately 5 - 10 new major employers per year.
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Diversification of Michigan’s economy is expected
to continue as new service jobs are created and
grow more rapidly than manufacturing jobs. As a
result, the regional economy should be less
sensitive to a fluctuating business cycle.
According to the U.S. Bureau of the Census, 396
new service jobs were created between 1990 and
1994 in Livingston County while 143 new
manufacturing jobs were created. This shift in
industry focus has increased the importance of
job training. Training is needed so that county
residents are prepared to make employment
transitions and so that there is an ample county
employment base from which to draw employees
for local business and industry. There will continue
to be a need for technical academies, higher
education centers, school to work programs and
other job training initiatives in Livingston County
so that our local job market can remain
competitive in the international market place
The redistribution of population and jobs over time
will shape the physical environment of Livingston
County. The structure of retail business will
continue to change, from that of traditional
downtown areas and shopping malls to
superstores and discount retailers. This change
in physical environment is evidenced by the
establishment of a new retail outlet mall west of
the City of Howell. The demand for office space
will continue to rise in suburban downtowns and
downtown fringe areas. Likewise, the demand for
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certified industrial parks with complete utilities
will rise. Although Livingston County has
approximately 23 existing industrial parks, there
are currently only two certified parks among them.
County implications regarding jobs and the built
environment are: an increase in total county
employment; an on-going migration of companies
into Livingston County; diversification of the
economy; rapid creation of new service jobs; a
decrease in manufacturing jobs; the increasing
importance of job training; employment
transitions; the need for an ample county
employment base; the need for technical
academies, higher education centers, school to
work programs and other job training initiatives;
a local job market that can remain competitive in
the international market place; the changing
structure of retail business; an increased demand
for office space; and an increased demand for
certified industrial parks with complete utilities.
F. Emergency Management
As Livingston County population growth results
in forces of change such as increased residential
development and increased traffic volumes on
county thoroughfares, there will be an increased
need for comprehensive emergency management
services such as mitigation of flooding hazards
and response to hazardous materials incidents
caused by traffic accidents. Comprehensive
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emergency management must focus on preparing
and preventing or mitigating these types of
emergencies, by planning well and planning in
advance.
The zoning and master plan policies of our local
Livingston County communities impact emergency
management preparedness and mitigation by
implementing regulations and standards for
development, such as percent of site that may
be impervious surface, the separation of
hazardous industrial activities from major
population centers, and setbacks from vulnerable
environmental features. Our local communities
need continued training to recognize the
implications of their actions when establishing
zoning ordinances and master plans. Local
communities must also be encouraged to
participate in preparedness issues such as
enrollment in the National Flood Insurance
Program. This far, only nine of the 20 Livingston
County communities are enrolled in the program,
making it possible for their residents to acquire
such insurance that will protect their household
in the event of a flooding emergency. Participation
in this program is particularly important because
the surge of residential development in Livingston
County is impacting county flood plain
management and is increasing our community’s
vulnerability to flood hazards. Increasingly, small,
seasonal cottage homes located on county lakes,
streams, rivers and wetlands are being replaced
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by larger year round homes. The larger massing
of these homes is leaving less land area open to
percolate rainwater and surface run-off so that
when the water table of these areas becomes high,
the potential for flooding of the floodplain area
increases. Furthermore, development that is
upstream of any floodplain must be properly
constructed so that surface run-off from
impervious surfaces such as roadway and
driveways will not send enough water volume
downstream to alter the floodplain.
Identification of Livingston County hazards, such
as flooding, that present the greatest danger to
the community, and an assessment of the
potential human and economic loss that may be
caused by each hazard, is a component of each
community’s Emergency Operations Plan. The
community needs to become familiar with this
product and aware of the potential hazards their
community faces. For example, other potential
hazards in Livingston County include: dams that
are located in areas where a failure to the dam
structure may cause serious damage to
neighboring homes/structures/facilities, cause
significant environmental degradation or danger
to individuals with the potential for loss of life;
and industrial/commercial/agricultural and utility
sites where hazardous substances are stored and
pose as a potential risk for fire, explosion and
leaks, spills and vapors that may cause harm to
the environment or populace. If community
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awareness of these potential hazards is high, then
a community may expect better participation in
emergency management mitigation, preparedness,
response and recovery initiatives.
Emergency management has traditionally been
looked upon as the responsibility of government.
This focus has been changing and needs to
continue to change so that emergency
management is a participatory experience for all
segments of the county population. Our general
county population needs to be involved in the
management of household hazardous wastes
regarding proper storage and disposal of these
materials. Likewise, the participation of local
business and industry is needed, not only because
of the potential emergency management risks of
their operations, but because of the rich
management potential, valuable resources and
influence they can offer a community’s
comprehensive emergency management program.
County implications regarding emergency
management are: community hazards such as
flooding, hazardous material incidents,
degradation of vulnerable environmental features,
dam failure, and hazardous material storage; flood
plain management that is compromised by
seasonal cottage conversions, residential
development upstream and impervious surfaces;
planning well and planning in advance; local zoning
ordinance and master plan regulations and
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standards that may or may not support
emergency management principals; training to
help communities recognize the implications of
their zoning and planning actions; participation
or lack of participation in established
preparedness programs such as the National
Flood Insurance Program; the need for hazard
identification and analysis, and community
awareness of potential hazards; the need for
community familiarity with the Livingston County
Emergency Operations Plan; and better
community-wide participation in emergency
management mitigation, preparedness, response
and recovery initiatives.
The many impacts described as a result of the
“forces of change” are presenting serious
ramifications on the institutional structure for
governmental decision making in the State of
Michigan and Livingston County.
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STRATEGIC POLICY DIRECTIONS:
Restructuring for the Future
The purpose of the Strategic Planning Team was to
examine the many changes occurring and predicted
to occur in Livingston County, Michigan, and to
address the challenging questions about the
implications of those changes for the future of public
governance of the county. This approach was taken
not simply to react to change, but to proact to
change in a planned, thoughtful and aggressive
manner in anticipation of our future.
Within the overall context of strategic planning and
management, strategic directions must be defined
to guide future courses of action.
Committing resources intelligently is what strategic
thinking is all about. It requires public officials to
develop a strategic direction of the future and to
direct the use of available resources along the lines
of excellence to achieve that future. This strategic
direction -- this vision of the future must be shared
by employees of the organization. In order to reach a
common vision of the future, management must
develop a common planning and management
methodology. A methodology that allows the various
units within the organization to generate independent
visions of the future, while at the same time promote
a discipline that will be consolidated into a common
vision.
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Concurrent with the process of defining a strategic
direction for the Livingston County organization of the
future, the strategic planning team kept returning to the
mission statement for guidance, upon occasion refinement
and “word-smithing” it, while seeking development of an
all-encompassing vision of the future and objectives to
achieve that future.
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Perhaps most importantly, the Strategic Planning
Team examined how the Livingston County
organization could be restructured to meet the ever
changing needs of the future. The Team envisioned
an organization structure that is flexible, team-based,
matrixed in functions and goals, customer-focused,
technologically enabled, open and accessible, selfchanging and self-controlling. It was perceived by the
Team that for an organization seeking its fullest
potential, its primary emphasis will shift from vertical
(hierarchical structure) reporting relationships to
issue teams - to an interpretation of processes - to
ultimately an outward focus on service and customer.
This perception suggests that the organization’s
emphasis — its focus — evolves from hierarchical to
a structure that is flat, flexible and team-based as
the values, vision, mission and culture of the
organization evolves. The formal organizational
structure becomes less and less important - how we
meet the needs of our citizens assumes greater
emphasis.
This plan, then, does not offer organizational charts
with schematic depictions of lines and boxes showing
lines of authority and responsibility. For we have
found that any chart misses the fundamental point
of our Strategic Policy Planning effort - that a selfchanging organization is constantly changing in
response to, and in anticipation of, changing
demands and priorities.
Instead, the Team identified the attributes of our
organization that will need to be developed or
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enhanced to meet the challenges of the future - an
organization that: integrates functions; is flexible
and fluid; focuses on performance and outcomes;
demands individual and team accountability;
embraces service to county and customer; expects
and supports continuous learning and captures the
values of a diverse work force and community. This will
necessitate the creation of a leadership team that:
manages the organization’s capital, human and
financial resources; focuses on “strategic thinking;”
embraces values, vision and mission; and empowers,
coaches and communicates.
The process of thinking strategically requires
participants to identify alternative possible futures
(strategic directions) and to form a main strategy
for the future most likely to occur, and contingent
strategies for other futures. The process requires
management to continuously scan the internal
(organization) and external (world) environments to
identify organizational strengths and weaknesses visa-vis opportunities and constraints, to understand
the forces of change, and a willingness and
methodology to adapt the strategy to new visions of
the future. Ultimately, the process will lead to
forecasting change and planning for the future — a
proactive, rather than reactive management strategy.
In the future teams, rather than individuals, will be
the fundamental unit of performance.
The Livingston County Board of Commissioners
believes that genuine, sustainable change will come
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from individual collaborations — TEAMS —
achieving high performance.
This change to our organizational structure affords
Livingston County the greatest opportunity to
maximize our return on investment from new
technologies. It also affords Livingston County new
opportunities to maximize skills, talents and
contributions of our work force.
Technology will continually extend the realm of
opportunities. Converting concept to practice,
however, is the fundamental challenge that will be
handled best by those managers who are capable of
strategic thinking.
Strategic thinking requires a public official to maintain
an awareness of new technologies (realm of
opportunities), and also to quantify the impact of
those techniques on his organization (practice).
Supporting the public official’s strategic direction will
require a practical understanding of how to access
and use information systems and a working knowledge
of how to apply decision-making support systems for
organizational improvement. Access to information
is a vital element in developing a strategic direction.
The quantity and quality of information available to
public officials makes it possible to draw timely
conclusions about the organization’s internal and
external environments.
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Articulation of a strategic direction, will require public
officials to develop an appreciation of how systems
optimize information. That application must
translate into action.
Livingston County is well-positioned to embark upon a
structured and sustained change effort to
reposition the organization to meet the demands
and challenges of the 21st Century.
The rewards for organizations who focus on
long range results and the organizational
changes necessary to encourage high
performance are very real. Public managers
who create an environment where risk is
encouraged and change is supported can
expect significantly increased performance
and efficiency.
For many of our employees, their relationship to our
organization is defined by their place in the structure
— their position in the hierarchy, their program and
department. Organizations like ours have been
structured as pyramids of employees, working fixed
hours, at fixed locations; all made necessary by the
requirements of information and the flow of work.
Today, extraordinary advances in information
technology increasingly allow people at multiple
locations to work together — united electronically
into a common system.
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Similarly, the increasing complexity of issues, and the
growing understanding of the interrelated consequences of seemingly separate actions — the need
for systems integration in our thinking (strategic
thinking) demonstrates that the era of the individual
manager is past. Organizations like ours require the
diverse skills and knowledge of teams of employees to
meet the challenges of today and tomorrow. This
rapid pace of change demands fluidity — a flexibility
— that is foreign to authoritarian hierarchies.
Developing a sense of strategic thinking involves
moving beyond traditional strategic management.
Successful public officials will emphasize the need for
better communication to allow the various functional
divisions of the organization to present their individual
visions of the future and resource needs. The real
planners within the organization are the line and staff
personnel responsible for policy implementation. These
divisional administrators, therefore, are the ones who
need to conceptualize the future. To assist in the
process, top management will need to provide more
realistic assumptions about the future and a
methodology for planning the future. Public officials
must look at the future to ensure that necessary
resources will be available to adequately support
planning objectives.
The Livingston County government organization of
the future, by its public nature, will have elements of
hierarchy — the electorate through the ballot will
determine their government representatives who by
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virtue of vested authority will guide the organization.
But, the emphasis on hierarchy in the Livingston
County organization has evolved with a
strengthened focus on customer and outcomes.
This new organizational structure is multidimensional in character. Instead of a single
relationship to the organization, defined by place in
the hierarchy, this approach asks our county
employees to accept multiple, simultaneous
relationships. Asking county employees to recognize
their multiple roles and responsibilities helps to
“bridge the gap” between the authoritarian paradigm
with which we were all raised (the single, hierarchial
dimension of organizations), and the demands for
team-based work, horizontal systems integration,
and positive outcomes.
There is a clear need to understand the underlying
internal and external environments affecting
attainment of the organization’s mission and its
client’s needs. The best insights of any decision-maker
require clear knowledge of opportunities and
constraints found to impact upon the organization
and the strengths and weaknesses found within the
organization. The successful manager will develop
strategic skills to turn external constraints and
internal weaknesses into organizational opportunities.
Analyzing and anticipating orientations, perceptions,
needs, strengths, constraints, and weaknesses found
within and outside of the organization is what makes
strategy proactive.
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Inherent in this methodology is the importance of
public officials to examine their respective
organizations from various perspectives: as human
resource managers assessing staffing requirements,
as negotiators and integrators of conflict resolution,
and as organization strategists.
In many organizations today, and even more in the
future, functional lines of authority are becoming hazy.
Access to operating information, for example, often
unites and integrates individual departmental
objectives with the mission for the organization. This
will supply data into a common information system
that simultaneously benefits individual departments
and management.
Public officials will need to take the lead to formulate
strategic directions that exhibit clear goals accepted
by the organization while providing a feedback
mechanism to monitor the process.
It should be clear from the foregoing that the
successful public officials of the future will
demonstrate development of strategic directions
that have evolved along with technology. They will be
able to utilize information management systems to
make better informed decisions. And, most
importantly, they will welcome the responsibility for
contributing to the success of their organizations.
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The Livingston County multi-dimensional organization
structure of the future will consist of four tiers, as
follows:
n Tier 1: Hierarchial Structure. This is how
Livingston County government looks on paper —
our organizational chart (reference Figure 1, page
5). It describes vertical, reporting relationships,
organized by function.
n Tier 2: Issue-Driven Teams. This is how
Livingston County government behaves. Where
hierarchial structure remains dominant, emphasis
is placed on teamwork to address specific and
emerging issues and events. Team members are
assembled, not according to rank, but according
to complementary skills and knowledge. And
team membership may include private sector and
community members, representing our growing
partnership with the Livingston County
Community. The emphasis of the organization is
focused on team membership and contributions,
rather than place and rank in the hierarchy.
n Tier 3: System and Process Integration. This is
where Livingston County government is moving.
Systems and processes do not fit nicely into the
functional alignments of hierarchies. Members
from different departments are asked to work
together for mutually shared goals. Multifunctional teams are formalized at all levels of
the organization; communication and information
Applied Strategic Thinking

92

Strategic Policy Directions: Restructuring for the Future

exchange — facilitated by advances in
information technology — flows freely,
“horizontally” across the organization as well as
vertically. Perhaps, most importantly, the
emphasis of the organization is focused on
process and systems. Critical analysis and reengineering of workflow and process is continuous,
both to take advantage of emerging technologies,
and to meet changing community needs.
Process engineering is, in its simplest terms, a
critical examination of the flow of work within and
between departments, with one critical
distinction: process engineering does not seek to
improve the existing process, but instead seeks
to redefine needed work and work flow within a
focus on outcomes.
n Tier 4: Service-Performance-Outcomes. Thisis
what Livingston County government wants to
become. Issue and event teams will be developed.
Multi-functional process and system teams need
to be put in place. The emphasis of our
organization is, and will continue to be, on our
customer — the citizens of Livingston County.
The hierarchy will be flatter — self managed work
groups and instantaneous access to information
through technology will eliminate the need for
some layers in our vertical structure. Relations
will be flexible, allowing teams to be formed,
disbanded and reformed. Checks and balances —
controls — will not be entirely replaced, but will be
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complimented with a renewed focus on expected
outcomes. Autonomous work groups will be
allowed freedom to pursue agreed upon goals, in
concert with organizational values and vision.
Teams, rather than individuals, will be recognized
as the primary unit of performance.
Principles of Organization and Leadership. The
vision of the Livingston County organization of the
future as perceived by the Board of Commissioners
will be guided by the following principles:
v Create an organization that “integrates
operations and functions.”
Organizations increasingly demand “horizontal
communications” across departmental
boundaries, and seek the integration of systems
and processes. Livingston County government
must integrate, not only across departmental
boundaries, but with other agencies and
institutions serving our community. Seamless
integration requires common goals. Collaboration,
cooperation and integration are fundamental to
our collective ability to serve the Livingston
Community.
v Create an organization that is “flexible and
fluid.”
While structure is inherent to organizations, a
structure that is fluid — constantly changing in
response to shifting demands and needs — best
describes the Livingston County organization of
the future. The rapid pace of change in our
Applied Strategic Thinking

94

Strategic Policy Directions: Restructuring for the Future

external environment, and the increasing rate of
change, demands that our organization foster the
ability to change itself to maintain a proactive
position of service and response. “Self-changing”
organizations view structure only as a means to
deliver outcomes.
v Create an organization that “focuses on
performance and outcomes.”
Organizations are moving from the measurement
of inputs — hours of work, tons of material,
dollars spent, etc. — to a focus on quality
performance and outcomes. If the business of
government is to allocate limited resources to
unlimited needs, decisions will increasingly be
guided by our ability to achieve desired outcomes.
The business of “how” work is accomplished
(inputs) will be much less important than the
business of “what” work is accomplished
(outcomes).
v Create an organization that “demands
individual and team accountability.”
Hierarchical organizations have been “managed
through control” — control of hours worked,
resources and materials used, dollars spent —
under the assumption that, if inputs are carefully
and efficiently managed, appropriate outputs will
result. In the information age, accountability for
performance and outcomes — rather than
control of inputs — will be increasingly required.
Given the complexity of today’s environment, and
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the desire to integrate systems and processes,
work will increasingly be performed by teams —
thus, team accountability for performance and
outcomes will be an important focus for our future.
“Accountability” does not necessarily imply
culpability for lack of performance, but rather an
opportunity for recognition and celebration of
success.
v Create an organization that “embraces service
to county and customer.”
We are a service business, and we anticipate that
excellence in service delivery will continue to be
the cornerstone of our performance and outcomes
— service to customers and service to the
Livingston Community, in concert with public policy
and Board of Commissioners priorities.
v Create an organization that “expects and
supports continuous learning.”
The increasing rate of change, and the rapid
advances in information and technology, demand
continuous learning. The organization must
support new learning; and members must both
participate in, and contribute to, an environment
of new knowledge and change.
v Create an organization that “captures the
values of a diverse work force and community.”
Rapidly changing demographics, and the
emergence of a new generation of young people
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eager to enter the work force, provides an
unparalleled opportunity for American business
and government to “unleash” the human potential
in each of us, unfettered by bias, socialization and
cultural mores. It is incumbent upon us to accept
this opportunity.
v Create a leadership team that “manages the
organization’s capital, human and financial
resources.”
The organization is defined by a finite set of
resources, and the fundamental job of the
leadership team is to manage those resources in
such a way that they are individually and
collectively maximized, and efficiently and
effectively applied, to accomplish community and
board priorities.
v Create a leadership team that “focuses on
strategic planning and management —
‘strategic thinking’.”
There are many definitions of “strategic thinking,”
and all — at their core — reflect a structured,
proactive and systematic planning and
management effort to anticipate and manage
both our short and long range future. Too often
leadership teams become overly immersed in dayto-day operations, and spend disproportionate
time and energy reacting to the current “crisis.”
This mode requires the leadership team to apply
its collective skills and abilities to strategically
planning our future — for the introduction and
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assimilation of new technologies, as increasingly
diversified work place and community, service
demands that exceed resource availability,
strategic issues management, growth and
development, etc.
v Create a leadership team that “embraces the
organization’s values, vision and mission.”
Management in the information age will be
characterized by trust, rather than control. If
the behaviors of the organization’s members are
in concert with the values, vision and mission of
the organization — then members are fully
empowered to achieve desired outcomes.
Leadership teams must model and communicate
the values, vision and mission of the organization
if those qualities are to drive behavior and
performance. For the Livingston County
organization — an organization in transition —
values represent the stable, predictable
touchstone for the organization — a “constant”
in a world of change.
v Create a leadership team that “empowers,
coaches and communicates.”
A leadership team that empowers the
organization’s members to take risks, to innovate,
and to integrate; that supports members in risk
and failure; that coaches members for success;
and that constantly communicates the
organization’s vision, mission and values —
describes the successful Livingston County
leadership team of the 21st Century.
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To translate issues of strategic direction into
guidance policies, the strategic planning team worked
individually on a series of “worksheets” and then,
collectively, redefined the relevant issues that face
the governance of Livingston County. It became clear
at this point that the development of guidance
policies to guide the organization, rather than
individual programs, would pay bigger dividends.
Importantly this understanding reinforced the
previous agreed upon political/administrative
dichotomy: the understanding that the Board of
Commissioners establish public policy and
administrative staff carries out the policy through
the articulation of programs and activities.
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EXHIBIT 10
Livingston County, Michigan
Board of Commissioners
STRATEGIC POLICY PLAN
Worksheets
We have tentatively agreed that the mission statement of our
organization, Livingston County, Michigan government, is to Identify,
coordinate and implement programs, services, and projects that
address the needs of the Livingston County Community in the
most ethical, equitable, efficient, economical, and democratic
means possible. From the foregoing mission statement and our
brainstorming sessions and environmental analyses, I have
developed the following “ T e r m i n a l O b j e c t i v e s ” for your
consideration:
•

The Board of Commissioners will demonstrate fiscal
responsibility, maintain credibility and build public trust;
assume leadership in the development and improvement
of county services and programs.

•

The Board of Commissioners will provide for the delivery of
services through cooperative and collaborative interaction
with all other units of government and community
agencies and departments of county government.

We have further agreed that the elected officials of the
organization, the Boards of Commissioners, have the authority
and direct responsibility to establish public policy to guide all
governmental operations administered by the various county
agencies and departments. It is the intent and direction of the
Board of Commissioners that such public policy will guide program
and project development of county agencies and departments.
In the development of public policy the Board of Commissioners
has conducted an internal and external environmental scan to
determine the strengths and weaknesses of the organization and
the constraints and opportunities facing the organization.
Within the public policy evoluation process, the Board of
Commissioners will now respond to a series of Worksheets to
develop and prioritize policies to guide Livingston County into the
21st Century.
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EXHIBIT 10 (continued)
Worksheet #1
What accomplishments has our organization seen in the past that
were really beneficial?
Worksheet #2
What positive things are currently happening at our organization
that we could expand upon?
Worksheet #3
What ways could our organization change and develop to better
meet the needs of the citizens we serve?
Worksheet #4
Where would you like to see our organization in five years?
Worksheet #5
We have identified the forces of change affecting the Livingston
Community of today and tomorrow. What policy directions would
you suggest relative to these forces of change so that we may
proact, rather than react, in order to provide for the continuing
increase in and refinement of public service needs? In developing
your resonses to the following issues (forces of change) consider
the funcational areas of governmental organizations and functions,
finance of county government, county government structure, and
economic development relative to residential growth in our ability
to generate revenues to pay for public services.
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EXHIBIT 10 (continued)
Worksheet #6
Our ability to perform our assigned tasks depends greatly on the
public’s perception of us. Our success as public officials rests
reavily on creddibility and public trust. I believe we in Livingston
County government enjoy a general sense of public trust from our
constituents. I also believe we must foster an organizational
environment that recognizes the public mandate of high
professional ethics.
Public administration literature today suggests that ethics and
ethical conduct is a major issue with the American public and an
issue that should be addressed by governmental agencies. To
that end, I have attached a series of recent short articles on the
subject along with several professional codes of conduct. It may
be of value in our efforts of developing/redeveloping our organization
to respond to the forces of change that we too consider a code
of professional conduct reflecting the standards expected by our
constituents. The question is:
Should we adopt a code of ethical conduct for the Livingston County
public service, and if so, what form/format should it take (reference
attachments)?
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GUIDANCE POLICIES
Before developing a plan for action — “guidance
policies” — a clear mission must be defined. The
Board of Commissioners had never developed a
mission statement for the County. The organization’s
mission is commonly referred to as management’s
vision of what the organization is trying to do and to
become over the long term. A mission statement
specifies what activities the organization intends to
pursue and what course management has charted
for the future. It outlines who we are, what we do, and
where we are headed. Effective strategic leadership
starts with a concept of what the organization
should and should not do and a vision of where the
organization needs to be headed.
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In formulating the Livingston County government
mission statement, the Board of Commissioners
considered the questions of why does county
government exist? Why are we here?, and What is our
purpose? Discussion of the foregoing questions led
to agreement of the following Mission Statement:
“Identify, coordinate and implement
programs, services and projects that
address the needs of the Livingston
County Community in the most ethical,
equitable, efficient, economical and
democratic means possible.”
Continuing dialogue led to the development of the
Board’s Terminal Objectives:
“The Board of Commissioners will
demonstrate fiscal responsibility,
maintain credibility and build public
trust; assume leadership in the
development and improvement of
county services and programs. The
Board will provide for the delivery of
services through cooperative and
collaborative interaction with all other
units of government and community
agencies.”
From the above terminal objectives and Board
discussion and worksheets, the following Enabling
Objectives were developed:
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1.

To develop a responsible and responsive
annual budget.

2. To insure check and balances in all legal
and financial transactions.
3. To promote programs which will improve
the health, welfare, and safety of the
residents of the Livingston Community
and our county government employees.
4. To encourage citizen participation in
county government.
5. To recognize the special needs and the
problems of the under-privileged, youth,
handicapped and elderly.
6. To continue efforts, through economic
development and other available agencies,
to maintain and increase employment
opportunities in Livingston County.
7. To employ competent, qualified employees
and provide opportunities for employee
development and advancement.
8. To provide a quality work environment for
employees.
9. To engage in long-range planning to
provide for expanded facilities, services
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and programs, as deemed necessary for the
benefit of the citizens of Livingston County,
Michigan.
The Livingston County Board of Commissioners is
responsible for setting policy for the County and to
oversee the day-to-day administration of County
Government. They are also responsible for approving
the annual budget and establishing positions for the
various departments of the county.
Policy Planning
Policy planning is the process of formulating a
comprehensive set of acceptable goals and objectives.
These goals serve as a broad decision making base which,
in turn, is used in making specific developmental and
operational decisions. Policies establish the direction and
character of growth or non-growth because decision
makers can use the policy structure as a reference guide.
Policies provide both the flexibility and meaning necessary
to respond to changing urban structure and life styles.
Furthermore, policies can form the basis fo coordinated,
cooperative planning among many communities.
Each policy began with a question about some substantive
county concern. This policy consideration served as the
stimulus for discussion. County Planning staff provided
background information or a rationale for considering the
policy question. A policy statement was then derived from
deliberating the rationale and selecting a positive response
to the initial question.
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To that end, and in an ongoing effort to develop the
Livingston County government organization TEAM of
the future, the Board of Commissioners has created
the following goals to serve as Guidance Policies:
v Continue to operate the County finances in a
conservative manner and continue to evaluate
ways for the County to operate more
efficiently, effectively, and economically.
Continue to evaluate ways to consolidate similar
operations of the County and to utilize staff
more efficiently.
v Establish and employ a process to be used by
all departments for the development of broad
County policy and administrative actions to
the Board of Commissioners in which to guide
the day-to-day administration of the County.
Formulate a management professional team
consisting of a core group of County
Commissioners and department directors to
discuss and formulate goals and develop
strategies for:
•
•
•
•
•

Productivity improvements and efficiencies;
Controlling benefit costs;
Funding of long term liabilities;
Litigation and Risk Management/Loss
prevention;
Employees rewards and incentives.

v Create a means of gathering and documenting
short and long range goals for County
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Departments and developing strategies to
realize those goals. Departmental strategies
should address identified “forces of change”
affecting the Livingston County Community
and their associated impacts upon the
community. Update this plan on a periodic
basis and encourage department directors to
develop and implement strategic planning and
management principles and practices.
v Establish clear and reasonable performance
expectations for personnel of the Board of
Commissioners Administrative Office. Provide
oversight guidance in articulating the expanding
professional responsibilities of this office and
develop an evaluation process to determine if
performance expectations are being met.
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STRATEGIC REVIEW:
Implement and Monitor
The Board’s strategic policy planning effort was
designed to develop a more efficient, effective, and
professional county government able to meet the
challenges of the 21st century.
Since the strategic policies of the county will undergo
continuous modification, it is obvious that
implementation will likewise have to adapt to the
changing environment. Modifying all aspects of the
internal environment to match the changing external
requirements is critical for effective strategic
policies. An obvious approach is to anticipate
possible deviations, such as is done in statistical
quality control. For example, if an expenditure is
proposed, the possibility that it might exceed the
budget should be ascertained ahead of time rather
than after the fact. This approach would permit
county management to change both the desired
objectives and strategic policies. Top county
management must therefore continuously monitor
for appropriate corrective action to be taken “in
time” to achieve desired objectives.
A strategic policy that is not implemented is no
policy at all. Although we cover implementation as
the final phase of the strategic policy planning
process, we recognize the need for top management
and issue-drive team members to incorporate
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implementation and monitoring in the process from
the very beginning. As soon as a strategic
repositioning of the county is considered, a plan of
action is required. Consequently a well-conceived
strategic policy is one that has been planned with an
evaluation of the county’s capability to carry out the
change proposed.
After the strategic policy has been instituted,
continuous and systematic follow-up is necessary to
ensure that the policy is executed, and that it
achieves its full potential. Thus county management
must work to gain acceptance of a proposed change,
to maximize motivation and commitment by those
who have to carry out the plan, and to evaluate
completely and objectively the results achieved. The
Strategic Planning Team felt that this could best be
achieved with the use of issue-driven teams.
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Within that context, the Strategic Planning Team
agreed to pursue its analysis through a total quality
methodology. It rejected the approach of focusing
upon specific parts of the current Livingston county
organizational structure with recommendation 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 by a policy making body unwittingly
creates other problems by failing to take a
comprehensive approach through re-engineering all of
the interrelated processes in an organization.
Given the increasing complexity of issues, the
increasing amount of information and data available,
and the diverse perspectives of directly affected
customers and interest groups which must be
represented, teams will increasingly be required for
our planning and decision-making. Teams promise
improved productivity because team members are
committed to, and motivated by, clear performance
goals. Teams offer organizational flexibility because
they can be more quickly assembled, deployed,
refocused, and disbanded, usually in ways that
enhance rather than disrupt more permanent
structures and processes.
In the implementation and monitoring processes,
teams, rather than individuals, are recognized as the
primary unit of performance and accountability.
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To implement and monitor Board guidance policies
and to address emerging issues that may face
Livingston County government as we enter the 21st
century, it is the intent of the Board of
Commissioners to utilize issue-driven teams as
previously described in this plan.
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CONCLUSION
The first priority for the community considering
strategic planning/management is a leadership that
will stay involved in and support the process from
beginning to the end. Strategy and leadership are
intimately related; therefore, whether the chief elected
or appointed official or a legislative body initiates the
strategic planning effort, there will be a considerable
investment of time and reputation. However, if need,
commitment, and support are present, a strategic
management process can prove beneficial to any
jurisdiction regardless of its size or form of
government.
As a process to manage complex and competing public
demands, strategic management creates a forum to
get coordination and to improve communication
among separately elected or appointed boards and
commissions. The process further creates a safe
setting in which neglected or unknown problems and
opportunities get a hearing and are analyzed with a
problem-solving forum.
Given the limited professional staff available to most
chief elected and appointed officials in smaller and
moderate-size communities, the strategic
management process pinpoints and justifies where
to make investments in additional professional
personnel (full-time, part-time, shared, or
consultants). This justification occurs because
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specific, recommended actions are developed and the
problems associated with internal and external
demands are now more explicit and understandable
to the community’s citizens.
The data needed for strategy setting and decisionmaking sessions need to be managed in order that
they do not become so burdensome that the purpose
of the strategic management process is subverted.
Strategic management needs to be seen as a process
that enhances the ability for communities to make
better decisions because they have opened
themselves up to the generation of ideas and
information. The important product is not the
amount of data produced to justify a decision.
Rather the real product is the will to act because of
a set of priorities has been agreed to: a public agenda
of critical issues has been developed.
The strategic management process demands the
attention and involvement of the central cadre of a
community’s elected, appointed, and citizen leaders
who are usually already overburdened. Time needs to
be managed well and results and/or meaning need to
come from the meetings. One way of decreasing time
demands is to decrease the energy used in getting
organized and started. This objective can occur more
easily when some mix of these factors is in place:
n the political actors tend to trust one another or
have reached an understanding about the
strategic planning/management process;
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n an accepted, trusted system or habit of working
together is in place among the professional
staffs, boards and commissions; and/or
n the actors involved in the process, including the
process facilitator, have realistic expectations
as to what outcomes are desired and what
amount of time/energy is needed to accomplish
those results. For example, there may be a desire
for significant immediate actions. However, the
development of agreement on a community
agenda may be as much as one can expect to
accomplish.
Because of its eclectic background and flexible
approach, strategic management provides a
framework and a process within which public policy
makers can begin to have a constructive, futureoriented dialogue with the citizens of their
communities. While the process may not have caused
dramatic turnarounds where it has been used, it has
facilitated change.
Strategic management introduces the element of
comparative analysis between one community and
those that are seen to be potential competitors. It
also interjects an element of the market system into
the public sector where competition is usually said
to be nonexisting. Yet when communities are engaging
in economic development, staff recruitment, and bond
marketing activities, are they not competing? Thus,
the process is designed to identify factors that
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facilitate the development of such questions as: what
factors contribute to different costs and service
levels; what elements affect a community’s ability to
compete in economic, monetary, and personnel
markets, and how can a community stand out among
others as a place to stay in or move to?
More important than efficiency, comparison, and
competitive aspects is the central purpose of
strategic management: to help policy leaders escape
the trap of precedent and to be future affecting. This
increases the community’s capacity to manage better
the existing and impending issues that are judged to
have a significant, strategic impact upon it. It
structures identification of the issues and
opportunities that the community has avoided, is
ignorant of, or has not yet engaged.

Applied Strategic Thinking

116

Sources

SOURCES
Livingston County Department of Planning, Strategic
Thinking, Spring 1996.
Livingston County Department of Planning,
Partnership In Planning Manual: Strategies to Guide
Community Planning and Management, Spring 1996.
Livingston County Department of Planning, Livingston
County DataBook and Community Profiles, 1997.
Livingston County Department of Planning, Overall
Economic Development Program, 1996 and 1997.
Livingston County Department of Planning, Livingston
County Census Chronicle of the 1990 Decade, March
1993.
Michigan Society of Planning Officials, Michigan’s
Trend Future, 1994-95.
Michigan Society of Planning Officials, Patterns On
The Land: Our Choices – Our Future, September 1995.
United States Bureau of the Census, “Compiled
Census Reports,” Livingston County Department of
Planning Library, 1990-97.
United Way Community Services, Future Scape –
Changes and Emerging Trends, October 1996.
Applied Strategic Thinking

117

Sources

United Way Community Services, Livingston County
Department of Planning, Livingston County Community
Mental Health, Livingston County Job Training
Services, Livingston County Health Department,
Mission Health, Community Needs for Livingston
County, August 1995.
United Way Community Services, Community Priority
Review Committee Problem Descriptions, 1997-99.
Wagoner, William D., Achieving Excellence, Journal of
the Institute of Professional Managers &
Administrators, January 1989.
Wagoner, William D., Achieving Excellence in Service
Delivery Systems, Journal of the British Society of
Commerce, January/February 1989.
Wagoner, William D., Managing Change, The Daily
Tribune, Royal Oak, Michigan, April 1987.
Wagoner, William D., The Need To Develop A Strategic
Management Methodology, Journal of the Institute
of Professional Managers & Administrators, July
1989.
Wagoner, William D., Public Sector Strategic
Management: An Overview, Professional Management,
Spring 1990.

Applied Strategic Thinking

118

Sources

Wagoner, William D., A Strategy To Achieve
Excellence, International Journal of Professional
Business and Technical Management, Volume 1, No. 4,
1988.
Wayne State University, Southeast Michigan Council
of Governments, 1990 Census Community Profiles
for Southeast Michigan, Volume 2, October 1991.
Wayne State University, Southeast Michigan Council
of Governments, 1990 Census Community Profiles
for Southeast Michigan: Detailed Social, Economic
and Housing Characteristics, Volume 4, June 1993.

Applied Strategic Thinking

119

Applied Strategic Thinking

120

