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CHANGE² - Achievements up to now:

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

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

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

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

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

�� Guidelines and feedback:Guidelines and feedback: quarterly "climatequarterly "climate--check" on organization and check" on organization and 
compliance with guidelines for leadership, communication and coocompliance with guidelines for leadership, communication and cooperationperation

�� Program management:Program management: successfully completed 20 projects out of the 36 successfully completed 20 projects out of the 36 
masterplanmasterplan projects (period 2008projects (period 2008--2013) <2013) <
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Mannheim ² - City of Squares / „Quadrate“

� 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-
Württemberg, Hessia
and Rhineland-Palatinate

City of Mannheim 
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Shaping opportunities for citizens 
is the key motivation for Change²

RegulationRegulation ServiceService ParticipationParticipation

�� Reform program anchored in 2007 election manifesto of current LoReform program anchored in 2007 election manifesto of current Lord Mayorrd Mayor

�� „„CitoyenCitoyen““ in the focus instead of in the focus instead of „„citizencitizen--customercustomer““

�� Political priorities instead of tyranny of Political priorities instead of tyranny of „„everything is importanteverything is important““

�� Organisational culture and leadership instead of simple costOrganisational culture and leadership instead of simple cost--cuttingcutting

Shaping 
opportunities 
for the city 
community
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Change 2 – Summed up

Gemeinsam Achieving

mehr more

bewirken. together.
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Change² - Architecture of the programme

Strategy, 
Targets and 

Outcome- Orientation

I

Sustainable Finances

II

Medium- and 
Long-Term 
Programme 

Management

C

Change of Structures and 
Processes

A

Comprehensive Leadership, Culture 
and Dialogue

B
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Change² - What’s inside?

7 Strategic 
Targets, Strategic Steering 

Unit, Department 
Management-Targets, MIS, 

etc.

I Budget 
Consolidation 

Programme 2010-2013, 
“Traffic Light” Budget-

Monitor, Strategy-Based 
Budgeting 2012/13, etc.

II
Change-Management 

Team FVA 2013

Unified project 
methodology for 

execution of projects

Co-responsibility for 
implementation with 

line leadership

Set up of new 
functions such as 

“Management 
Development 

Competence Center”
and “Bureau for 
International and 

European Affairs”, etc.

C

(a) Improve democratic participation: 
reform of City Council, participatory processes, et c.

(b) Sectoral Strategies: economic promotion, 
talent attraction, cultural development & ECOC 2020 +

(c) Administrative: Receivables, procurement, HR sy stems, etc.

A

New dialogue formats, annual employee surveys, quar terly 
“climate checks”, guidelines for leadership, commun ication and 

cooperation, new employee magazine “magma”, etc.

B
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CHANGE² drives organizational and culture change
through a project master-plan and dialogue

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

� Leadership circle (support transition from 
„first bureaucrat“ to „manager“)

� Guidelines for cooperation, 
communication and leadership

Dialogue and Communication:
Impact on Leadership and Culture

Projects: Impact on Organization 
and Processes

� Master-plan voted by City Council in 2007

� 38 projects

� Focus on organizational change
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Providing a secure frame: no-redundancy 
agreement with municipal staff council / union

� Outlines 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

Agreement with General Staff Council
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With its focus on impacts 
and results, the CHANGE²
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.

Derek Vaughan (MEP)

Member of the 
Progressive Alliance of 
Socialists and Democrats 
in the European 
Parliament for Great 
Britain
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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 metropolis i 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: 
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.
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Strategic targets and impact-
orientation are core elements 
of the Mannheim CHANGE²-
program. In the face of grave 
fiscal challenges, CHANGE²
is a very good example for 
good public leadership and 
management in our state of 
Baden-Württemberg.

Dr. Nils Schmid

Vice-Minister President 
and Minister of Finance 
and Economic Affairs of 
Baden-Württemberg
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Responding to the financial crisis, Mannheim 
chose a two-pronged approach

�� Crisis Response: Crisis Response: 
Installation of trafficInstallation of traffic--light based budget monitoring toollight based budget monitoring tool

�� MediumMedium --Term: Term: 
StrategyStrategy--Based budgeting based on operational targetsBased budgeting based on operational targets

Mannheim avoided being placed under state budgetary  supervision and did not have to 
raise taxes on local citizens and businesses.
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„Traffic Light Report“:
Monthly budget monitoring tool

Public Report

Traffic Light Reporting SystemQuarterly Publication of Results
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Budgeting cycle 2012/2013:
Strategy-based budget

�� Budgeting on basis of operational management targetsBudgeting on basis of operational management targets

�� Alignment with 7 strategic targets ensured through intensive worAlignment with 7 strategic targets ensured through intensive workshops with kshops with 
department leadershipdepartment leadership
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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. 

Dr. Isabella Proeller

Professor, Faculty of 
Public and Nonprofit 
Management, University 
of Potsdam
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„Project master-plan“: mandated by City-Council 
and focused on operational and structural topics

Example

Project master-plan

� Mandated by City Council

� Operational and strategic 
projects (e.g. economic 
strategy for the city, 
improvement of receivables-
management, reform of City 
Council, etc.)

� Line leadership responsible for 
execution / central monitoring 
of progress

� General experience: projects 
take longer than planned
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CHANGE² targets 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". 

Prof. Gerhard Banner

Director emeritus, Local 
Government Management 
Association (KGSt)
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New formats for dialogue and communication 
promote cultural change within city administration

� Lord Mayor‘s employee dialogue 
(30 randomly assigned employees / quarter)

� Employee magazine „magma“
(printed copy for every employee)

� Employee survey (annually)

� Climate Check (quarterly)

� VeränderBAR (mobile espresso bar)

� Leadership circle

� Dedicated dialogue group of Lord Mayor with 
works council representatives

� Regular newsletters to employees

� … and finally: Change² theatre-play at 
Nationaltheater Mannheim

Dialogue and 
Communication Initiatives
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Town hall meetings for employees on Change²
and management targets: dialogue for all

� 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

Town-hall meetings on Change² and 
departmental targets
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Coded culture: 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

Guidelines for Leadership, 
Communication and Cooperation
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„Climate Check“ with all employees every quarter: 
implementation of guidelines monitored 

Knowledge:
„Do you know the 

guidelines?“

Knowledge:
„Do you know the 

guidelines?“

Implementation:
„Are the guidelines 

implemented?“

Implementation:
„Are the guidelines 

implemented?“

Forecast:
„Is it getting 

better?“

Forecast:
„Is it getting 

better?“
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The CHANGE²-Project 
in Mannheim […] is 
exemplary for an outcome-
oriented way of thinking.

Cornelia Rogall-Grothe

Undersecretary of State at 
Federal Ministry of the 
Interior, Berlin
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Programme Management & Sustainability

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

•• …… support, coordinate and accompany the complex overa ll project, support, coordinate and accompany the complex overa ll project, 
"Administration "Administration ModernisationModernisation 2008 2008 -- 2013". 2013". 

•• It is the coordination centre between the single sc hemes and proIt is the coordination centre between the single sc hemes and pro jects belonging jects belonging 
to the master plan and the project control group.to the master plan and the project control group.

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

�� Additional implementation resources were establishe d with:Additional implementation resources were establishe d with:

•• Staff unit Staff unit ““ Strategic SteeringStrategic Steering ””

•• Management Development Competence CenterManagement Development Competence Center

•• Office of International and European affairsOffice of International and European affairs

•• ……
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Key points and learning items

�� Leadership matters!Leadership matters!

�� Have a masterHave a master --plan, but donplan, but don ’’ t overload it.t overload it.

�� Make clear what does not change.Make clear what does not change.

�� Language. Language. Language.Language. Language. Language.

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

�� Have a clear conceptual plan in the background Have a clear conceptual plan in the background –– but focus but focus 
communication to staff on daycommunication to staff on day --toto --day behaviour and practices.day behaviour and practices.

�� Never adopt instruments from business uncritically.Never adopt instruments from business uncritically.

�� Make change measureMake change measure --able (able (�������� dondon ’’ t forget the baseline survey!)t forget the baseline survey!)

�� …… more?more?
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Thank you

City of Mannheim
Lord Mayor‘s Office – Administrative Reform Unit (FVA 2013)
Mr. Ulrich Hörning (Head of Unit)
E3 2, 68159 Mannheim, Germany
Tel: +49 621 293 9350

E-Mail: ulrich.hoerning@mannheim.de


