WATERSHED DISTRICT

QUALITY OF LIFE

MINNEHAHA CREEK

QUALITY OF WATER

MEMORANDUM

To: MCWD Board of Managers

From: James Wisker

Date:  January 8, 2018

Re: MCWD Human Resource Restructuring Implementation Roadmap

Purpose:

To provide pre-read material in advance of the January 11, 2018 Operations and Programs Committee’s
(OPC) review and discussion of the Draft Implementation Roadmap, which will facilitate the
restructuring of the Minnehaha Creek Watershed District’s (MCWD) human resources during the
transition of the District Administrator.

Background:

On February 9, 2017 pursuant to Resolution 17-007, the Minnehaha Creek Watershed District (MCWD)
Board of Managers adopted the 2017 Strategic Alignment Plan, detailing an organizational strategy to
achieve the District’s mission of protecting and improving the watershed’s land and water.

Preceding the adoption of the 2017 Strategic Plan, and to facilitate its ultimate success, on November 17,
2016 pursuant to Resolution 16-082 the Board of Managers executed a contract with Springsted
Incorporated to support staff in the development of a human resources plan.

On August 24, 2017 the Board of Managers adopted a revised organizational chart to restructure and align
MCWD’s human resources in support of the organizational strategy.

January 11, 2018 OPC:

Attached to this memorandum, for review and discussion at the January 11, 2018 OPC, is a roadmap
outlining:

1. Aschedule for implementing the adopted organizational chart
2. A roadmap for complementary and ongoing human resource development

Schedule for Implementing Adopted Organizational Chart:

The attached schedule for implementing the adopted organizational chart is not an exhaustive project
management framework. It is intended as a roadmap to provide the Board and staff with clarity on the
basic order of operations necessary to implement the organizational chart.
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As such, the roadmap assumes that each department will proceed through the same basic sequence of
tasks:

1. Draft new, or revise existing, position descriptions.

2. Use the MCWD adopted, Springsted Incorporated Systematic Analysis and Factor Evaluation
(SAFE®) system to classify the grade level and salary range for each position.

3. Implement new position descriptions, including classification and salary range.

a. Where necessary, a transition plan will be developed to provide clear expectations and
manage the changes in position responsibilities, classification, and salary, over time.

4. Where necessary, positions will be filled through standard posting and interview processes.
The roadmap assumes a 90 day window for substantial completion, with three notable exceptions:

Operations and Support Services:

Within the Operations and Support Services Department, the adopted organizational chart calls for the
following positions to be developed, revised, and filled:

o Office Manager (1 FTE)
e Accounting Clerk (1 FTE)
e Administrative Assistants (2 FTE)

Currently the department is operating without an Office Manager. This position description has been
drafted and posted to be filled externally. The posting period for this position concludes on January 12.
Thus far, interest in the position as drafted has been below expectations. This position description may
need to be modified and reposted, thereby modifying the timeline for filling.

The department is also currently operating with only one (1) of two (2) proposed Administrative
Assistants. It is recommended that the Operations and Support Services Department operate for four to
six months without the second Administrative Assistant position.

This will allow a calibration period for the department, affording the monitoring and evaluation of how
revised positions adjust to complete finance, benefit, information technology, and facilities management
responsibilities. By phasing the restructuring of the department, the District Administrator and Board of
Managers will be able to monitor and evaluate progress, thereby better informing the future needs of the
department.

Information Technology/GIS Position:

A placeholder for an Information Technology or Geographic Information Systems position was included
in the adopted organizational chart. It is recommended that options for addressing this positional need be
taken up in the second quarter of 2018, following the implementation of the adopted organizational chart,
in order to inform the 2019 budget.
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Planning and Projects:

It is recommended that a series of the structural adjustments, outlined in the adopted organizational chart,
be made within the Planning-Projects Department before filling one (1) of the two (2) Planner-Project
Manager positions. Within Planning and Projects, several positions are proposed to shift:

e Transition the Planning and Project Director to Assistant Administrator.

e Adjust existing Senior Planner-Project Manager position to emphasize external policy planning
(local:regional), maintaining external situational awareness and responsive community relations,
internal policy development and strategic plan oversight, and grant program development.

o Create and internally fill a Senior Planner-Project Manager position, emphasizing oversight over
all capital project planning and implementation.

e Transition a Planner-Project Manager position to a Planner position focused on grant program
implementation, and maintaining external situational awareness and responsive community
relations.

o Internally transition the existing Project Maintenance and Land Management Technician to fill
one of the two vacant Planner-Project Manager positions.

e Post and backfill the Project Maintenance and Land Management position.

It is recommended that these adjustments within the Planning and Projects Department be implemented
and monitored for a period of four to six months prior to filling the second Planner-Project Manager
position.

This will allow the Planning and Projects Department to calibrate around the revised structure, achieve a
new equilibrium while managing existing high priority organizational initiatives, thereby improving the
overall effectiveness of placing the second Planner-Project Manager

These recommendations are reflected in the attached schedule.

Roadmap for Ongoing Human Resource Development:

A second document is attached to this memorandum, outlining tasks that facilitate the ongoing planning,
implementation and improvement of the District’s human resource development framework.

Beyond the immediate effort to implement the adopted organizational chart, it is expected that ongoing
planning and investment of time and energy will be required to develop MCWD’s human resources in a
manner that (1) implements the organizational strategy, and (2) promotes an organizational model of
continuous improvement.

We collaborate with public and private partners to protect and improve land and water for current and future generations.

15320 Minnetonka Boulevard, Minnetonka, MN 55345 - (952) 471-0590 - Fax: (952) 471-0682 - www.minnehahacreek.org



The Human Resource Development Roadmap is a draft document that preliminarily outlines tasks in the
following areas:

e Developing a strategic action plan.
o Delineating initiatives on a departmental basis to achieve alignment.
0 The strategic action plan may be revisited annually in conjunction with workplans, to
inform the balance of internal vs. external organizational priorities, the following fiscal
year’s budget, and committee responsibilities.

o Creating department development plans.
0 Mapping the knowledge, skills and abilities each department needs to succeed, and
developing a plan (actions, timeline, and budget) to acquire those knowledge, skills and
abilities.

e Creating individual professional development plans.
0 Mapping for each individual how they will contribute to achieving departmental
priorities, thereby advancing the organizational strategy:
= 3-5 priority individual initiatives annually
= Mapping investment plan in individual strengths and core competencies
= Mapping investment plan to address areas of individual growth/weakness

e Developing individual transition plans.
o0 Where positions are changing substantially, develop plans that outline the quarterly
transition of duties to provide staff and management clear milestones for advancing the
implementation of the organizational chart.

e Develop human resource philosophy.
o Identify foundational tenets for MCWD in areas of:
= Individual accountability
= Adjustment of compensation
= Opportunities for positional advancement

Staff will provide an overview of the attached written materials at the January 11, 2018 OPC. If you have
questions in advance of the meeting, please contact James Wisker at Jwisker@minnehahacreek.org or
952.641.45009.
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Project Name:

Project Manager:

MCWD Organizational Chart Implementation Roadmap

James Wisker

Draft Date: January 11, 2018

Week
Level 1 Level 2 Level 3 January 15 [January 22 [January 29 |February 5 |February 12 |February 19 |February 26 |March 5 |March 12 |March 19 [March 26 | April 2 April 9
R&M Program Manager Jan 16
Monitoring Coordinator Jan 16
Draft/Revise Job Descriptions Aquatic Ecologist Jan 16
R&M Technician Jan 16
Representatives Jan 16
Preliminary Classification and Salary Jan 17
Classify and Salary Positions Distri.bute to Spri.ngsted Jan 18
Receive from Springsted Jan 26
. Finalize Classification and Salary Jan 31
Research and Monitoring Coordinate With Legal Counsel Jan 15 Jan 22
. Establish Interview Panel Jan 17
Develop Interview Structure-Process - - -
Draft Interview Process-Timeline Jan 31
Establish Transition Timeline Jan 31
R&M Program Manager X
Aquatic Ecologist X
Interviews and Position Placement Monitoring Coordinator X
R&M Technician X
Representatives X
Draft/Revise Job Descriptions Directgr of Communicati?ns *(moc.iify reporting and analyze for strat‘egic‘ alignment) Jan 18
Education Manager *(revise supervisor status and analyze for strategic alignment) Jan 18
Al Arnd] Qe e Pfelirninary Class.ification and Salary Jan 19
Classify and Salary Positions Dlstr{bute to Sprlr\gsted Jan 22
Receive from Springsted Jan 26
Finalize Classification and Salary Jan 31
Permitting Reduce Number of Represenative Positions Develop Timeline and Transition Plan Jan 31
District Administrator *(Board concurrence required) Feb 12
Office Manager *(revise assuming inadequate competition in January) Jan 18
Draft/Revise Job Descriptions Admin?strative Assistant | *ianal'y_ze job descriptior.\ énd consolidate duties) Jan 18
Administrative-AssistantH-*(revisit need to fill position at a later date) N/A
Accounting Clerk *(refine position description to consolidate finance responsibilities) Jan 18
F-GiSFehnieiation-*(draft position in advance of 2019 budget after Dept. restructure) N/A
Preliminary Classification and Salary Jan 18
Operations and Support Services Classify and Salary Positions Distri.bute to Spri.ngsted Jan 22
Receive from Springsted Jan 26
Finalize Classification and Salary Jan 31
Adjust Position(s) from 0.75 FTE to 1.0 FTE Administrative Assistant Jan 31
Accounting Clerk Jan 31
Recruit and Post Position *(assuming inadequate competition in January) Feb 12
Interview & Place Office Mgr. *(contingency) Interviews Mar 2
Place Position Mar 5
Assistant Administrator Feb 2
Senior Planner-Project Manager Feb 2
Draft/Revise Job Descriptions Senior Planner-Policy-Grants-IGR Manager Feb 2
Policy - Grants-IGR Planner Feb 2
PMLM Manager/Planner-Project Manager Feb 2
Preliminary Classification and Salary Feb 2
Classify and Salary Positions Dlstn.bute to Sprl.ngsted 05
Receive from Springsted Feb 12
Finalize Classification and Salary Feb 14
Planning and Projects AssiAstant Administrator Feb 14
Senior Planner-Project Manager Feb 14
Implement Classification and Salary Senior Planner-Policy-Grants-IGR Manager Feb 14
PMLM Manager/Planner-Project Manager Feb 14
PMLM Technician to Planner Project Manager Feb 14
Recruit and Post Position Feb 15
Interview & Place PMLM Technician Interviews Feb 28
Place Position Mar 2
Recruit and Post Position *(posting initiated 90-120 days/June following planning transition)
Interview & Place Project Manager Interviews
Place Position
OPC Update on Implementation and Review Administrator Position Description Feb 12
Board/Committee Reports Board/Committee Reports OPC Update on Implementation Mar 8
OPC Update on Implementation Apr9




Project Name: MCWD Human Resource Development Roadmap

Project Manager: James Wisker Draft Date: January 11, 2018

Quarter

Level 1 Level 2 Level 3 QlA QlB Q2A Q2B Q3A Q3B Q4A Q4B

Permitting

Planning

Develop Departmental Strategic Action Plan Education and Communications

Research & Monitoring

X|X|X]|X|Xx

Operations and Support Services

X X[ X|X]|X|X

Identify required knowledge skills and abilities

Develop training plan (consultants, coursework/literature, conferences)

Draft Departmental Development Plans Identify consultants, coursework/literature, conferences

Organizational HR Development Develop timeline

X|X|X]|x

Develop budget

Prioritize 3-5 Primary Initiatives, and Secondary Initiatives X

>

Draft Professional Development Plans Map Investment Plan for Strengths and Core Competencies

Map Investment Plan for Growth Areas and Weaknesses X

Develop Transition Plans Tied to Development Plans. Develop Quarterly Targets for Transition of Duties

Accountability Philosophy

Develop Human Resource Philosophy Compensation Philosophy

XXX X<

Positional Advancement Philosophy
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