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Recent Employee Engagement &
Development Initiatives at
Blue Earth County

* County Ambassador Program (anuary2014)
* New Employee Onboarding (aprii2015)

 Enhanced Organizational Communication
Efforts (april 2015)



County Ambassador Program (CAP)



Timeline for Initiating the Program

Spring 2013
— Presentation and discussion about potential employee engagement/training program to
Labor Management Committee

— Establishment of the CAP Committee

Summer 2013
— Program development
— Leadership presentations

Fall 2013
— Additional presentations to leadership
— Promotion of the program to employees

Winter 2013
— Deadline for applications
— Participant selection
— Session planning



Program Development

e County Ambassador Program Committee Role

— Establish goals/outcomes for an employee
program

— Build program structure
— Discuss and decide program details

— Help create “buy in” from LMC and County
leadership

— Determine how to promote the program and
“sell” it to Department Heads and staff



Program Background & Objectives

e The County Ambassador (CAP) Program is an
employee learning and development program
open to all staff regardless of role or tenure with
the following objectives for participants to:

CONNECT.

Build relationships with employees across other departments.

DEVELOP.

Gain knowledge about the broader mission of the organization
outside specific department responsibilities.

LEARN.

Understand how County services impact our community.



Program Structure

Third Wednesday of each
month

January to July (seven
sessions)

8 a.m. to 1 p.m. (with lunch)

Held at varying County
facilities

Each building and each
department part of the
schedule

Participant binders provided

Biography sheets for
participants and presenters

Department handouts each
session

Use of different presentation
styles

Tours and staff introductions

Session starters and
relationship-building activities

Department handouts and
resources provided



Launching the Program

e Created a brochure/program application

 Provided information for leadership to share with
staff

e Distributed organizational e-mails

* Prepared informational presentations for staff
meetings

* Promoted the program through Labor
Management Committee

e Selection process handled by Human Resources
 Program facilitated by Communications Manager



Program Curriculum

e Department-based content

— Some presentations similar to sessions offered to
residents through our Citizens Academy

— Presentations feature internal and organizational-
specific information in layman’s terms where possible

e Varying presentation lengths and styles for
departments

e Each session includes a session starter, re-cap
time and lunch



Program Schedule Example

e January - Administration/Library

 February — Public Works

e March - Human Services

e April — Taxpayer Services/Finance/Physical Plant
 May — Environmental Services/IT/Veteran Services

e June — Sheriff/County Attorney/Community
Corrections

e July — County Board/Administrator/Landfill/Rapidan
Park



Cohort 1;
2014




Cohort 2:
2015




Why Did we Invest in the CAP
Program?

e Citizens Academy Program Successes

e Labor Management Committee (LMC)
Discussions

— Help employees feel more connected to the County’s
overall mission (i.e. beyond their departments
mission)

— Enhance employee morale
— Help eliminate silos across departments

— Provide more internal training opportunities
(organizational knowledge)

— Promote relationship-building across
departments



Program Details

e 18 participantsin 2014

e 17 participantsin 2015

e Cross-county participation of employees

e Variety of tenure among employees participating

e 28 hours of training per participant over seven
months (networking lunch time not included)

e All departments part of the session agendas

e County departments present anywhere from 20
minutes to 4 hours annually












Program Budget

e Participant binders
e In-house copies for sessions
e Graduation certificates
e Bus rental for Ponderosa Landfill & Graduation Picnic
e Seven lunches for participants and speakers
Estimated total annual cost:
$1,600

*Does not include staff time. All participant and presenter time is spent

in-house as part of a normal County work day. This is the real cost of the
program.



Program Measurements & Feedback

ROl was a major concern during program development
e Session surveys
e QOverall program survey

e Verbal discussion with County Administrator :
— What did the employees learn or take away from program?
— How will participants be ambassadors?

e “Buzz throughout departments”
 Appreciation

* Pride

e Informal comments/e-mails



Participant Perspective




2015 Overall Participant
Survey Findings



2015 Survey Findings



How Are Participants Using the
Information?



2015 Survey Findings



2015 Survey Findings



2014 Feedback: What Did Participants
Take Away from the Program



2014 Participant Experiences



Employee Engagement Initiatives at
Blue Earth County

Employee Onboarding



Scope of Kaizen Event

HR New Employee Orientation Process

First Step Last Step

New employee has received all

New employee is issued final
offer letter initial training / orientation (at
the organizational level)

required for them to be
successful in their position

Out of Scope
* Specific departmental/positional training



Business Issues

m The prior process did not provide:

= Overview to the County as a whole (including values and
cultures)

= |nsight as to how the employee’s position fits into the bigger
picture

= Knowledge about finance, communication/media, IT, help
desk, and other internal departments that may support them
in their positions

= Ensure new employees receive all needed information because
each department handles it differently

= Nothing welcomed or engaged the employee on their first day at
a new job working for Blue Earth County

= Everything was done in paper



New Employee Onboarding

Human Resources completed a Kaizen event with

the following objectives:

— Further develop employee engagement by
understanding the services provided by Blue Earth
County and their role as part of the entire
organization

— Re-engineer an onboarding process that leaves a
new employee impressed and excited to be a part
of Blue Earth County

— Enhance, standardize and streamline the
onboarding process for new employees



New Employee Onboarding

Objectives (cont’d)
— Provide a step-by-step program to teach new
employees their roles, what the cultures and

norms of the organization are and how they are
expected to behave in the workplace

— Utilize technology in areas that can streamline the
process for new employees, departments and HR

— Ensure consistent information is communicated to
new employees on areas that apply to all
employees



Onboarding Components

County Checklist: This checklist contains required tasks to
complete before a new employee’s first day and items to cover on
their first day, first week, and first month. The County Checklist is
used by all supervisors county wide.

IT Checklist: This checklist contains information the IT Department

needs to know prior to an employee’s first day. The IT Checklist is
submitted via the County’s Track-IT system.

New Employee Schedule Template: This schedule is a template for

supervisors to edit and create a personalized schedule for new
employees during their first week at Blue Earth County. The items
already on the schedule are required, but each supervisor can
rearrange the schedule and add items pertaining to their
department.



Onboarding Components

Mentor Checklist: Each new employee is assigned a mentor in their
department. The checklist explains the mentor role and lists tasks
the mentor should complete with the new employee.

Group Orientation: Scheduled every 2 months for newly hired
employees to learn about the County history, mission, vision,
departments, safety policies and procedures.

New Employee Feedback Survey: Every new employee will be
asked to complete a survey after they have been employed for 3
months. The feedback from the survey will be shared with the new
employee’s supervisor, Department Head, Administrator and
Human Resources.

Payroll and Benefits Administration

Meet and Greet with County Administrator




Organizational overview by County Administrator
Board meet and greet panel discussion
Icebreaker activity

Helpful County information

— History

— Media and communications

— Overview of facilities/department functions
— Interactive quiz on organizational information
Facilities Management information

— Health & Safety
Human Resources topics
— Labor relations

— Data privacy

— Lean

— Customer service skills




Group Orientation Feedback

ot from orientation. | was not

| learned a |

ot realize that school

d.ldidn
paid.

credits could be




Employee Engagement Initiatives at
Blue Earth County

Enhanced Organizational Communication Efforts



Enhanced Organizational
Communication Efforts

e E-news

— First four Tuesdays of the month
e Blue Earth County News for Employees
e Blue Earth County Lean/Continuous Improvement
 Wellness @Work Newsletter
 Employee Happenings



E-news Publications



E-news Publications




Benefits of E-news
Communication Efforts

* Helps facilitate consistency with employee
communications and offers the ability to better
brand organizational messages to stand apart from
ordinary e-mails

e Statistics can be analyzed to see how many
employees are opening the content to better gauge
effectiveness of each communication piece

 Messaging can be created ahead of time and
scheduled for distribution for greater efficiency



Questions

Bob Meyer
County Administrator
Blue Earth County
(507) 304-4235
bob.meyer@blueearthcountymn.gov



mailto:bob.meyer@blueearthcountymn.gov
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