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Case Study Synopsis 

Governments today, regardless of size, location, or services delivered are facing the same challenges to their continued ability to operate effectively.  These challenges include: 
· Increased stakeholder demands
· Constrained resources 
· Maximized workloads
· Top-down management 
· Stove piped organization
· Disengaged workers
One approach to reversing these challenges and their impact on our ability to work is to follow the principles of the High Performance Organization (HPO) Model developed by the Commonwealth Centers for High Performance Organizations and taught at the Senior Executive Institute at the University of Virginia.  
High performance organizations do not compromise or trade off service quality, customer value or financial performance.  HPO is defined as the simultaneous delivery of high product and service quality, outstanding customer value and sound financial performance.  It is critical that all three of these variables are delivered at the same time.  
While the HPO model features many components, there are three basic assumptions that can really help to enhance employee engagement and address the fiscal and management constraints that we all face today.  These include:
1. Recognizing that work has changed over time.
2. The need to focus on developing the culture of our organizations.
3. Building organizational capacity through the use of employee teams.
Step 1: Recognize that work has changed over time

HPO theory speaks to the evolution of work and outlines three distinct phases of work that have existed throughout our country’s history.  
The first work era was known as the “Crafts Phase.”   This occurred largely before and during the 1800s and was characterized by farmers and craftsmen who were responsible for all aspects of their business including management, leadership and technical aspects of work.  This required their work to be holistic in nature.  Workers clearly reflected talents not only in their technical skills, but in management of the organization and in leadership in terms of determining future trends of their “industry.”
The second work era was known as the “Industrial Phase.”  This era occurred largely during the early 1900s and was characterized by the introduction of machines and automation to businesses of the United States.  Work became simple and piecemeal, changing drastically from the holistic approach of the crafts phase.  The owner was the leader and the only one who really knew the organization’s direction.  Managers were responsible for their departments with no larger organizational view. Workers did repetitive tasks with no real idea of their contribution to the organization.   If they didn’t like it there was a plentiful labor market and they could be easily replaced.
The third work era started to become evident in some organizations around 2000.  This phase is known as the Networked Talent Model and assumes once again that work is holistic in nature.  Employees in this model understand the direction of the organization and contribute to its success through collaboration and joint efforts to achieve goals.  This model also assumes that work is done by teams of employees who all demonstrate leadership, management, technical, and in this case, team skills to work effectively together.  Transitioning to the Networked Talent Model is the goal of today’s higher performing organization.
Step 2: Develop the culture of the organization

The HPO Model requires that organizations develop both a “vision” and “values” to drive their work culture.  Simultaneous work in both vision and values is necessary to reach high performance.   
Organizational “vision” focuses on strategic planning through a long-term organizational strategic plan, departmental operating plans, and employee goals all linked to ensure everyone works towards the same goals with consistency and purpose.   Vision also includes the establishment of performance measures to determine the efficiency and effectiveness of organizational processes and goals.

Organizational “values” focus on how you treat each other and, ultimately, your citizens.  This includes establishing organizational and behavioral values, a leadership philosophy, and employee expectations.  It also includes developing appropriate employee training programs, appraisal instruments that actually provide useful feedback, 360-degree peer feedback, as well as coaching and mentoring.  While we all believe this is important work, we often do not take the time to fully develop our organizational values.
Step 2: Teams and the “Parallel Organization”
Teams are simply groups of people who come together to accomplish a short term or ongoing task.  We have seen that solving problems and developing creative approaches to work are often better achieved through teams of people representing different perspectives and talents in addressing challenges rather than by management alone.
The HPO Model refers to a team as the “parallel organization” because it operates alongside the traditional hierarchy.  How teams work and how their work relates to the organization as a whole is critical to understanding and defining the strategy for success of the entire organization.  This requires defined purposes, processes and expectations of the team and its work.

Teams can be categorized in one of three types:  cross-departmental teams, departmental teams, and naturally-occurring groups.  Cross-departmental teams include representation from most, if not all, departments and have a broader organizational focus in their work.   Departmental teams typically include members from a single department or work unit and a more departmental focus in their work.  Naturally-occurring groups are typically short-term informal groups that form through a common interest to quickly address a more immediate, smaller perspective issue and then the team will usually disband.

Summary
This case study will explore the steps taken by the City of Montgomery to “retool” its employees to work within the Networked Talent Model.  This includes creative work with human resource tools including job descriptions, performance appraisals, and 360-degree feedback instruments to guide and encourage higher employee performance.  In addition, this case study will highlight the steps taken to develop both the vision and values of the organization, provide examples of teamwork that has resulted from a culture of high performance, and offer practical tips for other organizations to utilize in this work.
Innovation/Creativity

Wrestling with the challenges of increased stakeholder demands, constrained resources, maximized workloads, a stove-piped organization, top-down management issues and disengaged workers, in 2001, the City of Montgomery realized that it had to begin to work differently to continue to deliver quality services to its citizens.  With the advent of technology and increasing demands, there was simply no way to continue to work the way it had in the past.  Given these challenges, the City embarked on an approach to work that moved from the traditional industrial model to one that recognized and required employees to demonstrate leadership, management, technical, and team skills, participate in the work of the organization through teams, and to truly understand the direction and cultural values of how the organization desired to operate.

All HR tools were revised to ensure they reflected the concepts of the HPO Model and contributed to a holistic approach to work.  Job descriptions were modified to include leadership, management, and team skills for all positions in addition to the “traditional” technical skills.  Performance appraisals were redeveloped to mirror the expectations defined in the revised job descriptions and provide examples of positive behavior and performance.  A 360-degree peer feedback process was developed to afford co-workers the opportunity to discuss an employee’s performance in a face-to-face setting with the emphasis on how the employee performs from a peer’s point of view.  A Pay for Performance system was utilized to reward high performers while showing low performers the direction that they need to pursue.  Lastly, the hiring processes were changed to utilize hiring teams and incorporate non-traditional methods to hire individuals who meet the intent of the job description and not just based on their technical skills.
The City also worked to develop both vision (long-term strategic direction) and values (how we treat each other) and has developed innovative and creative approaches for this work.  Lastly, it has made creative use of teams and developed tools that are applicable to everyone to ensure high performance and effective employee work teams.
Consultation

The City utilized the services of the Weldon-Cooper Center for Public Service at the University of Virginia and the Commonwealth Centers for High Performance Organizations to assist in the application of HPO theory for the City and for training and other technical assistance to the organization.  In addition, citizen surveys were conducted in partnership with the University of Cincinnati Institute for Policy Research and Management Partners, Inc.
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Outcomes Achieved
The employment of the HPO model in the City of Montgomery organization has definitely created a more engaged workforce that has contributed greatly to high quality service delivery and the setting of organizational strategies and directions for success into the future.  The outcomes of this work are exemplified in the City’s Citizens’ Survey as well as an organizational work culture survey that are regularly conducted by the organization.

Citizen survey

The City of Montgomery has conducted citizen surveys every five years since the start of Montgomery’s journey towards building a high performance organization.  The survey is conducted through a partnership with the University of Cincinnati Institute for Policy Research and Management Partners, Inc. and the response trend over the past ten years indicates that the efforts to create a work culture of high values and a higher moral purpose have made in impact.

When asked the question, “All things considered, how satisfied are you with the quality of life in Montgomery?”, citizens who indicated they were very satisfied, the highest rating, went from 56% in 2001 to 66% in 2010.  Combined with the citizens who indicated they were satisfied, the percentage increases to 98% for 2010!  
When asked the question, “Do you agree or disagree with the following statement, ‘Municipal services provided to my household are a good value for the property tax dollars I/we pay?’”, seventy-five percent strongly agreed or agreed in 2001.  In 2010, the percentage increased to 86% with an increase from 35% in 2001 to 54% in 2010 for those indicating they strongly agreed.  This is even more impactful given the economic climate at both state and national levels during the last few years.
Organizational work culture survey
A survey to measure the work culture of the organization has been conducted every two years since the start of the City’s journey to a high performance organization in 2001.  The survey asks 18 questions to measure leadership, motivation, teamwork, communication, decision making, goal setting, and control throughout the organization.  The results place the organization in one of four types of work culture.  These include Exploitative Autocratic, Benevolent Autocratic, Consultative, and Participative.  The goal of a high performing organization is to have a consultative and participative culture.
Starting in 2001, the work culture survey indicated that overall, the City of Montgomery was a consultative organization with tendencies towards benevolent autocratic.  This is typical of many industrial model organizations.  Since 2002, three additional surveys have been administered with 2010 indicating a solid consultative organization with tendencies towards participative, a significant shift in work culture.  The survey has proven to be a valuable tool in measuring the organization’s progress towards a high performance organization.

Human Resource Tools

While the holistic approach to work makes sense, we cannot expect employees to reflect a holistic work style without first understanding that traditional HR systems do not support the HPO concepts.  Employee skills and talents need to be developed beyond the traditional technical skills.  By revising all of the HR tools all employees were given a clear direction of what is expected of them with examples of both positive behavior and behavior that is in conflict with a high performing organization.  Employees are now hired based on their values and fit within the organizational culture, and not just based on good technical skills.  Many employees now thank their supervisor for goal setting because it has improved their career, and in some cases, their personal lives.
Focus on Vision and Values

With the understanding of how values and vision are linked to performance and organizational goals, decisions are now made in an environment where all employees have a common understanding of the direction of the organization.  The capacity of the organization was developed with everyone involved in setting the direction of the organization and understanding where it is heading.  Values were defined, whereas before, values were assumed.  Employees are now more engaged by being involved in goal setting, developing departmental plans, developing organizational plans, and working in a team environment.
Team approach to work
Through the team approach to work, both within the departments and across the organization, several benefits have resulted for the organization and the community.

The Health Benefits Team is a good example of how cross-departmental teams can increase employee engagement and understanding of the operations of the City.  This team is responsible for selecting the health plan for the City.  It works within premium “cost caps” established by the City and its unions and selects plans and coverage that best meet the employee’s needs within available dollars.  In 2009, our expenses for health insurance coverage totaled $656,805.  The City’s average premium increase over a five-year period was 5.79%, versus 13.29% for public entities in the Greater Cincinnati area.  If the City realized an increase of 13.29%, consistent with that of the greater Cincinnati public sector market, our costs would have risen to $744,094 for 2009, or almost $50,000 ($49,589) more than what we would have experienced without the efforts of the Health Benefits Team.
During the fall of 2008, the City of Montgomery was facing a 172% increase in the cost of road salt with a severe shortage of supply in the region.  The challenge was how to address the increased costs, reduced supply, and still meet the service levels that the community has enjoyed over the past several years.  This is a problem that is faced by many communities during these tough economic times.  Through creative route management, salt conservation, and constant communication with City staff and the community, the Public Works Department was able to reduce rock salt use by 300 tons resulting in a savings of $40,000 in the first year alone.  In addition, citizens were highly satisfied with the service based on follow-up surveys and a significant reduction of calls to the Customer Service Department.  The Public Works department has permanently implemented the changes recommended in 2008 and following the 2010 resident survey, 91% of residents indicated that they were satisfied or very satisfied with snow and ice removal operations.
An example of a successful naturally occurring group is the Columbia Oldsmobile accident group.  In 2004, a group led by a firefighter and police officer recognized a problem intersection that caused four accidents per week with three injury accidents per month.  The group came together on its own to develop a creative solution to the problem and was even able to get the State of Ohio Department of Transportation to install and pay for the reconfiguration.  The results speak for themselves.  Since the team came together in 2004, over $14,000 savings in police and fire runs was realized in the first year, no accidents have occurred in this location in over seven years and most importantly, there has been no loss of life or personal property damage.
Applicable Results and Real World Practicality

The results of the implementation of HPO principles are clearly identified above and it is our opinion that results like this are desirable for any municipality that is trying work within the many challenges in the world today.  While the HPO theory can be overwhelming at times, we believe that breaking it down into manageable pieces can allow jurisdictions of any size or location to implement the model.  The information contained in this case study will clearly present participants with issue identification as well as practical tools for implementing HPO in their own jurisdiction.  Then they’ll be on the way to higher employee engagement and understanding and productivity in a world where we are constantly confronted with management structures that do not always lend themselves to creativity, increasing demands from citizens and constrained financial and human resources.
Case Study Presentation

This case study will include a PowerPoint presentation, short video clips, and handouts.[image: image2.png]
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