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	Session Title:

The Magic of Organizational System Alignment
Introduction

This case study is a continuation of a session that briefly describes a 14 year organizational change and development journey that was undertaken by a small suburban Denver city government.  Part I described the adoption of an outcome based-alignment management philosophy and the development of a clearly defined and articulated culture.  As if by magic, the commitment to the management philosophy and living of a genuine culture provide the strongest of foundations to align the operating systems to the culture.  The alignment of operating systems to the culture has produced a highly regarded and high performing local government organization.  

Part II will: :  

1. Define organizational alignment and share perspectives regarding the power of this management strategy.  

2. Define what organizational alignment meant to this organization.  

3. Describe some of the major system alignment activities and challenges

4. Briefly document the perceptions of  the community regarding the effectiveness of the City government in achieving outcomes and providing high quality customer service

5. Lead program participants through a hands-on exercise to that assesses whether operating systems are fully supporting the culture of the organization.

Intent of the Project / Program / Service

The intent of the program of activities was to create a highly effective and highly regarded city government that could produce outcomes that would exceed customer expectations.  This objective was to be realized by aligning operating systems to a new clearly defined culture and management philosophy.

Following the definition and articulation of the organizational culture, the organizational change journey continued with a conscious commitment to “fix” systems that were not supporting the newly defined culture or management philosophy.  This commitment to change was based on the proposition that great city government organizations don’t evolve or happen as if by magic.  Great city government organizations are created by strong leadership with a strong commitment to boldly transform government by aligning systems to organization culture.  Figure 1 presents the alignment initiatives undertaken as part of the journey for continuous improvement.

	
	Anticipated and Actual Outcomes

The Senior Management Team had the following expectations regarding this portion of the organizational change and development journey:  

· To define the operating systems that needed to be “fixed”.

· Bring the identified operating systems into alignment in support of the culture and management philosophy.   

Using a systematic approach to select and prioritize the “targets” for alignment, the Senior Management Team developed a program of activities for alignment.  Session participants will use their organizational culture worksheets developed in Part I to identify and prioritize systems within their own organization in need of alignment repair or replacement.  

Costs and or Savings, if any

As stated in the Part I narrative, the primary motivation for the change program was not monetary.  The focus of the continuous improvement program was and continues to be improving outcomes.  The Senior Management Team has not monitored the costs or the savings over the 14 year period.  Costs have been internal costs associated with the work of the Senior Management Team in defining and facilitating the organizational changes.  The Senior Management Team believes that there has been cost savings realized by alignment activities.  Departments have looked at the way they are organized based on outcomes and re-organized with cost savings in supervisory staffing.  Some efficiencies and effectiveness improvements have been realized by departments developing a greater appreciation for shared outcomes.  

Identify Innovative Characteristics
An innovative aspect of this program of activities was the conscious decision to embark on a well defined program of organizational change and improvement founded on a clear and comprehensive understanding of organizational purpose, mission, and values, with an overall goal of boldly transforming the City government to produce ever-better outcomes.  Testing the alignment of operating systems to the culture and then making conscious decisions to change the organization based on a comprehensive assessment of organizational needs is an innovative approach to the management of city governments.  
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	Obstacles and Results Achieved

The session will share some of the more significant obstacles encountered during the alignment of operating systems to the organization’s culture.  Examples of obstacles that could be discussed would include:

Structural Impediments

Some functional changes needed to be made to implement alignment changes.  One example was the change that occurred to centralize some of the hiring processes and practices within a stronger Human Resource function in order to accommodate some of the process changes.

Lack of Knowledge and Understanding

There was a lack of knowledge how some existing practices worked and how effective they were. (We just always did it that way).  One example was the lack of organizational understanding regarding the effectiveness of new employee recruiting practices.

Attitudes

“We have always done it that way, close enough for government work, it will pass-this is just another fad,” were early attitudes encountered in the alignment process.  This was “fixed” by employees self selecting to leave employment, forced exit, and employees developing an understanding of the benefits of the new culture-system alignments. 

Time

While time is necessary to allow learning to occur, there was also a need to reach the change journey’s final destination.  While the work was recognized as important and making a difference, the Senior Management Team had to continue to keep the doors open for business.  Available time became a constraint given daily business challenges.

Results Achieved

This portion of the organizational development journey made changes to operating systems that were found to be “out of alignment” to bring them into alignment with the management philosophy and culture.  Figure 2 shows the scope of the system alignment work that was completed resulting in systems that better supported the culture and management philosophy.  

Issues and Problems

There were no major issues and problems in implementing the organizational alignment.  Viewed as a journey, the culture that was established allowed for changes to occur that made sense to the organization.  Some elements took longer than expected to roll out that initially impacted some of the credibility with the employees.  That was particularly true with regard to a new performance evaluation system.



	Presentation Components

1. Innovation and Creativity

Improvements to the Organization

The city government operates more efficiently and effectively with changes to operating systems that support the purpose, mission, outcomes, and values of the organization. 

Use of technology

There were no uses of new technology.

Use of a private consultant

No private consultant was used.

2. Outcomes Achieved

Customer Needs and Expectations that were identified and fulfilled

The customer for the alignment process was the organization itself.  However the changes that were made to align the operating systems to the outcome based management philosophy helped decision making at all levels of the organization that has resulted in high levels of citizen satisfaction.  

Has service delivery been enhanced?

High levels of service have been maintained or enhanced.  A copy of the general results of the citizen survey tied to outcomes is included as Figure 2.  A more detailed performance assessment can be shared during the case study presentation.  

Did the initiative improve access to your local government?  If yes, how?

A few of the alignment changes were intended to improve relationships between customers and the City government.  Website improvements improved the image of the city and facilitated better access to information.  Changes to the newsletter promoted better understanding of organizational outcomes in the use of “storytelling” that conveyed the outcome message helping to set customer expectations.  Work with the City Council developed a better understanding of preferred communication methods between city staff and elected officials.
Has the health of the community improved as a result?  If yes, how?

The health of the community was strong prior to the organizational alignment.  No direct conclusions can be drawn related to the health of the community and the system alignment activities. 

3. Applicable Results and Real Work Practicality 
What practical applications could be shared?

The more significant outcomes from the alignment exercise could be shared along with the tools that were used.   Preliminarily the list might include the aligned processes and products of job descriptions, Greenwood University, performance evaluations, program performance measurement, citizen surveys, and budget presentation format.

How applicable is the project/program/service to other local governments?

The information would have universal applicability to any local government.

What results/outcomes will you be able to share?

The presentation could share the results of the products and processes as shown in Figure 1 but more likely would be limited to the applications noted above.



	Please include performance measures if applicable.

No performance measures are associated with the system alignment program.  One of the activities completed as part of the broader alignment program developed new performance measures for every city program.  The illustrations can compare and contrast performance measures before the conversion to an outcome management philosophy contrasted with performance measures under an outcome management philosophy.  

4. Case Study Presentation

Describe what case study presentation might include.

Power point

There will be a Power point presentation that summarizes the major alignment activities.

Video

No video is contemplated.

Group activity

A group activity is contemplated that builds on the group activity from Part I.  In Part II program participants will be asked to identify operating systems within their organization and using the methodology used by Greenwood Village assess whether their operating systems are in alignment or not with their identified organizational culture that was identified in Part I.

Hand out materials

Hand out materials that illustrate some of the major points of the presentation would be provided.
Live demonstrations

Live demonstrations are not anticipated.




Figure 1. Getting It Right: Alignment Objectives
	Alignment Objective
	Management Practices

	1. Getting the Right People
	Employee Recruitment
Practices
Job Descriptions

	
	Hiring
Process Enhancements

	2. Keeping the Right People
	New Employee Orientation
Organization Culture
Organization Profiles
Orientation Tour
Greenwood University
Employee Handbook
Employee Development
Organization Culture Training
Quality of Life Outcome Based Budget
Continuous Improvement Training
Professional Learning Communities

	
	Employee Performance Assessment
Performance Evaluations

	
	Employee Reward
Compensation Strategy

	
	Employee Discipline
Discipline Without Punishment

	Organization Culture
	3. Doing the Right Things
	Defining Focus

	
	4. For the Right Reasons
	Defining Purpose

	
	5. In the Right Way
	Defining Values

	6. In the Right Amount
	Program Measurement and Assessment
Program Performance Measurement

	7. At the Right Time
	Program Planning
3 Year Program Plans

	8. Making Sure It is Right
	Program Assessment
Employee Survey
Bi-annual citizen surveys

	9. Keeping It Right
	Sustaining High Performance

	10. Telling the Story in the Right Way
	Communication and Marketing
Budget Format
Website
Council Communications
Monthly Reporting
Annual Progress and Success Report
 


Figure 2. Overall Quality of Life and Customer Service Outcomes


	 
	2001
	2003
	2006
	2008

	Overall Quality of Life Assessment
	Mean Score
	Mean Score
	Mean Score
	Mean Score

	General Quality of Life Indicators
	 
	 
	 
	 

	1. Community quality of life assessment
	3.6
	3.6
	3.7
	3.8

	2. Quality of life in your neighborhood
	3.7
	3.6
	3.7
	3.7

	3. As place to raise children
	3.7
	3.7
	3.7
	3.8

	4. Sense of community
	3.1
	3.0
	3.2
	3.3

	 
	Excellent
	Good
	Average
	Poor

	2008 Customer Service Assessment
	Percent
	Percent
	Percent
	Percent

	Quality of customer service response
	69%
	24%
	4%
	3%


Based on 4 point scale with “4” Excellent, “3” Good ratings, “2”Average ratings, “1” Poor ratings, No numeric score for “No Opinion” responses.  
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