Change? ,Achieving more together*

Comprehensive Change-Management
for a Large Municipality

Ulrich H6rning — Head of Administrative Reform, City of Mannheim
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CHANGE?2 - Achievements up to now: " EIPA

**x

= Savings at the top: reduced number of vice-mayors from 5 to 4. Aligned
policy areas for synergies.

» City Council: cut number of committees from 22 to 11; corresponding to new
department structure

= Civic participation: achieved up-front consensus document with City Council
on principles for citizen involvement

= Linking strategy and budgets: 2012/2013 budget will include management
targets for the first time

= Dialogue: Lord Mayor's quarterly employee dialogue (30, randomly selected)

» Guidelines and feedback: quarterly "climate-check" on organization and
compliance with guidelines for leadership, communication and cooperation

* Program management: successfully completed 20 projects out of the 36
masterplan projects (period 2008-2013) <
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City of Mannheim

= Founding of the city in
1607 in planned grid
layout - “Quadratestadt”

= Today: 325° population in
24 city districts

= Located at the
confluence of the Rhine
and the Neckar rivers

= Metropolitan city of the
tri-state area of Baden-
Wairttemberg, Hessia
and Rhineland-Palatinate
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Change? - Achieving more together

n Motivation: Why Change?

Change?: Architecture of the programme
Strategy, targets and outcome-orientation
Sustainable finances via fiscal management and strategy-based budget
Change of structures and processes
Comprehensive leadership, culture and dialogue
Medium- and long-term programme management

Summary and points for discussion
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Shaping opportunities for citizens
IS the key motivation for Change?

Shaping
opportunities
for the city
community

Participation

Reform program anchored in 2007 election manifesto of current Lord Mayor

,Citoyen“ in the focus instead of ,citizen-customer*

Political priorities instead of tyranny of ,,everything is important*

Organisational culture and leadership instead of simple cost-cutting
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Change 2 — Summed up

Gemeinsam mehr bewirken.

Gemeinsam Achieving
mehr more
bewirken. together.
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Change? - Architecture of the programme

* EIPA

**x

Strategy,
Targets and

Sustainable Finances

Outcome- Orientation

Change of Structures and

Processes

©

Comprehensive Leadership, Culture

and Dialogue
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Medium- and
Long-Term
Programme

Management
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Change? - What's inside?

| Budget e

7 Strategic L
Targets, Strategic Steering ConEalEE Change-Management
. Programme 2010-2013,
Unit, Department “ P Team FVA 2013
Management-Targets, MIS ISy Bl
9 ¢ gets, ’ Monitor, Strategy-Based » :
elc. Budgeting 2012/13, etc. Unified project
methodology for
execution of projects
e (a) Improve democratic participation: Co-responsibility for
reform of City Council, participatory processes, et (of implementation with
(b) Sectoral Strategies: economic promotion, line leadership
talent attraction, cultural development & ECOC 2020 +
- . . Set up of new
(c) Administrative: Receivables, procurement, HR sy  stems, etc. .
functions such as
“Management

Development
Competence Center”
and “Bureau for

New dialogue formats, annual employee surveys, quar  terly _
“climate checks”, guidelines for leadership, commun ication and International and
cooperation, new employee magazine “magma”, etc. European Affairs”, etc.
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CHANGE? drives organizational and culture change =’ EIPA

through a project master-plan and dialogue o

Projects: Impact on Organization Dialogue and Communication:
and Processes Impact on Leadership and Culture

TN
= Dialogue of Lord Mayor with employees
(4 p.a. / 3 hours / 30 participants)

= Leadership circle (support transition from

Kormest- und Proeksnace " Wem reetmrgerechs ifen e roch Sischecirg
rrieenzenng [re————
Quansiscicherung 2

- - . il H 13 11
Master-plan voted by City Council in 2007 first bureaucrat* to ,manager”)
" 38 projects = Guidelines for cooperation,
= Focus on organizational change communication and leadership
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Providing a secure frame: no-redundancy

* =

*. EIPA

agreement with municipal staff council / union . n

Dienstvereinbarung
zur Umsetzung der Modernisierung der Stadtverwaltung
zwischen
Stadt Mannheim - vertreten durch den Oberbiirgermeister -
und
Gesamtpersonalrat der Stadt Mannheim - vertreten durch die
Vorsitzende -

Geltungsbereich

Diese Dienstvereinbarung gilt fiir alle Dezernate und Dienststellen der
Stadt Mannheim. Sie ist auch auf zum Zeitpunkt ihres Inkrafttretens
bereits laufende Projekte des Masterplans anzuwenden.

Die Eigenbetriebe werden unabhéngig davon bei unmittelbarer
Betroffenheit einbezogen.

Ziele

Gemeinderat und Oberblirgermeister haben einen Masterplan erarbeitet
und beschlossen, der im Rahmen seiner Realisierung das Ziel anstrebt, die
Stadtverwaltung in ihrer Funktionsweise zu optimieren und in ihrer
Qualitat weiter zu verbessern.

Dabei geht es zum einen darum, die Organisation der Verwaltung an die
neue Dezernatsstruktur anzugleichen und in diesem Kontext die
strategischen Instrumente der Stadtverwaltung neu zu definieren. Zum
anderen geht es darum, den Anteil der politischen Steuerung am
administrativen Handeln zu intensivieren.

Die Stadtverwaltung wird durch die im Masterplan beschriebenen Projekte
dazu beféhigt, sich qualitativ weiter zu entwickeln, flexibler zu handein
sowie die Potenziale der Mitarbeiterschaft besser zu identifizieren und im
Rahmen einer individuellen Personalentwicklung zu férdern. Eine solche
Entwicklung beugt auch Privatisierungsdiskussionen vor und hilft diese zu
vermeiden.

Im Jahr 2013 sollen Birgerinnen und Bilrger sowie Mitarbeiterinnen und
Mitarbeiter mit den Leistungen der Stadtverwaltung messbar zufriedener
sein.

Diese Dienstvereinbarung unterstitzt den Modernisierungsprozess und
trifft Regelungen zur Beteiligung der Personalvertretungen und
Schwerbehindertenvertretungen. Erganzend beschreibt sie die Grundsatze
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Beschiftigten

er Projekte des Masterplans betroffenen
ligung der jeweils zustandigen

Ihzeitig informiert und gehért. Soweit
einem Personalentwicklungskonzept

nderungskindigungen sowie
beschlossen.

n moglichst im Einvernehmen mit den
auf die Belange Schwerbehinderter
Sollte sich bei einer entsprechenden

k (beispielsweise durch den Wegfall von
rige Entgelt auf der

e Entgeltfortzahlung maBgebenden
fortgezahlt, bis aus der aktuellen

elt wird.

it ihrer Unterzeichnung in Kraft;

parung ,Umbau der Verwaltung" auBer

von 6 Monaten zum Schluss des

bsen.
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- Oberbiirgermeister -

Dr. Peter Kurz

Stadt Mannheim
- Gesamtpersonalrat -
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Agreement with General Staff Council
= Qutlines general rules for conduct of
modernization process

= Secures no-redundancy and no-demotion
policy for city employees during the
course of the process

= Regulates maintenance of pay in case of
change of job

= Regulates participation of city wide vs.
service-specific staff councils in projects
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Derek Vaughan (MEP)

Member of the
Progressive Alliance of
Socialists and Democrats
in the European
Parliament for Great
Britain

With its focus on impacts
and results, the CHANGE?2
process is a valuable method
for achieving sustainable

city development. Mannheim,
which has a special
relationship with the Welsh
city of Swansea, provides an
excellent example of linking
general city development to
the application for the
European Capital of Culture.
Other European
municipalities can learn a
great deal from Mannheim's
success.




City of Mannheim: 7 strategic targets

Mannheim, Germany's most compact metropolitan city, continues to grow and
develop as a multi-faceted, tolerant, and colourful city. Mannheim specifically regards

itself as a city of active and involved citizens, a citizen’s city.

Strengthening urbanity
"With an ecologically and socially balanced urbanit y, Mannheim offers the advantages of a metropolisi  n a compact city area. Mannheim
avoids the negative attributes of mega-cities”

Attract, develop and retain talent to an above-aver  age degree
"Mannheim is establishing itself as a city of talen ts and education and is gaining more people*

Increase the number of companies and (qualified) jo  bs in Mannheim
"Mannheim is attracting an above-average number of companies and entrepreneurs”

Preserve tolerance, live together
"Mannheim is a model of living together in a metrop olis"

Raise the education standard of the children, young people and adults living in Mannheim
"Mannheim is a model of educational equality in Ger ~ many*
Successfully implement the core projects "Cultural Capital 2020" and the Creative Economy master plan

"Mannheim is among the top cities with a reputation for urban culture and a creative economy*

Strengthen and intensify civil commitment and invol vement
"Mannheim’s inhabitants display an above-average le  vel of civic involvement and receive support from t he city"
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New steering model for administrative units: * EIPA

breakdown of targets based on strategy (example) *

Mannheim, Germany's most compact metropolitan city, continues to grow and develop as a multi-faceted,t  olerant,
and colourful city. Mannheim specifically regards i tself as a city of active and involved citizens, a citizen’s city.
Strateg IC Increase the Raige the . SLEeen
b- t- Attract, develop number of e education I?QT:m:;L:ge Strengthen and
0 Jec Ives Strengthen and retain talent to companies and standard of the proj intensify civil

tolerance, live
together

children, young Lz.glzt;.raalnlaag::al commitment and

people and adults A Terrio involvement

master plan

urbanity an above-average (qualified)
degree workplaces in
Mannheim living in Mannheim

Vlce'M ayor Main focal themes Responsibility for implementation at departmental office level
for . [SVET QT 11 M EEE WL TE N6 BT Tl Department 51 (Youth)
Educatlon’ leaving certificate Department 40 (Education)
Youth, ...
Management goals Key figures Measure &
r () =
Y th AVE W IEEELGELIGICE e (g E M Rale of passed language 100% Institution of langu..__ e’:;" Frop, PRI
?U EL D UEGEELT BRI G A G BAGER tests at the pre-school (by 2016) | learning classes atall "~ -h.yffem 9ot !;’
Ser\nce (51) lessons before starting school exam nation nursery schools Treell
Education Decrease in the number of pupils Rale of pupils repeating a 1-2% Extension of
. repeating a year in secondary year at the differentlevels | (by 2018) [ Mannheim's school
Service stagel of schools into secondary support system to
(40) stage| (years 5-10) cover other schools,
all-day schools
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Dr. Nils Schmid

Vice-Minister President
and Minister of Finance
and Economic Affairs of
Baden-Wirttemberg

Strategic targets and impact-
orientation are core elements
of the Mannheim CHANGE*
program. In the face of grave
fiscal challenges, CHANGE?
IS a very good example for
good public leadership and
management in our state of
Baden-Wiirttemberg.




Responding to the financial crisis, Mannheim s ‘E‘IPA
chose a two-pronged approach o
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,rraffic Light Report:

Monthly budget monitoring tool

Quarterly Publication of Results Traffic Light Reporting System

nnmmvmmulunmmmng
pu b . W Mt EmL-y
lic ep e R
i 7 O Faizaen. TN vErEE
Informationsvorlage STADTMANN rt e
Der Oberbrgarmelster :::" * :t"“"‘{m,. »
wmlr‘ugrqendird‘.wmﬁm.
|- Duren GR-Begchiuss vom
[Dezemat 1+ ez man [oatum 12002010 | [wr"as1i2000 |
Bewrer
Dreivierteljahresbericht 2010
EmT:nungl:erElnnaanen und Ausgaben des Verwaltungs- und Verm&genshaushals ?egl sezlfﬂ:]:
Oberplick Goer den aktuslien Stand des Haushatsstukburprogramms 2010 Worse-
ning of
Eeirift AntragiAnfrage M. Antragstelierin: status
Beratungsfoige TOP | Sizungstermin | Of. | N.O.
1. Hauptausscnuss 0101 | 05102000 | x
2. Gemelnderat 0z.00 12.10.2010 x
= Improve-
[[] emiasung an Bezrksoeira sachverstandige ment
Finanzielle Auswirkungsn 7 Or [X]nein
7
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Budgeting cycle 2012/2013:

Strategy-based budget

Management Targets

Alignment

"Warnheim, as Germany’s nost compact netopelis, oin Coon
tolerant an ards rsel 1

Strategic
objectives
Vice-Mayor No in fo s Resoonsibility for mplementaion at departmental office level
for Depatment 51 [ouh)
E: uc;ltlnn, Department 40 {Zduation)
outh, ...
Hu.  Management goals Key figues Py 28530,
Youth EEl Every childhas adequate German RV JWESEEURED T, S I Iretutenot lEngd. _ E':"h.;' -
ou hnquane skills o inderstand the  [RESEETE IERCRRL ihy 8} | learning rRsass & Al e TP 7
Service (51) esson examination nursery schods T
: T TR Hate of pupis repeaings | 1-:% Exters ion ot
Educa_“o“ vear attre dffarant kvel | {by 20°8) | Mannbair's 2 shool
of schods into secondary sippotsysEmts
Service
{40} stage | [ean B10) cover other s choos,
all day schook

= Budgeting on basis of operational management targets

= Alignment with 7 strategic targets ensured through intensive workshops with
department leadership
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Dr. Isabella Proeller

Professor, Faculty of
Public and Nonprofit
Management, University
of Potsdam

Municipal leaders in
Mannheim have recognized
that city administration
cannot be changed simply
via structures and
Instruments. Organizational
culture and leadership play a
central role. This perception
was thoroughly integrated
right from the start into the
reform concept. Concrete
and well-balanced measures
were put into practice for
culture change and
organizational development.




,Project master-plan®: mandated by City-Councll

and focused on operational and structural topics

Ubersicht Zeitplanung Vorhaben (Stand 11/2011)

2008 2003 2010 2011 iz 2013

Yorhaben Lim oduc gam. GR-Vorkags 872007

Laufsnds Projskis Frojskigrupps Lini=nprojsit sirat. Projeki

M. A1) :mummmmmmm x — :

e -

Nr. 12 Cual S ranageTent E3

e e — Project master-plan

Hr. 26 Fordenurgsmonagement El

M. 28 Synerglen Frisdhof FE 63 ® . .

N e e e e — = Mandated by City Council
T — = Operational and strategic
" [ e : projects (e.g. economic
e - strategy for the city,

Nr. 1B AuToau Betefigungscontroiing x - .
e : improvement of receivables-
e T s ; management, reform of City
I = z Council, etc.)

[ T S— — = Line leadership responsible for
e : execution / central monitoring
o - of progress

HMoohi zu ctartemds Projekts

T T —— = General experience: projects
hr. 12 Dbty - RN agement

N 5wt g ety take longer than planned

hr. 34 Alig. Diensi-u.Geschl isama eisung (A5A)

Korzept- und Projekiphass * Wenn Unrestzungomodus offen, dann noch Entscheidung
Implemengerung ensprechend GRETS2007 (5. 15
Crualisi= sicherung
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Prof. Gerhard Banner

Director emeritus, Local
Government Management
Association (KGSt)

CHANGE?2targets a blend of
leading-edge city
administration with the
promotion of civic belonging
and pride. The venture Is
strikingly ambitious, and
organizing political support
and sustained top
management commitment
was part of the challenge.
The Mannheim experience
will likely become a
benchmark for up-to-date
city governance".




New formats for dialogue and communication . EIPA

promote cultural change within city administration . n

Dialogue and
Communication Initiatives

= Lord Mayor's employee dialogue
(30 randomly assigned employees / quarter)

= Employee magazine ,magma“
(printed copy for every employee)

= Employee survey (annually)

= Climate Check (quarterly)

= VeranderBAR (mobile espresso bar)
= Leadership circle

= Dedicated dialogue group of Lord Mayor with
works council representatives

= Regular newsletters to employees

= ... and finally: Change? theatre-play at
Nationaltheater Mannheim
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Town hall meetings for employees on Change? o IfIPA

and management targets: dialogue for all *

Town-hall meetings on Change? and
departmental targets

= Every employee of the City of Mannheim had
the opportunity to participate in one of 45+ town
hall meetings

= “Targets on your desk”: Every employee
received a foldable paper tower with 7 strategic
targets and department targets

= Dialoge groups (15 participants max) in all
events

= Mandatory documentation of questions /
remarks

= Responsibility of line leadership to present
management targets and answer questions
from employees
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Coded culture: guidelines for leadership,

communication and cooperation

Guidelines for Leadership,
Communication and Cooperation

= Joint understanding of management team,
extending towards staff

= Mission and picture of self

= Future aim: Become one of the most modern
city governments in Germany

= Understanding of leadership
= Communication and Cooperation

= Guidelines already relevant for hiring /
promotion of managmenet personnel

= ,Pocket version® for all employees
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,Climate Check"” with all employees every quarter:

Implementation of guidelines monitored

Knowledge: Implementation: Forecast:
,D0 you know the »Are the guidelines IS it getting

guidelines?” implemented?* better?”

kLmacreck
Wie bekannt sind Ihnen die Leitlinien fir Fihrung, Kommuni-
kation und Zusammenarbeit der Stadtverwaitung Mannheim?
Oseae (Qon (Oremwes (Jraum () garruae
VWerden Inrer Ansicht nach cie Leitlinien in inrem Arbeitsbe-
reich umgesetzt?
On Qees Qesen () eorrnen () ren
Poststelle
Wie wird sich Ihrer Ansicht nach die Umsetzung der Leit-
linien in Ihrem Arbeitsbereich in den ndchsten 3 Monaten
e e Stichusort: KiMA-Check
(_Jomeer ) s ) biemeng | schincrune |_) temiechinr
Bitte geben Sie Ihr Geschlecht an () mamticn () weiken L1, 1 - gsia Mannheim
= Mein Fachbereich / Eigenbetrieb / Amt heiit
[JE4 | stacTmanneem® KLmAcHECK

und hat de Amiskennziffer, ., o
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Cornelia Rogall-Grothe

Undersecretary of State at
Federal Ministry of the
Interior, Berlin

The CHANGEZ=Project

In Mannheim [...] Is
exemplary for an outcome-
oriented way of thinking.




Programme Management & Sustainability

» The Administration Architecture 2013 working group (FVA 2013) was set
up on February 1, 2008 under the auspices of the Lo  rd Mayor to

* ... support, coordinate and accompany the complex overa Il project,
"Administration Modernisation 2008 - 2013".

* Itis the coordination centre between the single sc hemes and pro jects belonging
to the master plan and the project control group.

* Under the leadership of Mr. Ulrich  HGrning , the FVA 2013 comprises 9 project
specialists (all recruited from city staff)

= Additional implementation resources were establishe d with:
« Staff unit “Strategic Steering "
* Management Development Competence Center

» Office of International and European affairs
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Key points and learning items

» Leadership matters!

* Have a master -plan, but don 't overload it.
* Make clear what does not change.

* Language. Language. Language.

* Install dedicated team to manage change but require line managem ent
early on to take on central role in communication t owards staff.

» Have a clear conceptual plan in the background  — but focus
communication to staff on day -to-day behaviour and practices.

* Never adopt instruments from business uncritically.

» Make change measure -able (= don’t forget the baseline survey!)

" ... more?
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Thank you

Gemeinsam mehr bewirken.

City of Mannheim

Lord Mayor‘s Office — Administrative Reform Unit (FVA 2013)
Mr. Ulrich HOrning (Head of Unit)

E3 2, 68159 Mannheim, Germany

Tel: +49 621 293 9350

E-Mail: ulrich.hoerning@mannheim.de
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