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CREATING and SUSTAINING a 21ST CENTURY ORGANIZATIONAL CULTURE … by DESIGN!

Synopsis

Every organization has its own unique culture.  The question:  Is it created by default or by design?

Most people will tell you, that no matter what type of organization you have, transforming the culture is no easy task!  When new leaders arrive, they have ideas and plans as to how they want to change the organization to make it more effective, more efficient, more agile and more responsive to its customers … particularly in tough economic times.  How do some capture that vision and achieve amazing results, while sustaining and enhancing them over time?  The City of Irving, Texas, will present a case study that demonstrates not only how it achieved those results, but how each success became a force multiplier unleashing employee creativity and potential!

The costs related to this process did not require additional budgetary resources – the city utilized already budgeted resources and redirected some of those to come into alignment with the new organizational focus.   The costs incurred were more than paid for by the savings achieved.  The approach was to be more effective and efficient with those resources and better align them with the city’s goals.  The savings to date include over $40,000,000.00 in hard and soft dollars, and a savings in excess of 40,000 employee hours since the initial small steps of organizational transformation began in late 2007.  Such significant savings do not happen overnight or within one fiscal year.  The key to Irving’s success has been to strategically design the transformational process and introduce new components of the change incrementally, over fiscal years.  If Irving had attempted to make all of the changes in one fell swoop, not only would its success have been minimal, but its employees, the City Council and the community would have been overwhelmed.  Plus, the transformation itself transformed as new learnings were added!

At the heart of any transformational change is knowing how to connect, challenge and capture the imagination of stakeholders.  The primary objective of this presentation is to provide specific steps the City of Irving designed and implemented to successfully integrate a Lean Six Sigma approach into the organization’s daily business operations, at every level of the organization.  Other new processes and programs that supported the transformation and had a significant role in its sustainment will also be included in the presentation.

Lean Six Sigma (LSS) is a business improvement methodology that allowed Irving to align “how the work gets done” with its vision, mission and values.  It is ONLY successful if employees and key stakeholders embrace the cultural change that comes with taking an in-depth look at the “how”, the processes of doing business on a daily basis.  As you may suspect, that is not always welcomed with open arms!  But when leaders can connect with employees on three levels, success is difficult to avoid.  How do you connect with their mind; their beliefs?  How do you create the operational philosophy?  How do you compel them to achieve results they do not think achievable?  Those three questions will be addressed in this presentation.

A few of the innovative characteristics of designing a Lean Six Sigma culture included:
· Creating a Leadership Model - the standard to which all employee behavior and training are aligned.  Results:  all employees have a clear picture of expectations for themselves and their leaders; all have training and exposure to LSS processes so that there is a common understanding of its purpose.  They are ready and willing to serve on a LSS team!
· Aligning LSS projects with the 10 goals in the city’s strategic plan.  Every LSS project is selected based upon its ability to accomplish those goals.  Irving is the only city in Texas to have fully integrated LSS as a business process.  Results:  the City Council has embraced the LSS language and approach and can easily and confidently communicate results to their residents and businesses; the city’s customer satisfaction ratings (residents) have increased.
· Creating a new lean budget process that was transformed from the traditional department-by-department approach to one aligning and partnering groups of city departments to collaboratively accomplish the goal.  Results:  significant reduction in “silo thinking” and elimination of departmental competition for dollars (even police and fire!); a greater understanding by City Council, staff and the community as to how operations are aligned and budgeted to achieve results – transparency!
· [bookmark: _GoBack]Adopting the Malcolm Baldridge criteria to constantly and consistently measure city operations and outcomes.  Results:  Irving received the Texas Award for Performance Excellence (TAPE) in 2011 as a result of significant changes to how it collects, measures and analyzes its approach to those criteria and overall operations.  Irving is the only city in Texas to have received the prestigious TAPE award recognizing private and public sector organizations for their operational excellence.  Integrating the criteria into day-to-day operations has positively impacted all seven areas and continued to build employee engagement and results every year.  It has also been a significant factor in savings the city continues to achieve and strongly supports LSS.
· A sample of LSS project team results:
· 76% reduction in commercial permit review time
· 105% increase in police hire rate; 25% more applicants
· IT Help Desk – 55% reduction in number of open calls; 33% increase customer satisfaction
· 15% reduction in delinquent water bill payments; 25% reduction of water cut-offs
· Several more will be highlighted in the presentation!

The obstacles encountered are what one may expect of any organizational re-design ...  initial resistance!  However, creating a true leadership mindset, involving staff at every level, including City Council, Boards, Commissions and Committees, turned doubters into enthusiastic doers!  

Nancy Bartlett, a private consultant, was Managing Director for the City of Irving and served as Irving’s Organizational Champion for the Lean Six Sigma integration.  She now has her own consulting business with Irving as a client.

Presentation Style

· The presentation team will include a PowerPoint presentation that involves much more than the standard slide show and clip art!  
· Video clips created by the city’s multiple award-winning Irving Community Television Network (ICTN) will show employees in action in fun, entertaining and educational formats. 
· Each member of the presentation team has their own unique presentation style which makes it more interesting for the audience to hear, see and experience different perspectives in one presentation.  
· All are experienced speakers who have presented at local, state, national and international conferences with rave results.
· Participants will catch the Model for Results so they have a specific fun reminder of the key components necessary to create transformational organization change … by Design!
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