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1. Project/Program Summary: Briefly summarize the project’s history, purpose, timeline and budget. 
County Leadership Excellence (CLEx) is a long term growth experience aimed at line managers, lead workers and emerging leaders.  The purpose is to provide pertinent, transferable skills and support to those in some of the toughest jobs in the agency.  Immediate supervisors are the reason staff stay or leave.  By shoring up and increasing their leadership skills, we hoped to impact job satisfaction and morale across the agency.  The history of CLEx spanned 2 major events in the agency: the retirement of a 30-year director and the arrival of a new director.  CLEx was the brainchild of the first director and was subsequently championed by the second director.  Participants got a unique view of the transition in that they participated in four Leadership Roundtables: two with each of the directors.  The CLEx cohort described here was for 3 years (September, 2007 -June 2010).  The next cohort is planned for 18 months (January, 2011 – June 2012).  The budget for the program included access for the participants to 22 to Development Dimensions International (DDI) suite of on-line learning modules, travel costs for two trainers to travel from Raleigh and a small budget for snacks and drinks.  Total expenses for the 3-year CLEx program were $8,700 ($435 per participant).  Since the sessions were held in-house, travel budgets were not impacted.  







2. Innovation: Why is the program unique? How does your project differ from similar projects?
CLEx is a blend of many existing resources. The DDI material is researched & evidence based.  Interaction Management (the basis of the DDI modules) was the cornerstone of DHHS’s supervisor training and has a long history of success in the public & private sectors.  Myers-Briggs Personality Types is a proven approach to helping individuals and groups understand and appreciate their different styles.  360˚ feedback is a standard in business for continuous improvement.  By blending these 3 elements into a long-term experience where the participants have opportunity to bond, collaborate and forge relationships, this project created a unique growth environment.  We are accustomed to seeing training as a self-contained Band-Aid to “fix” a deficit.  CLEx seeks to teach and hone new skills as well as foster relationships which act as a catalyst for future growth.   








3. Project Success and Impact: What were the objectives? How well were they met? How widespread is the impact of the project/program? What is the anticipated long-term impact? Did the project involve collaboration with other agencies, non-profits, businesses, etc.? Describe the outcome of the collaboration. 
The objectives are to provide support & growth for leaders in the agency.  Based on the comments of the CLEx graduates at their wrap-up event (see attached), many of them became more self-aware, learned to adapt their styles according to the situation, changed attitudes about their roles as supervisors and gained insights into how to positively impact and motivate their direct reports. The relationships that were built will provide long-term support and resources for the participants.  Many have taken “nuggets” to use for their teams creating a ripple effect whereby the lessons learned are spread into the agency.  The majority of the training is provided by 2 HR Consultants from the Human Resource Development section of NC’s Office of State Personnel.  Collaboration with that agency is vital to getting the on-line training to the participants, leading the live learning labs, collecting results from the 360˚ feedback instruments and assisting the participants with using those results to formulate a personal action plan for improvement.


4. Project Effort and Difficulty: How well did the program use limited resources? What obstacles or challenges did you overcome? How was this done? 
This project used existing agency & external resources in new ways concentrating them toward a common goal.   One of the biggest challenges up-front is to gain a long-term commitment from the participants.  They are busy people with many demands on their time.  To commit for 3 years is a major stretch.  Not only did participants attend sessions every 6 weeks, they completed on-line modules prior to attending the class.  Planning, both long- and short- term, takes dedication and flexibility.  Participants evaluate each session and make suggestions for future sessions.  Frequent phone conferences among trainers to assess the needs of the group and make decisions on how to meet those needs is a monthly task.  As momentum grew, so did enthusiasm.  Participants & trainers became invested in adding value and making the project successful.  Trainers can be creative people.  They recycled existing resources in new ways to provide a quality learning experience.









5. Ability to Replicate Project: Can this project be duplicated in other counties? What could counties do to minimize obstacles and problems? 
CLEx could be replicated or adapted according to existing resources.  The key is to indentify existing talents and resources, select high-potential, dedicated participants and then weave them into a long-term plan to allow supervisors to grow and build a system of support among themselves.    











Selected Comments from CLEx Graduates

June 15, 2010

I now see myself as a coach, cheerleader and nurturer of champions.

Listening has become a major part of my management style.

I have learned to provide support without removing responsibility.  Feedback is the most important thing.
We have discussed strength and special talents within our team and are assigning duties appropriately.
It’s much more effective not to just take on other people’s problems.  We brainstorm possible solutions, agree on a plan and they take the problem with them when they leave.  

I’ve changed my focus from how to make an employee better to how to improve my skills.  We both win.
I’m paying attention to what makes others tick.  Communication has become a bigger priority.  I’ve not arrived, but I’m working on it.

I’m putting time and energy into high achievers, not just problem employees.

What you know matters, but who you are is essential.

My charge is not to be a step above but to work together with the team in order to improve, teach and collaborate with them.

Hearing about the things other supervisors are experiencing and how they deal with these issues, has been helpful.

Figuring out how an employee needs and likes to be managed, and then always being aware of this, goes a long way in building a cohesive team.

[image: image1.jpg]



CLEx Graduates








[image: image2.png]