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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 “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.  Traditional job descriptions need to be revised to include team work as a core competency.
Summary

After studying this historical perspective on work, it appeared to the City of Montgomery that the Networked Talent Model made sense in our environment of ever-increasing demands by customer, financial constraints, and ever-increasing technology, and to pursue this, it became apparent that we needed to focus on our most important resource—our employees from the front line to the most senior executive.  
This case study will explore the steps taken by the City of Montgomery to “retool” its employee appraisal system to develop employees to guide and encourage higher employee performance.  This includes creative work with human resource tools including job descriptions, performance appraisals, pay for performance, collaborative goal setting, and 360-degree feedback instruments.
Innovation/Creativity

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.  When Montgomery first started its journey towards high performance, the first task was to review all of its HR tools.

Job Descriptions
When we accepted the challenge of revising job descriptions, we had six objectives in mind:

1. Less emphasis on technical skills.
2. Establish stewardship role for the entire organization.
3. Eliminate the “Stove-piped” departmental perspective.
4. Get buy-in from all employees (Union and Non-Union).
5. Minimize subjectivity of the overall appraisal process.

6. Mirror elements of the Networked Talent Model in all job descriptions.
To help get buy-in from all employees and not create an “Us versus Them” environment, all employees had the opportunity to provide input on the criteria that should be included in the revised job descriptions.  All suggestions were considered and many were included.  The new job descriptions were expanded from the traditional technical skills to now include three new categories necessary for a person to work in the Networked Talent Model.  These include Leadership, Management, and Team skills.
1. Leadership skills – The leadership category measures an employee’s understanding and application of the organization’s mission, vision, values, and strategic plan.  In addition, it measures initiative and innovation, leadership skills, quality and quantity of work, professional growth and self development and for department heads, City Council and commission support.
2. Management skills – The management category measures an employee’s level of stewardship of City resources including budget preparation and management.  It also measures planning skills, judgment and decision-making, knowledge of operating guidelines and progress toward completing goals.  For supervisors, this category includes staff management.

3. Team skills – The team skills category measures an employee’s communication skills, conflict resolution and problem solving, cooperation and teamwork, and customer service.
4. Technical skills – The technical skills category measures general job knowledge and specific technical skills for a given position.

Hiring Process
The hiring processes were changed City-wide to create a consistent system of hiring that included Peer Hiring which involves employees from different levels of the organization and non-traditional methods to hire individuals that meet the intent of the job description, not just based on their technical skills.  Hiring decisions were focused on values first and technical skill second.
We use many of the same components most organizations follow in the recruitment effort.  The difference with our approach to recruitment is with the involvement of employees in developing the materials, visual aids (such as posters and photo boards) and the general marketing strategy.  No one is an expert in the labor recruitment field; however, with the employees assisting with recruitment, they feel a sense of buy-in to the effort and ownership of the process of identifying qualified candidates, and their new co-workers  

Listed below are the three types of processes that we use in our hiring:

· Testing for classified positions

· In-house assessment centers

· Peer hiring 

Testing for classified positions
The difference between how Montgomery tests for classified positions and what is common in most other organizations is the oral interview.  Employees or peers interview the potential candidates.  They are instructed in what they can and cannot ask and an HR representative sits with them during the process.  The value that employees or peers bring is that they ask questions that upper management might not see as a priority but it might be very important to the requirements of the position.  Who is more qualified to assess answers to questions as to a candidate’s capability than an employee who is currently performing the same job.  The benefits of this peer involvement brings forth better decisions for the organization, gets buy-in from the employees and provides front-line staff a vested interest in hiring the right person for the job.  Although front-line staff is involved, the Civil Service Commission is involved in all aspects of this process as well as our HR representative.

In-house assessment centers
Assessment testing is very popular today.  What is different about our process is that we do not hire an outside agency to handle the testing.  Employees and department heads are involved in the development and the application of the testing components.

The benefits of conducting in-house assessment centers are many.  The candidates directly interface with the other department heads and employees who they may potentially work with and the department heads and employees rate the candidates in their given section which gives the employees a good sense of how the candidate interacts in a day-to-day work environment.
Personality profiles are also used to identify a candidate’s skill set over and above their technical skills.  This has been the best tool that we have found to gauge their leadership, management, and team skills, and ultimately their value set.  This is not an end-all, be-all but just one more component to assist with the final decision.  The personality profiles are an online tool conducted by Personnel Profiles, Inc.

Personnel Profiles, Inc.
4030 Mt. Carmel Tobasco Rd.
Suite 116
Cincinnati, OH 45255 
800-490-8860 
During this process it quickly becomes evident if the values possessed by a candidate may not fit with the values of the organization.  For example, we have seen how some candidates treat the department heads with respect yet they talk down to the employees... a huge red flag!  Again, this process promotes buy-in by the department heads and front-line employees and brings a level of ownership to the decision.

Peer hiring
The City of Montgomery has had success with using the peer interview process in our hiring processes.  An HR representative is involved to insure that we are asking the right questions and that our comments are appropriate.  Generally the peer interview panel meets a few times to review applications and develop questions to ask the candidates.  

The interview panel conducts the interviews and rates each candidate.  At the end, the panel reaches consensus of the candidate’s ranking.  The Department head interviews the final list of candidates.  The benefits of this process are once again buy-in and ownership by the employees and better relationships between the employees and a new hire.
Performance Appraisal System
The entire performance appraisal system was redeveloped to mirror the expectations defined in the revised job descriptions and provide examples to measure the performance more consistently and objectively throughout the organization.  In this process there were four main objectives:
1. Improve staff and city performance through alignment of individual, departmental, and organizational goals and involve employees in establishing their goals.
2. Develop a system that promotes employee participation in defining quality work.
3. Develop a platform for feedback from supervisors, peers, subordinates and other internal staff through a 360-degree feedback process.
4. Improve performance, quality of service and work product, communication, and evaluate an employee in relation to the City’s mission, vision and values.
Employee appraisal form

The appraisal form was developed to mirror the components of each employee’s job description which includes leadership, management, technical, and team skills.
Five different performance levels are included within each performance category.  These include:
· Superior
· Exceeds Expectations
· Meets Expectations
· Needs Improvement
· Unsatisfactory

Within each rating level is pre-defined language for what each means so as to eliminate subjectivity.  It is important to note that “Meet Expectations” is the baseline.  Keep in mind that this is not easy to attain.  If an employee is rated as “Meets Expectations” then they are performing to their job description.
Goal setting
Goals are developed annually as part of the appraisal process by the employee with supervisory input, oversight, and approval.  Goals are expected to be specific, measurable, attainable, realistic, and timely.  Each employee sets goals that have an organizational, departmental, and personal focus.
360 Degree Peer Feedback
A 360-degree peer feedback process was developed to allow 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 with regard to how the employee delivers on the City’s mission statement and what they like about working with the employee in terms of leadership, management, team, technical, and customer service skills.  Each peer is also expected to provide specific suggestions that would help improve the employee’s job performance.  The employee is given a copy of each peer feedback form and the forms are included in the employee’s performance appraisal.
Pay for Performance

A Pay for Performance system is a critical piece of our toolbox and is utilized to reward high performers while showing low performers the direction that they need to move towards in order to increase their pay based on improved performance.  Each position has an associated range of pay established through regular surveys that benchmark surrounding comparable communities.  City Council approves adjustments to the range annually.  There are two types of compensation:

1. Merit Increase - Employees that fall within the pay range established for his/her position receive an overall average performance rating established through the appraisal matrix.  The guidelines for applying salary adjustments are determined annually based on funding availability and comparable wage adjustments.
2. Merit Bonus - Employees that have reached the top of the pay range receive an overall average performance rating established through the appraisal matrix.  The guidelines for applying the bonus are distributed annually.

The flexibility to set salaries within, above or below one of the percentages is based on the employee’s job performance.  Factors that may impact the placement among the performance categories are the learning curve of the employee, job size or growth in responsibilities, attitude, and initiative.  The supervisor and department head are responsible for making recommendations to the City Manager’s Office and provide appropriate rationale and justification for pay increases based on performance.
Outcomes Achieved
Revised hiring process

The revised hiring process has allowed front-line employees to have input on the selection of co-workers and it exposes them to the recruitment and hiring processes which helps build the capacity of the organization.  The employees are also more aware of a candidate’s characteristics and abilities.  We now hire people that are a good match to the organization’s culture and values instead of hiring people just with good technical skills.

Outcomes of revised HR tools
Supervisors now provide a more thorough view of an employee’s performance based on objective criteria.  Employees now have a clear direction of what is expected with definitions and examples of acceptable and unacceptable behaviors.  An environment was created that focuses on establishing and meeting goals for the organization, the department, and for professional growth and development.  Some employees thanked their supervisor for goal setting because it improved their career and in some cases their personal lives.
Employees now receive constructive feedback from their peers, not just their supervisor, which creates a more comprehensive perspective of their performance.  Ninety percent of employees found the 360 degree process to be a positive experience and 92% of employees found the experience of being a rater to be positive.
Pay for performance has motivated many employees since raises are based on agreed-upon goals and expectations, not just longevity.  Employees are rewarded for working hard and for going above and beyond what is expected. 
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.
Case Study Presentation

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