ICMA 2008 Program Excellence Awards Nomination:
Strategic Leadership and Governance Award Nomination
Submitted by: 
Karen Main, Training Specialist
1000 Englewood Parkway,

Englewood, CO 80110
303-762-2327 (office)
303-783-6897 (fax)

kmain@englewoodgov.org
Name of Program: The Englewood Citywide Computer Coaching Network

Jurisdiction:  City of Englewood
Jurisdiction population: 32,491
This program was implemented in January of 2006
Individual who should receive recognition for this award:

Gary Sears, City Manager, City of Englewood

THE ENGLEWOOD CITYWIDE COMPUTER COACHING NETWORK
The City of Englewood has designed an innovative program that delivers computer training to employees at zero cost to the City.  The approach is unique because it can be replicated by any organization and can be utilized to address any number of internal training needs.  As a result of implementing the Computer Coaching Network, the City has not only met its manifest needs for skill development, but has transformed itself into a learning organization where knowledge and information is more freely shared among employees and across different departments and divisions.  
Business Challenge
It’s easy to get stuck in “that’s how we’ve always done it” mode in government.  Sometimes the best solutions are right under your nose – or in our case, already in the ranks of our employee population.

Like many public-sector organizations, the City of Englewood must keep its employees up-to-date and trained in the myriad of technological software applications that are necessary to the business world.  While many employees are competent in basic software applications, such as Microsoft Word or Excel, others are more infrequent users yet still need basic skills when they are called upon to create a document or enter information into a spreadsheet.  The results of a 2005 citywide needs assessment revealed that there were many employees with a high level of computer proficiency (between 17 -25%) and another significant population of City employees who requested basic skill development needs (between 20 - 40%).  

In the past, the City has addressed its computer training needs by employing a variety of methods, ranging from outside training consultants, the use of CD-Rom and web-based training solutions and sending employees off-site to specialty training.  Most of these solutions were either too costly ($200 an hour for an outside consultant; $135 per person for a 4-hour training class offered through a vendor) or too “technical” (CD-Rom or web-based solutions) to meet the needs of our City employee population.   
Our challenge became: “how can we provide for the varied computer training needs of our employees, yet do so in a cost-effective and reliable way?”  
Program implementation
We identified a training gap, in our case, the need for ongoing computer software training and then solicited volunteers who possess skill and ability in these areas.  
The Training Specialist for the City put out a call for volunteers who were willing to share their expertise and computer knowledge.  “There is so much talent in the City,” noted Training Specialist Karen Main, “it just makes sense to capitalize on it so we can learn from each other.”  Once a group of potential volunteers was put in place, the group held a brainstorming session to determine the shape, direction and vision for the group.  As a result of that initial meeting, the group decided that members possessed the resources to offer the following types of programming:

· Monthly Brown Bag sessions
· Individual Coaching
· General Troubleshooting
· Progressive Series of Traditional Training Classes
Under the guidance of the City’s Training Specialist, volunteers created simple curriculum that could be delivered in 3-4 hour classroom sessions.  Over the past two years, the group has learned to keep the curriculum simple and allow plenty of time for participants to practice.  The more practice time, the coaches have found, the better training participants are able to retain material and apply skills.  In addition, the fact that coaches are not technology professionals but rather “regular employees” makes them more accessible to their peers.  Coaches present information and share what they know using non-technical jargon and terminology.   Finally, the more accessible coaches are, the better.  Coaches are identified by their area of expertise and are accessible to employees by email, phone or in person. 

Measurable Outcomes
High-quality computer training delivered at no cost to the City.  That’s an average savings of between $15,000 - $30,000 per year!

As a result of utilizing the Computer Coaches Network, computer training is now delivered at zero cost to the City.  In its first year of operation (2006), peer trainers in Englewood delivered 109 hours of computer training to the City.    

In addition, evaluations and participant feedback reveals that our training “highly exceeds” participant expectations.  For example, of those individuals who attended a computer training workshop and filled out a class evaluation: (2006 data, N=101)
· 100% of respondents “agreed” or “strongly agreed” with the statement that “the workshop content was realistic.” (52% agree; 48% Strongly agree)

· 99% of respondents “agreed” or “strongly agreed” that “the course content was well organized and followed a logical sequence.” (59% agree; 40% strongly agree)

· When asked if the employee was able to “practice new skills during this workshop,” 98% of respondents agreed or strongly agreed.  (44% agree; 54% strong agree)

· 98% of respondents agreed – strongly agreed that material presented in the workshop was at “the appropriate level.” (53% agree; 45% strongly agree)

· 98% said they “learned useful information that could be applied in their day-to-day job.” (55% agree; 43% strongly agree)

· 99% of respondents said that “overall the course met their expectations.” (54% agree; 45% strongly agree)

Our evaluations reflect a high level of satisfaction with the training not because the coaches are teaching anything wild, different or trendy, but because they are teaching what they use in their jobs.   It’s a no-fluff, back-to-basics approach to training that has proven successful for the City.  
A value to the organization that is more difficult to measure is the effect on employee productivity.  Since employees have immediate access to computer coaches, they spend less time troubling over application issues.  The Coaching Network, in other words, increases the number of resources available to City employees while they are working.  Because computer coaches tend to answer basic software application questions, they help to free up IT Help Desk staff to address more complex and pressing technology issues.  

It’s also difficult to place a price tag on the morale boost that comes from being able to successfully help a peer solve a problem.   For example, coaches who entered the network with only a basic level of knowledge of a particular software application increased their skills as a result of teaching others.  In addition, coaches who participate in the network have improved their public speaking and interpersonal skills.  At least three members of the coaches network signed on initially to only work “behind the scenes” as coaches and did not desire to participate as trainers in a classroom setting.  However, after only a few months of participating in the network, these coaches have become active classroom instructors and continue to conduct training sessions and lead up brown bag seminars.  



Application, Replication and Value

Probably the most valuable aspect of this approach to training is how easily it can be replicated by other government municipalities or organizations.  In addition to using this approach for computer training, the approach can be used to address any number of skill gaps, including soft-skills training needs.

The format for the network has been adopted by other divisions in the City who needed an effective way to “reach out” to the employee population or address a skill gap.  For example, the Information Technology division encountered reduced usage of the City’s HRIS system after its implementation.  Using this model, we created a network of City employees who were comfortable with the new system and paired them up with more novice users.  These coaches were available to novice users by phone, email or in person.  They also conducted short “practice workshops” to increase employees’ comfort with the new application.  As a result, usage increased citywide.  
Finally, the use of internal subject-matter experts to peer-teach to others is a tangible example of a true “learning organization” that is better able to adapt to change, implement new ideas and learns from past mistakes because of the trust it engenders among employees by trusting in their skills, knowledge and expertise.  Employees are creating a culture that values learning and the transfer of knowledge among themselves.  Employees are holding each other accountable for ongoing skill enhancement.  Employees are working work together to be more productive in their work environments.

This training model directly involves employees in the learning process.  By doing so, we increase employee morale by recognizing the vast array of skills, knowledge and abilities our employees posses beyond the contributions they typically make in their jobs.
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