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Leading Change Ain’t Easy...

WASHINGTON

WERE HIRING A
DIRECTOR OF CHANGE
MANAGEMENT TO HELP

EMPLOYEES EMBRACE
STRATEGIC CHANGES.

[BERT

BY SCOTT ARAMS

Dilbert.com DilbertCartoonist@gmail.com

OR WE COULD COME
UP WITH STRATEGIES
THAT MAKE SENSE.
THEN EMPLOYEES
WOULD EMBRACE
CHANGE.
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OUR DIFFERENTIATING
VALUE-ADDED STRATEGY
IS TRANSFORMATIONAL
CHANGE.

HOW WAS THAT?
DOES ANYONE
FEEL DIFFERENT?

1-%-oy ©2005Scott Adams, Inc./Dist by UFS, Inc.

MY URGE TO HURL HAS
%NCREASED A LITTLE
IT.

‘ THAT'S WHAT
CHANGE FEELS
LIKE. )
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Source: Scott Adams, Inc., Dilbert Takes On Transformational Change
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Dealing With The Lean Hurl
Factor

How effectively am | dealing with my staff's
urge to hurl with our lean changes?

Our department heads?
Our managers?
Our front line staff?

How Is It affecting our lean
success rate?

How does my staff’s
Emotional Intelligence skills
affect our lean efforts?




Most Change Initiatives Fail

" 50% to 70 % of change efforts fail

(Ken Blanchard and Associates)

67% of TQM efforts failed
(Arthur D. Little)

70% of reengineering initiatives failed
(Power Projects)

Only a third of true step changes
succeed (McKinsey Global Survey Results 2008)




Our Success Obstacles...

The number one
obstacle to success
for major change
projects is employee
resistance and

the ineffective
management of the
people side of change.
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Flawed Thinking

Industry

LEADERSHIP > CHANGE MANAGEMENT

Change Management and Lean
Transformation

Change management strategies are often based on
flawed assumptions which can lead to self destruction.

Jeffrey Liker | Apr 24, 2015

http://www.industryweek.com/change-management/change-management-and-lean-transformation

Many change
management
strategies are
flawed

Logical reasoning
will not sustain lean
changes

Our subconscious
mind naturally fights
these changes



Traditional Lean Thinking —
And Results
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Organizational Entropy
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Figure 1: Can we sustain the gains of lean like maintaining a machine? Figure 2. Entropy will always win degrading the perfect “lean solution.”
Traditional thinking... Typical results...

Entropy = gradual decline into disorder; deterioration; degeneration; decay

Source: Jeffrey Liker, Change Management and Lean Transformation, Industry Week, April 25, 2015



Our Mental Battle With Lean
(Leading to the Hurl Factor...) ==

Consciously, you want...
Subconsciously, you doat.
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Figure 3. Entropy can only be beaten by the power of teams of people continuously
improving.

Source: Jeffrey Liker, Change Management and Lean Transformation, Industry Week, April 25, 2015



Are Change Managementand .
Employee Engagement Linked? ===

Highly engaged employees are:

480% more committed to helping their company
succeed

250% more likely to recommend improvements

370% more likely to recommend their company
as an employer

Unfortunately...

Disengaged managers are 3x more likely to
have disengaged employees

/0% of employees are disengaged or actively
disengaged

Source: Bob Kelleher, Employee Engagement — Who's Sinking Your Boat



https://www.youtube.com/watch?v=y4nwoZ02AJM

Emotional Intelligence (El)

Emotional intelligence is the ability to accurately
perceive your own and others’ emotions; to
understand the signals that emotions send
about relationships; and to manage your own
and others’ emotions.

EMOTIONAL
INTELLIGENCE




Daniel Goleman
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We Might Be Onto Something
Here...

EMOTIONAL INTELLIGENCE
STATISTIC
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El Personal and Social
Competence

WHATISEE | WHATIDO

PERSONAL
COMPETENCE

SOCIAL
COMPETENCE

©TALENTSMART

Emotional intelligence is
made up of four core skills.



Our EI Improvement Strategy
(To Battle Our Hurl Factor!)

Personal Competence (what | see and do)

Know and respect your strengths and
weaknesses

Clifton StrengthsFinder assessment
Department Head engagement in 2017

Social Competence (what | see and do)
Know and respect each others’ strengths and
weaknesses

Gallup Q12 assessment

Q12 pilot department teams in 2017
Lean project teams (based on strengths)



Why Focus on Peoples’
Strengths?

Employee engagement probabilities

LEADERSHIP FOCUSES

0
ON STRENGTHS 73%

LEADERSHIP NOT
FOCUSED ON 9%
STRENGTHS



Employee Engagement/El/
Hurl Reduction Strategy

Spokane
and protecting the quality of life for all citizens

through the pursuit of excellence in responsive,
cost-effective and customer-driven services.

Strategic
Objectives

Enhance citizen access

Encourage and facilitate opportunities for Economic Development

Enhance our brand
Improve public awareness
Expand opportunities to directly engage with citizens

Effectively attract, recruit and retain employees
Expand employee skill development opportunities
leadership effectiveness and employee engagement
Canl - e & o )
< N I‘\_/' ;“\ L ! | > SR EAS IR RS ‘,"
’
8 Visionary Leadership ® Integrity and Professionslism 8 Results Oriented 8 Collaboration
® Innovation ® High Quality Customer Services B Continuous Improvernent 8 Accountability

Two Gallup survey tools
Clifton StrengthsFinder
Gallup Q12 Engagement Survey

Goals

Esteem employees with strengths
Information

Conduct strengths-based coaching
conversations to link strengths to
work

Gallup Q12 survey to establish
engagement benchmark

Engage teams in setting goals to
raise engagement/measure impact



Clifton StrengthsFinder

Spokane County

WASHINGTON

lixceuting themes
know how to make

EXECUTING

People with dominant

Influcneing themes
know how to take

INFLUENCING

People with dominant

RELATIONSHIP
BUILDING
People with dominant

Relationship Building
themes have the ability to

STRATEGIC
THINKING
People with dominant
Strategic Thinking
themes help teams

things happen. charge, speak up, build strong relationships | consider what could be.,
and make sure the that can hold a team They absorh and analyze
leam is heard. logether and make the information that can
team greater than the sum | inform better decisions.
of its parts.
Achiever Activator Adaptability Analytical
Arranger Command Connectedness Context
Belief Communication Developer Futuristic
Consistency Competition Empathy Ideation
Deliberative Maximizer Harmony Input
Discipline Self-Assurance Includer Intellection
Focus Significance Individualization Learner
““ Responsibility Woo Positivity Strategic

Restorative

Relator

GALLUP

John Dickson

SURVEY COMFLETION DATE: 12-13-2016

Your Top 5 Themes

Arranger
2. Maximizer
3. Futuristic
4. Positivity

5. Learner




Gallup Q12 — Elements of
Great Managing/Engagement e

Q12. This last year, I have had opportunities at work to learn and grow.

Q11. In the last six months, someone at work has talked to me about my progress,

GROWTH
Q10. I have a best friend at work.,
> ‘ Q09. My associates or fellow emplovees are committed to doing quality work,
> QO8. The mission or purpose of my company makes me feel my job is important.
TEAMWORK - . s
QO7. At work, my opinions seem to count.
‘ QO06. There is someone at work who encourages my development.

QO5, My supervisor, or someone at work, seems to care about me as a person,

INDIVIDUAL Q04

QO3. At work, I have the opportunity to do what I do best every day.

. In the last seven days, I have received recognition or praise for doing good work.

ﬂ QO2. I have the materials and equipment I need to do my work right.
BASIC NEEDS QO1. I know what is expected of me at work.

Copyrigh © 1923 :vn,,\n:u..:.,.._;.. AS rhee per vl




Q12 Department Head Results
— Spring 2017

Spokane County

WASHINGTON

EMPLOYEE ENGAGEMENT REPORT | EMPLOYEE ENGAGEMENT Q12

Gallup Q" ltems Total N Current Mean Last Mean Change Engagement Index
The Gallup Q"2 score represents the average of the scores of 12 items E:g?;g;:;n;:??h? s
that Gallup has consistently found to measure employee engagement as 19 3.68 NFA MN/A currently selected
linked to business outcomes.
scorecard.
Frequency Distribution
Total N Current Mean - 1q. 2q.' 3 4m5 Current Topbox

Q00: How satisfied are you with your company as a 19 4.00 1:0% 2:5% 3-16% 4:53% 5:26% 26

place to work? : n —

Qo1: | know what is expected of me at work. 19 458 1:0% 2:0% w 63

Q02: | have the materials and equipment I need to do 19 389 1-5% 2:5% 3-16% 4:42% 5:32% -

my work right. ’ m= —

Q03: At work, | have the opportunity to do what | do 19 491 1:5% 2:0% 3-11% 4:37% 5:47% AT

best every day. b [ | ]

Qo4: In the last seven days, | have received 17 394 1:24% 2:6% 3:24% 4-18% 5:29% 29

recognition or praise for doing good work. ’ I I

Q05: My supervisor, or someone at work, seems to 18 304 1:6% 2:6% 3:11% 4:44% 5:33% 33

care about me as a person. : L] ]

QO06&: There is someone at work who encourages my 18 - 1:11% 2:22% 3:17% 4:39% 5:11% 1

development. I .

QO7: At work, my opinions seem to count. 19 4.1 o R AT A A S S 53

Q08: The mission or purpose of my company makes 19 - 1-0% 2:0% 3:5% 4-32% 5:63% 63

me feel my job is important. I

Q09: My coworkers are committed to doing quality 19 416 1-0% 2-5% 3-21% 4-26% 5-47% a7

work. : [ | ]

Q10: | have a best friend at work. 17 235 LS s e Sz 12

Q11: In the last six months, someone at work has 18 - 1:28% 2:22% 3:28% 4:17% 5:6% 6

talked to me about my progress. I u

Q12: This last year, | have had opportunities at work 19 - 1:11% 2:16% 3:16% 4:32% 5:26% 26

to learn and grow. L .




Strengths-Based Coaching

Spokane County

WASHINGTON

STRENGTHS-BASED
INITIAL COACHING CONVERSATIONS

Preparation before the meeting

5. Based on your strengths, what should 1 know about working with you?

ITH DIRECT REPOR'

6. Tel meabout your thoughts an the Qaz results for our team. 1s there anything you would like to lead toimprove

Listthe person’s Gallup strengths: engagemant amaong curteam?

2.

7. How canl help you use your strengths more within your rele? Are there activities or other parts of your rofe that
youwant to do mare frequently?

Revised z/2z2fxp z

Wihat do you think of the StrengthsFinder? Were there any surprises for you? if so, what?

Tell me adout one of your successes in the past & months. What strengths did you use te accomplish that B.  How will you use your strengths averthe next year to develop yourteam?
utcome?

g. Anything else you would like to talk about?
Pleass describe a major project coming wp far you. Which strengthfs will you uss to get your desined imaact?
Haow will you use that strengthisi?

How have you helped one of your peers succeed in the past § months? What strengtas helged you inthis ‘Wi will meet again in late summer or fadl. The next time we meet we will talk about.. ..

collaboration?
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Q12: This last year, | have had opportunities
at work to learn and grow.

Q11: In the last six months, someone at work
has talked to me about my progress.

Q10: | have a best friend at work.

Q09: My coworkers are committed to doing
quality work.

QO08: The mission or purpose of my company
makes me feel my job is important.

QO07: At work, my opinions seem to count.

QO06: There is someone at work who
encourages my development.

QO05: My supervisor, or someone at work,
seems to care about me as a person.

Qo04: In the last seven days, | have received
recognition or praise for doing good work.

Qo03: At work, | have the opportunity to do
what | do best every day.

QO02: | have the materials and equipment |
need to do my work right.

QO01: | know what is expected of me at work.

QO00: How satisfied are you with your company
as a place to work?




Q12 Department Head

i |

Improvements i

Rl s

Spring 2017 Fall 2017 Delta
Q11: Inthe last six months, someone at work has talked to me about my progress. 2.50 3.59 1.09
Q12: This last year, | have had opportunities at work to learn and grow. 3.47 3.89 0.42
Q10: I have a best friend at work. 2.35 2.74 0.39
QO05: My supervisor, or someone at work, seems to care about me as a person. 3.94 4.28 0.34
QO06: There is someone at work who encourages my development. 3.17 3.47 0.30
QO04: In the last seven days, | have received recognition or praise for doing good work. 3.24 3.50 0.26
QO07: At work, my opinions seem to count. 411 421 0.10
Q09: My coworkers are committed to doing quality work. 4.16 4.21 0.05
QO00: How satisfied are you with your company as a place to work? 4.00 3.95 -0.05
QO01: | know what is expected of me at work. 4.58 4.53 -0.05
Q02: | have the materials and equipment | need to do my work right. 3.89 3.84 -0.05
QO03: At work, | have the opportunity to do what | do best every day. 4.21 4.05 -0.16

Q08: The mission or purpose of my company makes me feel my job is important. 4.58 4.26 -0.32



Department Head Engagement
Focus Areas

Design and attend a ‘Department Head 101’ course
to learn the basics of leadership expectations,
policies, and procedures

Create a coaching/mentoring system for Department
Heads

Create an annual Peer Review Summit (a Basics
Boot Camp for Department Heads)




Social Competence — -
County-Level Projects it

County COO
(Acting County Project
Portfolio Manager)

A
Project Management Best Practices
Initiation — Planning — Executing — Monitor & Control — Closing
Emphasis:
Spokane County e Business Case Justification
Strategic e  Project Charter
Implementation Team * Stakeholder Management
s  Scope Statement and Management
e Work Breakdown Structure
T & Communication Plans

Keyvy Objectiwves Teams

Employee Development Financial Stewardship Public Engagement Customer Service

Leadership
Development

Enhanced
Internet Presence

Five-Year Rolling
Outlook

Logo Redesign



Formal Project Charters

WASHINGTON

2016 Spokane County Project Charter

Project Title: Education Attainment Policy

Project Sponsor: John Dickson, Spokane County Chief Operations Officer (CO0)
Project Manager: Bethany Ellifritz

Project Budget: 50

Project Objectives and Deliverables:

The objectives of this project are to:

* Determine how Spokane County departments currently enable staff to attain college degrees and/or
major certifications (i.e., tuition reimbursement, flexible work schedules to attend courses, etc.)

=+ Study results from the Spokane County Education i it survey (sp d by Greater Spokane
Incorporated — G3I)

+  Study results from other companies who tock the GSI Educational Attainment survey

= Based on these results and feedback from a variety of County departments/leaders and ‘best practices’
from other governmental organizations, define how Spokane County can better enable staff to attain
college degrees and/or major certifications

#+ Develop an annual budget estimate to implement and sustain this program (include assumptions).

= Create a DRAFT Spokane County Education Attainment Policy

Business Case Justification:

The following realities justify creating a strong educational attainment program at Spokane County:

1. Spokane County has a large amount of staff who can retire in the next few years.

2. The current econcmy is good, and quite a few high-performing staff have left the County for better
paying jobs.

3. It's costly to train new people outside the County to fill these increasing job vacancies.

4. On average, people with advanced degrees and certifications make more money than their peers who
don't.

5. Spokane County does not have an educational attainment policy.

With a strong educational attainment focus and program at Spokane County, we’'ll be able to retain more of
our 5taff, enable internal candidates to maore effectively fill internal job openings in the coming years, and
keep the costs down associated with hiring people outside the County.

2016 Spokane County Project Charter

Project Scope (Boundaries):

This project team will:

= Study the Spokane County Educational Attainment survey results (sponsored by G5I)

= Find best practices associated with educaticnal attainment policies in government

= Based on our survey results and best practices, create a draft Spokane County Educational Attainment
policy

= Develop an annual budget estimate to implement and sustain this program (include assumptions).

This team will not implement the educational attainment pelicy at Spokane County.
Project Assumptions and Risks:

Assumptions:

- Qur project team will be comprised of Spokane County staff;

. Team members will be given the time to work on this project;

. There is a desire across the County to implement an educational attainment process; and
. The project chjectives above can be completed within & months of the project start date.

PO

Risks:

1. Team members aren't allowed the time they need by their respective organizations to work on this
project; and
2. The recommended palicy won't be approved by County officials.

Project Team: To be determined
Subject Matter Experts (SMEs):

* Mary Lee ([CSHCD)
= Meg Lindsey (GSI)

C and/or

Spokane County staff

Project Timeline: To be determined {assumed to be completed within § months of start date)




Strategic Project Teams

https://www.voutube.com/watch?v=oczulWZSXPW  seee
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Records
Retention
Process

Ken Mohr (PM)

Campus
Sighage
Improvement
Shawna Ernst (PM)



https://www.youtube.com/watch?v=oczu1WZSxPw

Summary — Our El Strategy ~ jj...
(To Battle The Hurl Factor) iz

Personal Competence (what | see and do)

Know and respect your strengths and
weaknesses

Clifton StrengthsFinder assessment
Department Head engagement in 2017

Social Competence (what | see and do)
Know and respect each others’ strengths and
weaknesses

Gallup Q12 assessment

2017 county pilot teams
Lean improvement teams (based on strengths)
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(509) 477-5770
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