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Synopsis
Intent

The City of Tyler recognizes that it is crucial to keep – and retain – employees whose skills and capabilities grow, thereby allowing the City to provide increasing levels of excellence to the citizens of Tyler.
City employees cultivated the idea for an internal training program through participation in the City Manager’s Tyler Apprentice Program. This idea ultimately led to the creation of City University in 2008. A concerted effort was made to launch a program that would provide training, education and inspiration to the City of Tyler workforce. The City wanted to create a culture of learning because an organization is only as good as those who work for it. A full-time training coordinator was hired, a Board of Regents was appointed and planning began in earnest.  Through many years of employee suggestions, it became apparent that City University’s vision would be that the “City of Tyler will have a well-trained, highly skilled workforce that embraces opportunities for life-long learning and growth.”  The mission of City University is to “provide high-quality comprehensive training to all City personnel and to serve as a resource for information and tools to enhance the productivity and professionalism of our employees.”  The following goals were created:
· Encourage the development of critical thinking skills and the use of practical data for problem solving and decision making;
· Provide training developed from, and focused on, best practices drawn from diverse disciplines;
· Use technology to enhance training;
· Foster government, academic and community partnerships; and
· Tailor the training function to address succession planning and to prepare employees to become the future leaders for the City of Tyler.

The City of Tyler identified the need for this program to be a robust, branded, and well-marketed package that would excite the employees and entice them to access the training offered.  A free-standing computer lab classroom was established and an intranet page was developed, as well as branded emails to help promote the program.  
Outcomes

From October 2008 to August 2011, City University:
· Trained 435 employees and offered 75 courses through the Core Competency Track;
· Trained 348 employees and offered 46 courses in the Innovation Track; 
· Trained 462 employees and offered 64 courses in the Professional Development Track;
· Trained 350 employees and offered 25 courses through the Leadership Development Track.
Costs and Savings

Most training classes can accept up to 30 participants and the cost per person is between $44 and $48 each.  Prior to the launch of City University, the City of Tyler had no formal comprehensive training program.  All trainings were handled departmentally and external trainings were primarily utilized which required travel costs and time away from the job.  

After two years, it has become clear that this internal training program has made a positive impact on the City’s budget by saving more than $150,000 in training costs if the same number of people attended training in a different capacity.

Innovative Characteristics
City University sent an initial needs analysis survey to department leaders to measure departmental training needs. When asked what skills and competencies were most needed for their departments, leaders said employees needed training on computer skills, supervisory skills and customer service. Other responses included budget and purchasing training. 
Thorough this assessment and research, four educational tracks were created to address employee needs at all stages of their careers, including: (1) the Core Competency Track, which provides training in the operations of Tyler city government; (2) the Innovation Track, which increases employees’ technology skills; (3) the Professional Development Track, which builds better practices in subjects such as communication, time management and customer service; and (4) the Leadership Development Track, an educational segment to develop the skills of staff leaders and those in line to become leaders in the future.  By offering a variety of classes in each of the four education tracks, City University is able to offer classes that fit the varied needs of all City of Tyler employees.

The Core Competency Track addresses the basic training needs shared by all employees of the City of Tyler.  Courses within this track include New Employee Orientation, Email Retention, Disease Exposure and Cash Handling.  New Employee Orientation is held the second Wednesday of every month and new hires meet with several different department representatives to learn about the City’s history, mission, values, policies and procedures.  New Employee Orientation gives new hires the opportunity to attend a City Council meeting to see their City’s government at work.  During this Council meeting, the new hires are acknowledged by the Mayor and Council Members and receive a City of Tyler lapel pin.  

The Innovation Track provides professional development coursework to employees who have a desire to enhance their technology skills.  City employees have varying ranges of computer knowledge, therefore City University offers beginning classes while also allowing people who are more computer literate to take intermediate and advanced level computer courses.  Classes are taught by continuing education teachers of the local college and include basic and intermediate Microsoft Word, Excel, Access, Publisher, PowerPoint and Outlook 2010; along with web page editing.
The Professional Development Track provides continuing education for employees to enhance their professional skills. City University utilized both employee subject matter experts and contracted with outside training agencies.  Classes offered included:
· Customer Service Made Easy;

· Stress Management;

· Pruning Negativity;

· Business Writing;

· Creating Collateral Material;

· Open Records;

· Media Coaching; and

· Legal Preparation for Court Appearances.

The Leadership Development Track provides continuing education for employees who are currently in supervisory roles or those who wish to transition into a leadership role. The City contracted with outside trainers.  Class topics included:

· Building Trust;

· The More Effective Leader;

· Discovering Your Blind Spots;

· Leading by Example;

· Coaching Style Management; and
· Transitioning from Peer to Team Leader.
In August 2009, City University added two additional components--Leadership Academy and Lean Sigma. Leadership Academy is a selective program that focuses on the next generation of leaders at the City of Tyler.  This program is limited to 15 employees per year.  The Leadership Academy class spends one year together developing skills that will help prepare them to fill critical leadership roles within the City. Leadership Academy Curriculum includes monthly leadership training classes, a leadership book review with the City Manager and one on one mentoring with a City department leader. 

Lean Sigma pairs Six Sigma with Lean practices, which focuses on eliminating waste in processes. Six Sigma is a business management strategy that seeks to improve the quality of processes by identifying and removing the causes of defects (errors) and minimizing variation.  It uses a set of quality management methods and creates a special infrastructure of people within the organization (Blue Belts, Green Belts and Black Belts), who are taught to become experts in these methods through specified amounts of training and project completion. 

Participants from both programs and those who have attended at least six classes at City University are rewarded at the end of the year with a Graduation celebration, certificates and plaques. Those who complete Lean Sigma projects are subject to a monthly certification pay. 
In October 2009, City University added a Toastmasters Club for employees to voluntarily join in order to improve their public speaking and leadership skills. Since the club was chartered, 31 employees have joined and nine members have earned one or more designations. 

Obstacles and Results Achieved

From the survey completed by department leaders, it was revealed that time constraints was a barrier that typically prevented employees from attending training. Cost constraints and proximity of venue also played a role. With these responses in mind, staff researched the best practices in other cities that had formal, in-house training programs. An initial step was determining which current City of Tyler employees could serve as trainers for their peers, thereby increasing cooperation and communication between departments. The arduous task of vetting trainers and educational programs took months to complete, but the City did not want to lose sight of its goal of providing a quality product for the growth of its employees.  City University is housed in a stand-alone computer training lab located in the center of most City facilities that brings the trainer to the trainees thereby overcoming the proximity barrier. City University offers classes on varying days and at varying times (e.g. 8 a.m. to noon or 1 to 5 p.m.) to accommodate employee schedules, which overcomes the time constraint barrier.
New Issues/Problems
When the City switched to Microsoft 2010, more employees wanted to attend the computer classes which are limited to 18 people because that is the number of computers in the training room. Fortunately, our budget allowed us to offer additional classes.

Innovation Study Components 
1. Innovation/Creativity
a. How did the idea/program/project/service improve the organization? 

Through City University, employees are now able to access professional training without traveling and at no cost to them.  They are able to develop skills (technical, professional and leadership) that will benefit the employee, the City and its citizens.  Ultimately, the citizens of Tyler receive better products and services from a better-educated workforce. It is also understood that a workforce that receives regular training is more motivated and is more likely to stay with the employer for a longer period of time.
b. Were new technologies used? If yes, what methods and/or applications were implemented? 

Yes, classes offered under the Innovation Track were especially helpful when we transitioned all computer users from Microsoft 2003 to the 2007 version and finally the 2010 package.

c. Was a consultant used?  If yes, describe their involvement; and identify the consultant and/or firm, including contact information.

City University prides itself on offering high-quality courses taught by well-qualified instructors.  Training is provided by a myriad of professional individuals and award-winning agencies, including:

· Summit Solutions, Brian Brandt, (903) 316-2540;
· Tyler Junior College, Judie Bower, (903) 510-2969; 
· Strategic Government Resources, Krisa Delzcruz, (817) 337-8581; 
· TurnAround Training Solutions, Stepp Sydnor, (903) 533-0591;
· NetStrategies, Matt Lee, (817) 793-2023
2. Outcomes Achieved
a. What customer/community needs and expectations were identified and fulfilled?
The Tyler community expects City employees to have outstanding customer service and be experts at their jobs. City University fulfills this need by offering classes that help employees become better communicators.
b. Has service delivery been enhanced? Did the initiative improve access to your government? If yes, how? Has the health of the community improved as a result? If yes, how?

Yes. Many classes at City University explain the importance of transparency in government. Employees are instructed how to share their expertise about the City with the citizen.
3. Applicable Results and Real World Practicality
a. What practical applications will be shared?
We will share the entire process of setting up City University, from needs assessments to class selection and scheduling.
b. How applicable is the idea/program/project/service to other local governments?  
It can be implemented at any local government.

c. What results/outcomes will you share?  
All information explained in the synopsis.

4. Innovation Study Presentation. 
The presentation starts with a video about City University and incorporates a PowerPoint and handout materials.
