CSI Alliance


2011 Transforming Local Government/FCCMA Conference 

Making Magic—How Bold Can Government Be?
June 1 – 3, 2011

City of Clearwater, FL and Pinellas County, FL
Case Study Submittal 
[image: image2.jpg]



Sarasota County Presentation Team Members

James Ley

County Administrator

1660 Ringling Blvd.

Sarasota, FL 34236

Tel: 941.861.5111
Fax: 941.861.5987
jley@scgov.net
Sue Marcinko (Primary Contact)
Executive Director

Talent and Performance Management 1660 Ringling Blvd.

Sarasota, FL 34236

Tel: 941.650.3632
Fax: 941.861.5824
smarcink@scgov.net
 Intent of Program
These unprecedented and difficult economic times have created a “new normal” for local governments. The vast majority of us are struggling to balance the service demands of citizens against budgetary realities. As challenges escalate, crucial conversations with employees become increasingly important. While most government leaders understand the need for courageous discussions, understanding how to best engage employees on emotionally laden topics is another matter. 
Sarasota County Government (SCG) has deliberately turned to its philosophical commitment to the networked talent model, where all levels of an informed and engaged workforce participate in solution-generation and decision-making in pursuit of a common goal. 
Over the years, SCG employees have taken advantage of opportunities to learn together, offer feedback, share ideas and recognize performance. Venues such as award and recognition programs, team assessments, broad-banding, etc. have fostered and supported positive cultural change. In addition, the investment in customized initiatives like the Leadership Development Program (LDP) and Academy of Leadership Excellence (ALE) or in trainings like the High-Performing Organizations seminar (HPO) have created further capacity by setting the expectation for building leadership at all levels of the organization.

The success of these past efforts set the stage in January 2009 for SCG to take its employee engagement practices to the next level, through the emergence of the CSI Alliance: Challenges, Solutions and Innovations (hereafter CSI Alliance).  The intent of this program is to actively engage a large, cross-functional group of employees to address enterprise-wide challenges through innovative thinking and no-to-low cost solutions.
Program Overview

The CSI Alliance consists of a network of about 150 – 200 employees from all levels of the organization who voluntarily elect to participate in conversations about the future of SCG. The initial invitation went to graduates of the LDP, ALE, and HPO programs; solutions-oriented, future-focused team players who could consider issues from multiple perspectives and from a well-rounded, informed and realistic stance. 

CSI Alliance members sign up for initiatives in which they have the strongest interest, choosing from a list of topics generated by input from the organization at large. (Anyone in the organization can suggest potential CSI Alliance discussion topics, regardless of rank or work unit affiliation.) Executive sponsors work with organizational development staff to carefully delineate the scope of each initiative, creating a clear call to action while managing expectations around what each initiative sets out to accomplish.  
Typically, each initiative is composed of one facilitator, two executive sponsors and 8-12 primary participants (with designated back-ups) from across the enterprise. Each initiative has a predetermined duration to ensure continual forward progress and avoid an endless series of meetings with no tangible deliverable. This allows expected time commitments to be communicated up-front. Subject matter experts – such as support staff from Risk, Information Technology, or Human Resources – join each initiative according to the topic’s requisite competencies. 
Innovative Characteristics

External

· Focus on enterprise-wide solutions that successfully balance the perspectives and expectations of multiple stakeholders (including citizen / taxpayer, commissioner, manager and employee) in pursuit of the best community solution.

· Ensure that our role in public service advances the greater public good, even if it means that individuals must experience sacrifice. 

Internal

· Create a venue that rapidly convenes small groups of high-performing employees around potential change initiatives that yield tangible solutions. 

· Achieve a platform of shared understanding among all employees regarding the drivers of change 

· Generate potential solutions regarding controversial topics. 
· Optimize opportunities to share responsibility for employer/employee communication.

· Instill leadership capacity at all levels with a propensity toward action.
How the CSI Alliance differs from a traditional task force 

· The concept of building upon a foundation of shared learning is a fundamental tenet of its success. The first meeting of each initiative focuses on “learning before doing,” to build a common platform of understanding among all participants. A well-conceived blend of participants (employees, managers, subject matter experts, facilitator and executive sponsor) supports the “learn before doing” approach.

· Solid data, clear levels of freedom and succinct goals allow members to identify potential solutions, hone them over time and move toward an implementation plan. 
· The formalization of a community of employees with demonstrated capacity to step forward and quickly address emergent issues enhances response-readiness and resiliency, and this innovation has strong benefits over the long term. 
· The use of quality improvement tools is used to generate creative ideas and expedite decision-making.

· Lastly, the mere act of engaging employees in relevant discussions about real, bottom-line issues with a high magnitude for impact makes CSI Alliance a relevant case study in the potential for bold governmental operations. 

Anticipated and Actual Outcomes, including Costs and/or Savings

As with many new initiatives, employees were originally skeptical. While the outcomes achieved through collaboration are often superior to those derived by individuals, the process takes a lot more work. It is harder to collaborate than it is to work in isolation, but the benefits are significant. The most significant cost of each initiative is staff time. Expenditures for hard costs beyond staff time have been minimal.

Here are some highlights of what happened when the employees and managers who comprised the inaugural CSI Alliance overcame whatever fears they may have had of a blank canvas — collaboration on solutions to some of Sarasota County’s most challenging initiatives, now on display throughout the county. 
	CSI Alliance Initiative
	Call to Action
	Deliverables / Results

	Employee Wellness / Benefits
	Control health insurance costs through:
· Healthy lifestyle practices
· Wise cost of care decisions
· Informed, engaged workforce
How will we know if we’ve been successful?  Hold increases >2% below national trend for 2011 (9% national average increase projected for 2010)

	· A comprehensive 2010 implementation plan designed to engage people in behaviors that improve individual health and control collective costs. 

· Increased levels of participation in HRAs and Fitness screenings (Supported by hard data)

· Note; Bottom line costs results will be available by August 30th, 2010.


	CSI Alliance Initiative
	Call to Action
	Deliverables / Results

	Employee Pay
	Review compensation options that can generate $7-$12 million in savings 


	· Interactive data models offering employees the ability to see how various scenarios (i.e. pay cuts, furloughs, fewer hours) impact various budget scenarios)
· Employee readiness (no secrets)

	Rightsizing Process

(Includes layoff process)


	Identify ways to reduce FTEs through alternative work practices by June 1, 2009

· Hiring freezes / vacancy elimination

· Job Sharing

· Part-Time

· Early Retirement

Adapt layoff process by July 1 

· Communication Process

· Support for impacted employees

· Support for remaining employees


	· Employee- driven processes to ensure respectful separation practices (now available online)

· Smaller government

	Internal Communications
	· Determine how to capitalize on existing technologies to improve communication

· Explore additional methods not currently 
being used

· Determine how to communicate with 
employees with no regular computer access

· Identify methods to encourage two-way communications


	Blend of consistent, candid and well aligned messaging tools: 

· Synchronized, all-hands, quarterly staff meetings across core services

· employee net

· county administrator messages

· FAQs 

· e-town hall meetings

· Brown bag lunches with county administrator)

	Workforce Redesign
	· Evaluate a draft Workforce Re-design electronic book for clarity and understanding on topics such: Matrix business model; position alignment, career paths; pay bands; and competitive analysis.
· Recommend methods to promote and implement the Workforce Redesign program.


	Electronic book that incorporates voice, photos, models, etc. to reinforce both big picture and detailed explanations of new business models, flatter organizational structure, broad banding practices, stewardship expectations, etc. (Note: Purchased inexpensive software from Denmark to build this customizable e-book)

	Mobile Workforce
	Create the foundation for a successful mobile workforce by:
· Supporting a cultural understanding
· Defining metrics of performance
· Drafting a framework for effective guidelines
· Establishing competencies and capacities for qualified employees

	Comprehensive eWork pilot program focused on minimizing employee space, increasing staff productivity, improving disaster preparedness, enhancing disaster preparedness, reducing mileage, and enhancing work-life balance

	CSI Alliance Initiative
	Call to Action
	Deliverables / Results

	Internal Space Planning & Parking
	Use innovative practices to address parking challenges by:
· Modifying existing parking infrastructure
· Establishing new off-site parking alternatives
· Identifying flexible work programs (e.g., e-work)

· Suggesting alternative commute programs
	Creation of approximately 100 extra parking spaces at the Administration Building; development of continuous feedback loop to monitor progress of internal building consolidation activities

	Enterprise Transition Monitoring Team (ETMT)
	Provide a venue for identifying and addressing transition issues across the enterprise by:

· Serving as liaisons with core service peers

· Using peer feedback to identify current, emerging and ongoing transition issues

· Create an action plan of recommended solutions

· Provide ongoing feedback on status of transitions.
	· Continuous connection to employee issues accompanied by employee driven solutions

· Success with the ETMT has unexpectedly spawned multiple transition teams (by employee request) 


Obstacles and Results Achieved
In addition to the specific deliverables produced through each individual initiative, the employee feedback received to-date has been overwhelmingly positive. Below is an excerpt of staff responses to the question, “What about the CSI Alliance has worked well?” 
· First-hand information sharing “from the horse’s mouth”
· Consistent demonstration of transparency and authenticity; doubted at first but validated over time

· Creation of a forum for diverse cross-functional perspectives to come together

· Subject matter experts really knew their stuff – the “learn before doing” approach and use of best practices

· Rumor control function woven into initiative design

· Predetermined timeline, tightly defined scope, disciplined focus on action implementation

· Engagement by executives and facilitators was encouraging and reinforced authenticity

· The use of core service staff as representatives enhanced the acceptance of the changes among other staff because the representatives are generally trusted by peers. 

· The staff who participated shared thoughts of those who didn’t speak up on their own, even if the person sharing the thoughts didn’t agree with them. It broadened the dialogue.

New issues/problems

CSI Alliance members point out that since participation is voluntary, some employees have opted not to participate – and therefore remain disengaged. CSI Alliance members have asked the question, “What can we do to change this?” Based on the group’s past successes in generating future-focused forward-thinking solutions, a quality improvement program is being designed to encourage more “grass roots” involvement that results in addressing challenges at a more localized level, e.g., department/core service.
PRESENTATION COMPONENTS

1. Innovation/Creativity

How did the program/project/service, etc. improve the organization?
In times or rapid change, the CSI Alliance provided an employee-centric vehicle that could form renewed commitments to action, embrace ownership of the future, and share honest and accurate information based on data. The effort succeeded in building new alliances and deepening employees’ understanding of ongoing economic challenges, and increasing accurate information transfer between employees, departments and the enterprise.
Were new technologies used? If yes, what methods and/or applications did you implement? 
Relative to employee engagement and information sharing, we have begun to use technology in a vastly different way. Not only is there a change in how information is shared, but based on technology platforms, the cost per interaction can be dramatically less than printed materials. The trick is to use technology to maintain employee engagement while simultaneously reducing operating expenses and motivating employees for higher performance. Some of our tactical efforts included:

· Redesign and simplification of the Benefits Enrollment/Wellness Initiatives booklets and online enrollment wizard
· Redesign of employee web portal with migration to Sharepoint platform
· Electronic outreach to employees through the organization intranet using engaging, dramatic images and messaging

· Standardized employee e-mail subject lines and bulletin boards

· Support packet reflecting respectful separation practices (now available online)

· An online book with procedures, guidelines and resources for an e-Work program

· Pilot e-Work program in progress within TPM with the goal of reducing facilities space by 30% percent in 2010

· An electronic book, “Unleash Our Talent,” that (a) pulls together all the factors driving organizational change, (b) examines the changes, and (c) explains how this information can guide personal career planning
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Was a private consultant used?

No.
2. Outcomes Achieved
What customer/community needs and expectations were identified and fulfilled?

The initial customers were Sarasota County employees. SCG developed the CSI Alliance to ensure accurate information exchange throughout the organization, reduce/eliminate innuendo and rumor, and stimulate positive action to address the challenges before us. Doing so has jostled collective mindsets regarding controversial subjects; ultimately garnering innovations. An unexpected outcome was a contingent of well-informed employees who could help share the county’s mission and vision with citizens / taxpayers. 
Has service delivery been enhanced? If yes, how?
The CSI Alliance was designed to engage employees along a very difficult and long journey. These bold efforts were intended to help employees discern fact from fiction and to generate solutions that personally impact them. The Alliance has created an environment where staff energies can be focused on how we can continue to deliver services to the community despite a stressful economic environment. 
Has the health of the community improved as a result? If yes, how?

The health of the community relates to the well being of the employee population. The measurements of such qualities of mood, temperament, morale and commitment are typically subjective rather than quantitative. However, recognizing this limitation in the value of measurement, Sarasota county employees have responded favorably to the CSI efforts. This became particularly evident upon the large group request to continue the CSI Alliance into 2010. SCG has built a powerful grapevine, as in, “I heard it through the grapevine,” through which to share accurate and meaningful information, and to engage in employee-centric conversations.
3. Applicable Results and Real World Practicality

What practical applications could you share if selected?

Focus on the Part:

· Wellness/Benefits engagement practices

· Comprehensive e-work program (policies, checklists, training modules, etc.)

· Automated compensation models reflecting “what ifs”

· Transition Management Teams (Design and implementation)

· Rightsizing practices (Layoff support packets, flattened organizational structure, business model/staffing alignment practices via e-book demonstration)
Focus on the Whole:

· The integration points among each CSI initiative creates new synergy

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

The CSI employee engagement program is highly applicable. We are all facing more years of financial and services compression, and the workforce and recession fatigue is mounting. Innovation is our best option for the future. Engaging the workforce is the foundation for future success. 

What results/outcomes will you be able to share? (Please include any performance measures if applicable)
· Wellness/benefits — Insurance premium costs/employee, Health Risk Assessment and Fitness Screening participation levels

· e-Work — Number of commute miles, facility/space cost/employee, % readiness to enforce Continuity of Operations Plans, % increase in quality of life
· Transition Monitoring Team- Transition status rating
· Employee/Manager Communications – Team effectiveness rating, % rework, turnover rates

4. Case Study Presentation

Briefly describe what your case study presentation might include. 
· PowerPoint presentation (Focus on the ‘whole” of the CSI Alliance with brief highlights of specific team accomplishments)
· Video showcasing the CSI employees, culture, etc. 
· Brief demonstration of e-products
· Entertaining, 90 second video clip
· Performance measures

All above would showcase the “head (logic), heart (passion) and hand (action) connection.”
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