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2011 Annual Awards Program
Program Excellence Awards Nomination Form

Deadline for Nominations: March 11, 2011
Complete this form (sections 1 and 2) and submit with your descriptive narrative. 
SECTION 1: Information About the Nominated Program
Program Excellence Award Category (select only one):
 FORMCHECKBOX 

Community Health and Safety 

 FORMCHECKBOX 

Community Partnership 

 FORMCHECKBOX 

Community Sustainability 

 FORMCHECKBOX 

Strategic Leadership and Governance
	Name of program being nominated:
	Changing the Public (and Internal) Perspective of Local Government Through a Quality Work Culture, High Levels of Employee Ownership and Great Service Delivery

	Jurisdiction(s) where program originated:
	City of Montgomery, Ohio

	Jurisdiction population(s):
	10,000

	Please indicate the month and year in which the program you are nominating was fully implemented. (Note: All Program Excellence Award nominations must have been fully implemented by or before January 31, 2010, to be eligible. The start date should not include the initial planning phase.)

	Month:
	January
	Year:
	2001

	Name(s) and title(s) of individual(s) who should receive recognition for this award at the ICMA Annual Conference in Milwaukee, Wisconsin, September 2011. (Each individual listed MUST be an ICMA member to be recognized.):

	Name:
	Cheryl Hilvert

	Title:
	City Manager
	Jurisdiction:
	City of Montgomery

	Name:
	Wayne Davis

	Title:
	Assistant City Manager
	Jurisdiction:
	City of Montgomery


SECTION 2: Information About the Nominator/Primary Contact 

	Name of contact:
	Matthew Vanderhorst

	Title:
	Customer Service Director
	Jurisdiction:
	City of Montgomery

	Street address:
	10101 Montgomery Rd.

	City:
	Montgomery
	State/Province:
	OH

	Zip/Postal Code:
	45242
	Country:
	USA

	Telephone:
	(513) 792-8323
	Fax:
	(513) 891-2498

	E-mail:
	mvander@ci.montgomery.oh.us


Governments today, regardless of size, location, or services delivered, are facing the same challenges.  These include increased demands, constrained resources, maximized workloads, top-down management,  stove-piped organizations, technology challenges and disengaged workers.
Amidst these types of challenges, in 2001, the City of Montgomery began its journey toward higher performance, focusing on retooling the traditional “government” employee from delivering simply their “technical” expertise to also possessing leadership, management, and team skills and developing a broader ownership for the success of the entire organization.  It sought to develop the “culture” of the organization from a departmental approach which focused within, to one where employees recognized the importance of the entire organization and treated other employees and our citizens well.  Lastly, the City sought to build organizational capacity, individual employee skills and abilities, and enhance the quality of the work it was performing through the use of employee teams.  
The hard work of the Montgomery staff and the positives of this organizational transformation have been tremendous for the City and manifests itself every day in better service to our citizens, enhanced empowerment and ownership among employees and a genuine feeling of camaraderie in our work and support in one another.  The result is a better and higher performing organization—one that dispels the negative perceptions of government and works to reinforce the importance of our work and our profession.
Why HPO?

Like nearly every other municipality, Montgomery was facing increased demands for quality services, was operating within declining financial resources, and had a workforce that was maximized in terms of its work load.  In addition, the organization worked in very traditional stove-piped departments that had more of a focus on the department’s individual service than that of the entire organization. With these demands and characteristics, the City looked to a new way of doing business and found it in the HPO Model.

While in 2001, the theory behind HPO was fairly easy to find in terms of learning its principles; the practical applications of the theory were few and far between among local governments.  Often the implementation of the theory was limited in focus to single projects or departments. There were  few good examples of organization-wide applications of the theory.  Herein was the real challenge and the need for creativity behind the implementation of HPO at the City of Montgomery. 
HPO Strategy #1--Retool the Government Employee

HPO theory speaks to the evolution of work and outlines three distinct phases of work that have existed throughout our country’s history.   The “Crafts Phase” occurred before and during the 1800s and was characterized by farmers and craftsmen who were responsible for all aspects of their business.  The “Industrial Phase”  occurred during the early 1900s and was characterized by the introduction of machines and automation.  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.  The third work era, known as the Networked Talent Model, started to become evident in some organizations around 2000 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 organizations.

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.  All of Montgomery’s HR tools were revised to ensure the reflection of the concepts of the HPO Model and the contribution 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 reflect  revised job descriptions,  utilizing goal setting and providing examples of positive behaviors and performance.  A 360-degree feedback process was developed to allow co-workers to discuss an employee’s performance in a face-to-face setting with the emphasis on the  employee’s performance from a peer’s point of view.  A Pay for Performance system was implemented to reward high performers while showing lower performers the direction they needed to pursue.  By revising all of the HR tools, 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.  
HPO Strategy #2-- Develop the “Vision” as well as the “Culture” of the Organization

The HPO Model requires that organizations develop both a “vision” for their future and the “values” to drive their work culture.  

“Vision” focuses on long-term organizational strategic planning, departmental operating plans, and employee goals all linked to ensure everyone is working in the same direction with consistency and purpose.   Vision also includes the use of performance measures to determine the efficiency and effectiveness of organizational processes and goals.

“Values” focus on how you treat each other and, ultimately, your citizens.  This work includes establishing organizational and behavioral values,  leadership philosophy, and employee expectations.  It also includes developing employee training programs, appraisal instruments that actually provide useful feedback, 360-degree peer reviews, as well as coaching and mentoring.  

With the understanding of how values and vision are linked to performance and organizational goals, decisions are now made in an environment where all have a common understanding of the strategic direction of the organization.  The capacity of the organization was enhanced with everyone being involved in setting the direction and understanding where the organization is heading then contributing accordingly.  Organizational values were defined, whereas before, values are assumed.     

HPO Strategy #3—Enhance Employee Ownership and Creativity Through the Use of Teams 

We have seen that solving problems and developing creative approaches to work are better achieved through teams representing different views and talents rather than simply by management alone.

Teams can be categorized in one of three types:  cross-departmental, departmental, and naturally-occurring groups.  Cross-departmental teams include representation from most, if not all, departments and have a broader organizational focus in work.   Departmental teams include members from a single work unit with a more departmental focus in their work.  Naturally-occurring groups are short-term, informal groups that form through a common interest to address a more immediate issue, and then typically will disband.
Our Health Benefits Team is a good example of how cross-departmental teams can increase employee engagement and the understanding of City operations.  This team is responsible for selecting the health plan for the City.  Working within “cost caps” established by the City and labor unions, the team selects health plans that best meet the needs of all.  Thanks to this team’s work, the average premium increase over a five-year period was 5.79%, versus 13.29% for other public entities in the Greater Cincinnati area.  Had the City realized increases of 13.29%, consistent with that of the greater Cincinnati public sector market,  costs would have risen almost $50,000 annually.
Department teams can also enhance operations and improve efficiencies. 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 addressing the increased costs, reduced salt supply, and still meeting the service levels that the community has come to expext over the past several years.  Through creative route management, conservation, and enhanced communications, the Public Works Department  reduced salt usage by 300 tons, resulting in a savings of $40,000 in the first year alone.  Citizens were highly satisfied with the service (91% satisfaction rating) based on follow-up surveys, and a significant reduction of calls to the Customer Service Department.  
A successful naturally occurring group, comprised of police and fire staff, addressed a dangerous road intersection where four accidents per week and three injury accidents per month was the norm.  The group developed a creative solution and was able to secure Ohio DOT funding to reconfigure the intersection.  Over $90,000 in savings in the cost of emergency runs have resulted; no accidents have occurred and most importantly, there has been no additional loss of life or personal property.

Applicable Results and Real World Practicality

The positives of this organizational transformation have been tremendous and manifest themselves daily in better services to our citizens, enhanced empowerment and ownership of staff and a genuine feeling of camaraderie in our work and support for one another.  The result is a better and higher performing organization—one that dispels the negative perceptions of government and works to reinforce the importance of our work and our profession.   In this day and age, this is an important goal for all of us in local government to reach.
