ICMA Program Excellence Award – Strategic Leadership and Governance - City of Westminster


  I.
Problem Assessment

The City of Westminster’s ability to fulfill dynamic community needs directly correlates with the city’s ability to sustain a vital human resource infrastructure. As a values-based organization, the city makes deliberate efforts to integrate its mission and values into all organizational systems, communications and staff development efforts in order to enhance maintain its strong and effective organizational culture.  
Succession management was identified as a critical need of the organization with leadership development as a primary objective.  Workforce demographics pointed to groups of individuals planning retirements in similar timeframes.  Research warns of an upcoming shortage of qualified candidates for positions.  The city’s values-based approach to management would suffer if institutional knowledge and leadership departed all at once.  Human Resources staff approached this challenge with a broad organizational initiative that included the deliberate process of identifying and preparing employees for future leadership roles within the organization.  
II.
Program Implementation

Westminster’s succession planning approach is multi-tiered and on-going, reaching all levels of the organization to develop leadership, maintain the values and culture of the organization, and preserve institutional knowledge. Efforts are aimed at a continued focus on these initiatives to assist the city in maintaining an operationally healthy and financially sustainable organization.  As part of the succession management initiative, a SWOT analysis was conducted, including department reviews to determine future operational needs, identifying departure horizons of key positions, projecting future candidate pools, and assessing current skill and leadership gaps.
A.  Employee Development - Typical succession planning efforts start at the mid to executive level.  However, the city believes that succession planning efforts should provide development opportunities to all levels of the organization.  Succession planning at the city is not a one time program to meet critical needs at a specific period in time.  Rather, it is an intentional strategy that is on-going and integrated into culture.  It is a future forward approach with efforts adapting along with the changing needs of the organization and world.  
· Key Foundations Certification:  The purpose of the Key Foundations Certification is to cultivate an organizational climate where employees at all levels understand and exemplify “who we are, what we are, what we value and how we deliver services.”  In order to receive the Certificate, employees must complete several “core” training classes that include topics such as the city’s strategic plan, city values, performance measurement and organizational culture.    
· Career Development:  A series of workshops provide employees an opportunity to develop a career plan based on individual skills, interests and values. The four session program utilizes well respected career development inventories, encouraging the development of diverse skills while keeping pace with changing organizational needs. Individual coaching sessions are required in order to create a specific plan. This program is open to all levels in the organization.  

· Leadership Development Certification (LDC):  The purpose of the LDC is to develop the 
“bench strength” of the organization. The applicants (non-supervising employees) participate in a thorough assessment center that identifies strengths and areas of growth. Once candidates are identified, they attend monthly day-long sessions for one year.  The program is heavily focused on self-awareness and personal assessment tools, such as the Myers-Briggs Type Indicator and the Thomas-Killman Conflict Instrument, which are weaved into the entire program.  Other learning modules include:  communication skills, leadership effectiveness, conflict resolution, building partnerships, transitioning to supervision, innovation, policy and procedure essentials, and the role of accountability, ethics and integrity as a leader.   Most of the modules are led by internal staff, with open application focused discussions.   Since there are no guarantees that any of these employees will be promoted to a supervisor position, instructor staff constantly re-iterates the importance of being a leader in “whatever role you are in.”  
· Supervisor Academy (SA):  The Supervisor Academy was designed in collaboration with the City Manager to encompass and reflect the city’s expectation for excellence in management.  All supervisors must participate.  The SA is designed to develop or refresh the competencies needed to be an effective, communicative and responsive supervisor.  The program provides a clear understanding of the crucial roles and expectations of City supervisors and builds a network where mutual coaching and problem solving is the norm in the organization.

· Mid and Executive Leadership Development Programs:  The upper tier of our efforts incorporates the development of mid-management and the executive team.  This is the pinnacle of our efforts and includes a specific, individualized approach.  Employees from a variety of departments have participated in development opportunities that include week long courses at The Center for Creative Leadership in Colorado Springs, stretch assignments, support to complete Master’s level programs and coaching by internal and external mentors.
B.  Organizational Structure - Westminster conducts ongoing assessments of its organizational structure.  This includes analyzing, restructuring and “right sizing” the workforce, along with replacing and re-tooling employees based on operational needs and employee skill set, leadership potential and organizational values.
C. Talent Management - Talent management initiatives focus on community outreach efforts, branding the organization as an employer of choice and implementing recruitment strategies to attract and retain top talent.  Efforts include creating and implementing an employer brand with a civic awareness approach to showcase Westminster at job fairs, community educational forums and schools.  Electronic media and print advertising were used in a campaign that emphasized the employee and highlighted the city’s values-oriented workforce within the “Apply Yourself” employer branding.  Candidates undergo a thorough selection process and are evaluated on core competencies, as well as their embodiment of the city’s organizational values and their commitment to ongoing growth and personal development.  The performance of current employees is also measured on these same principles, with both formal and informal evaluation methods that mirror recruitment assessment tools. 

III.
Measureable Outcomes
Organizational Structure
· A number of employees were given opportunities to take on new positions and roles rather than lose their jobs during a Reduction in Force during 2010.  A number of employees were re-trained with the necessary skills to succeed in their new positions.  

· Ongoing efforts are made as vacancies occur to re-structure work groups and positions to meet the current and projected future needs of the organization.  

Talent Management

· Recognizing needs and opportunities, the city is working with local community colleges and academies in creating certification programs that will train potential employees to fill future talent gaps including a Plant Operator Certification, a Dispatcher Certification and a Police Officer Trainee Program.
Employee Development
· Leadership Development:  Over the course of the last two years, 38 non-supervisors 
graduated from the Leadership Development Program.  Supervisors of employees reported seeing significant growth in leadership and consider many of these employees viable candidates for promotion.  Ten have already been promoted or have had a significant change in their responsibilities.  Employees who participated in the LDC program report having a more global perspective and feel better prepared to meet future challenges and opportunities.
· Supervisor Academy:  Every supervisor at the City of Westminster is enrolled in the Supervisor Academy.  Approximately 30 employees will complete the certification in 2011 (these are the first employees to complete full certification).  This comprehensive approach has led to more consistent and effective management practices across the city.  
· Mid and Executive Leadership Development:  Individuals sent to programs have 
gained personal insight and a broader understanding of their role as a leader and manager.  Human Resources staff continues to coach and mentor on an individual basis.  Outcomes vary, but the city has seen significant growth in individuals who are willing and capable of stepping into higher level positions.
IV.
Lessons Learned 
Succession management is not a one time or one size fits all proposition.  Developing a perspective and commitment to ongoing staff development at all levels in the organization is a challenge.  Succession management is an integral part of the city’s efforts to continue to deliver exceptional quality of service through ever changing times and resource landscapes.    Reinforcing roles, responsibilities, and expectations is a deliberate effort that requires commitment and discipline. The City of Westminster’s succession management approach and efforts have positioned and continue to position the city for future success and sustainability with its most important resource – city employees.  
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