
Appendix D: Implementation 
Implementation in each agency will vary but will include many of the same basic 
components, including: 

• Initial orientation of supervisory staff utilizing the HR Analyst assigned to 
each agency to provide initial training. 

• Initial training and survey of agency staff, with adequate focus on staff 
involvement in engagement goal setting and strategy selection, and utilizing 
the HR Analyst as the lead to provide initial information and ensure 
confidentiality of the information. 

• Creation of agency specific Culture and Engagement Teams where 
appropriate to help communicate engagement information, implement in 
the agency, and provide feedback to the City Culture and Engagement 
Team. 

• Individual leadership initiatives that demonstrate the leadership 
commitment to overall engagement, allow City managers dialogue with 
individual staff they might not have an opportunity to typically interact 
with. 

Approaches 
Each agency has a unique mission and vision based on the responsibilities of the 
agency, structure, and the type of work performed.  As such, each agency will 
approach work culture change in a unique way. While the City utilizes a model 
founded on those parts of the employment relationship that most impact 
engagement, the   same tools, strategies, and messaging won’t work in every 
department.  Thus, any of the following briefly summarized approaches have been 
developed to outline basic structure for management groups to implement in their 
own agency.  It is important to remember that whatever approach is chosen, City 
HR Analysts can serve as a resource for the department management, supervisory 
staff or engagement and equity teams.   

1. The Grassroots Approach:  Cross-sectional agency team takes the lead on 
surveying staff, designing initiatives, and coordinating efforts 

a. Benefits:  Inherently creates strong employee buy-in due to ground up 
approach 

b. Executive Responsibilities:   Empower the equity or engagement team, 
model behaviors,    recognize   contributions of staff, and demonstrate 
commitment 

c. HR Analyst Responsibilities:  Sit on equity or engagement teams, act as 
liaison between leadership/team, and communicate best practices 

2. Management Initiative:   Agency management team analyzes results, 
creates focus groups to identify needs, and designs and implements 
strategies 



a. Benefits:  Control over design and pace, however, a word of caution, 
this method can make it more difficult to get employee buy-in and 
authentic feedback  

b. Executive Responsibilities:  Challenge assumptions, create multiple 
vessels for employee feedback, model behaviors, recognize 
contributions of staff 

c. Analyst Responsibilities:  Assist in focus groups, plan design, 
communication of efforts and progress 

3. Staff Assignment Approach:  Agency assigns specific staff to the 
engagement and equity efforts; this employee is responsible for survey, 
design, communication of efforts, focus groups and acting as a liaison 
between employees and management 

a. Benefits:  Allows for management controlled pacing, but better at 
getting grass roots feedback and buy-in than management initiative 

b. Executive Responsibilities: Model behaviors, recognize contributions of 
staff, and demonstrate commitment, dedicate staffing resources 

c. Analyst Responsibilities: Assist staff with City best practices, focus 
groups and initial implementation 

4. Equity Led: Focus begins with equity introduction, project assignment, 
scheduling of workplan analysis, and wraps in engagement initiatives based 
on survey results 

a. Benefits:  Allows for the agency to dig deeper into  agency's mission and 
think  more creatively and collaboratively about how we do the work we 
do and how outcomes impact the community and workforce 

b. Executive Responsibilities:  Identify equity initiatives, communicate 
efforts, recognize contributions of staff, create accountability 

c. Analyst Responsibilities: Assist in plan design and coordination of 
engagement with equity efforts 

5. All-Staff Approach:   Equity and engagement integrated  into  agency 
workplan, each staff member has assigned responsibilities 

a. Benefits:   Great at getting feedback, buy-in, and  inherently creates 
participatory decision making 

b. Executive Responsibilities:   Communicate  results, coordinate and focus 
efforts   

c. Analyst Responsibilities: Assist plan design, initiation, and progress 
reporting                                            



6. Your Approach:  Remember, a one-size-fits-all model will not work.  Each 
agency has unique characteristics and can approach this change in the way 
that makes the most sense for the agency. 

Executive and Supervisory Responsibilities 

In  addition   to  creating  an  intentional strategy  related  to  equity  and  
engagement, Executive  managers  have  a tremendous  role in  leading  employees  
toward agency goals, and have all of the following related responsibilities: 

•  Build trust, improve communication, and define culture and values 
•  Set shared vision, values, mission, and goals 
•  Use collaborative workplans to put vision in place 
•  Create and reinforce identity 
•  Create accountability for: 
•  Mid-managers and staff 
•  Peers 
•  Yourself 
•  Develop employee skills and competencies 
•  Use intentionally shared decision making 
•  Invite continuous feedback 
•  Empower engagement and equity teams 
•  Evaluate effectiveness 
•  Regularly survey staff/use continuum 
•  Schedule process review using equity lens/tools 
•  Build equity 
•  Increase internal diversity 
•  Pilot projects 
•  Workplan analysis 

Supervisors and mid-managers, as the  balancing point  between  the  vision 
created by the  executive  and  the  relationship   with   front-line  staff,  have  a  
unique  role  and responsibility  in managing cultural change related to 
engagement and equity.  Some of the key responsibilities include: 

 
•  Modeling behaviors 
•  Clear communication 
•  Recognizing each employee's contribution 
•  Remaining attuned to work culture 
•  Managing performance and creating accountability 
•  Equitably supporting employee development and skill building 
•  Encouraging risk taking, problem solving and equity building 
 
Equity-related goals may include internal successes such as increasing the racial 
diversity of your department's staff and developing pathways to leadership for 
people of color and other traditionally marginalized groups. External equity work 
will take a variety of forms and functions depending on your department's role in 
the City. This will likely include innovative collaboration with other departments 



and community groups toward shared priorities, such as more fair and just 
opportunities for employment, housing, transportation and healthy living, to name 
just a few. 
 

Evaluating the Plan 

Creating a strategy and approach is only part of the responsibility of each agency.  
It is also essential to  evaluate  the  action  plan  and  develop  a  common  
understanding  of progress and success. According to "Engaging Government 
Employees," by Bob Lavigna, engagement action plans can be evaluated using the 
following criteria: 

• Leadership and Accountability:  Is there an executive champion for the 
improvement effort, and are senior leaders and managers held accountable 
for implementation and progress? 

• Stakeholder Engagement: Has the agency solicited, or will the agency 
solicit feedback and ideas for improvement from stakeholder groups 
including senior leaders, supervisors, staff, unions, etc.? 

• Robustness of the Plan: Has the agency identified or will the agency 
identify key priority areas for improvement?  Do action items reflect 
challenge areas as identified by the survey data? 

• Measures for Progress and Impact:   Has the agency defined or will the 
agency define measurable indicators of progress and impact in both the 
short and long term?  Does the agency plan for quick wins as well as long-
term improvements? 

• Communication Plan:  Has the agency shared or will the agency share 
employee survey results with all staff?  Has the agency shared/will the 
agency share plans for improvement with all staff?   Does the agency intend 
to share measures of progress and impact? 

• Implementation:  Has the agency allocated financial resources and staff 
time to the improvement effort?    Does the plan specify milestones and 
clearly assign responsibilities for implementation? 

• Feedback and Review of Plan:  Has the agency made provisions to 
continuously review progress?  Is there a defined mechanism to periodically 
assess progress and adjust plans accordingly? 

 


