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Introduction PINFHURST

About Your Speaker:

Natalie Dean Hawkins, Pinehurst Assistant Village Manager

» Former Certified Public Accountant (CPA) and Finance Director
= Assistant Village Manager for 14 years

» [dentified and responsible for implementing the Baldrige
Performance Framework

= Have led our continuous improvement efforts since 2011

» Served as a state Baldrige examiner for three years and was a 2017
National Baldrige examiner




Today’s Objectives PIN‘EE{?RST

-

4 KEY Objectives:

1. Provide an overview of the Baldrige Excellence
Framework

2. Share how we have used the framework to improve
our performance

. Share our lessons learned
4. Share how you can get started

)
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What We Don’t Want PIN‘E:I{E[}FRST
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HUNTIN
FISHING &
TRESPASSING
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What We Do Want




PINEHURST
Eo

Moving From Good to Great

-

“I see the Baldridge process as a powerful set of
mechanisms for disciplined people engaged in
disciplined thought and taking disciplined action to
credte great organizations that produce exceptional

results.”

- Jim Collins, author of Good to Great: Why Some
Companies Make the Leap...and Others Don’t




Baldrige Produces Results PIN‘EE{?RST
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99% of residents
rate the quality of
life as good or
excellent

99% of residents
say Pinehurst is a
good place to live

100% of residents

& businesses say
overall safety is
good or excellent

93% of residents
satisfied with
customer service

98% of employees
like their job

95% of residents
satisfied with
effectiveness of
management

99% of businesses
rate the quality of
life as good or
excellent

Increased fund
balance from $4.9
to $10.6 million
(114%) since FYQ07

98% of volunteers
satisfied with their
volunteer role




VILLAGE OF

Awards & Recognition PINEIURST

-

2018
CERTIFICATE OF NORTH CAROLINA

EX*C'ELLENCE SAFEST CITIES
IGMA 9 * 2018 * >

*
L BB

2017 WINNER

www.goviech .com/de/dig ital-cities

TR Safest City in NC in 2016,
2"d place in 2017 and 3@ in 2018 in ICMA Certificate of Excellence in 2017, & 2018
Cities Under 75,000 Performance Management - 2018 GB

GOVERNMENT FINANCE OFFICERS ASSOCIATION

Distinguished
Budget Presentation
Award
FRESENTEDR TO
Village of Pinehurst
North Carolina

For the Fiscal Year Begisaing
July 1, 2017

- P =
Executive Direcior

2008-2017, Special
Recognition in 2016 & 2018

2002-2017 Award for Excellence - 2014 for Performance Measures 9

Life Safety Achievement Award Only NC municipality to achieve NC



What is the Baldrige
Excellence Framework?
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PINEHURST
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model noun
mod-el | \'ma-d°l \
: an example for imitation or emulation

11


https://www.merriam-webster.com/dictionary/noun

Baldrige Framework PINEHURST

The model helps us answer three questions:

1. Are we doing as well as we could?

2. How do we know? N
- FRAMEWORK
3. What and how should we improve or change? R

12



Baldrige Framework PINE i URST

-

Organizational Profile

Measurement, Analysis, and Knowledge Management

Core Values and Cﬂ“CePﬁ

13




VILLAGE OF

Baldrige Framework - Categories PINEHURST

Category

1. Leadership How do we lead and govern the organization and fulfill our societal responsibilities?
2. Strategy How do we develop & implement our strategy?

3. Customers How do we listen to and engage our customers?

4. Measurement, Analysis, & How de we measure, analyze, and improve organizational performance and manage
Knowledge Management knowledge assets?

How do we build an effective & supportive workforce environment and engage the

5. Workforce workforce?

How do we design, manage, and improve services and processes to ensure effective

6. Operations .
management of our operations?

7. Results How do we know we are doing as well as we could?

14



Baldrige Framework - Core Values

Delivering
value and
results

Ethics and
transparency

Societal
responsibility

Management

by fact

Visionary

Leadership o
ustomer-

focused
excellence

Valuing people

Systems

Perspective

Organizational
learning and

agility

Focus on
success
Managing for
innovation

PINEHURST

e

=

A systems perspective
means managing all the
components of your
organization as a unified
whole to achieve ongoing
success.

15



Processes PINEHURST

Processes - What methods do we use and improve (ADLI)?

1. (A) Do we have effective, systematic approaches?
2. (D) Are our approaches well deployed?
3. (L) Is there systematic evaluation, improvement, and organizational learning?

4. (I) Are our approaches integrated with our organizational needs and other processes?

16
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Results: What are the outputs and outcomes we achieve (LeTCI)?

1. (Le) Do we have good to excellent performance levels?

2. (T) Do we have beneficial, sustained trends over time?

3. (C) Do our benchmark comparisons show good relative performance?
4. (I) Do we report results for most key processes and requirements?

or “LeTCI”
17




How Do We Use the Framework?



Organizational Profile



VILLAGE OF

Context - Organizational Profile PINEHURST

The Organizational Profile describes what is important to your
organization - its operating environment, key relationships,

competitive environment, and strategic context. 20



Context - Organizational Profile

PINEHURST

Improvement Methodologies

@a

Bring an opportunity forward
Investigate the opportunity

Plan Research alternative solutions
Act Develop the solution
Review Implement the solution

Evaluate the Solution

Analyze
Change
Evaluate

21



Leadership



Leadership

PINEHURST

&

bl

How do we lead and govern the organization and fulfill our
soclietal responsibilities?

« How do Senior Leaders set mission, vision, and values?

»>2012
»>2013
»> 2015

- Developed mission, vision, and values
- Refined values

- Refined mission and vision

> 2017 -

Refined values

23
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Mission, Vision, and Values PINEEI;’E[?RST

-

Vision

The Village of Pinchurst is a charming, vibrant community
which reflects our rich history and traditions, enhanced by a

unique combination of cultural arts and recreational activities.

VISTON

Mission

VILLAGE OF

P I N E H U R S T The Vlllage Of Pinehurst iS a
charming, vibrant community which
reflects our rich history and
traditions.

Preserve and enhance the community’s character and
ambience by guiding growth, managing change, and providing

services in a financially responsible manner.

Values VALUES
Accountable Service MISSION

Initiative

Competent

Teamwork Promote, enhance, and sustain the
Courteous I mprovement quality of life for residents,

Professional businesses, and visitors.

Resourceful

Responsible

Responsive

Trustworthy

2018
2012 24




Leadership PINEHURST

How do we lead and govern the organization and fulfill our
soclietal responsibilities?

« How do Senior Leaders communicate with and engage the workforce
and customers?

» 2013 - Began monthly resident and business eNews

> 2014 - Created a monthly Caddie Report for employees; Created State of the
Village (SOV) meeting for volunteers

» 2015 - Launched Open Village Hall - online citizen engagement tool

> 2017 - Combined SOV meetings for employees and volunteers; Consolidated social
media accounts; Created Year in Review Video and enhanced SOV Report

25



State of the Village Report

ViLLAG

FY 2015 Village of Pinehurst Annual Performance Report S

Safeguard the Community

URST

FY 14
Actual

FY 15
Actual

Safeguard the Community
Key Performance Indicators (KPIs)

Total UCR crime rate per 1,000 residents

Safeguard the Communirty

% of residents whose overall feeling of safety in the Village is good or i
y Composite Score: 6.28

excellent

% of residents satisfied with the frequency of patrols in neighborhoods In FY 2015, the Fire Department made

several process improvements to increase

% of businesses satisfied with the frequency of patrols in business X
. their emergency response times that were
districts ’

close to or exceeded their goals (moving
these KPIs from “red”™). The Village's
crime rate declined and overall resident

% of index offenses cleared

o PR . . !
o of fire code violations corrected upon 90 day re-inspection (Bt ofF ety oty G

% of dispatched emergency calls with reaction time (dispatch to This year is the first year the Village

apparatus en-route) of 90 seconds or less began tracking the % of index offenses

% of emergency response calls with response time of 6 minutes and 30 cleared on the BSC, with results near

seconds or less for the first due apparatus target levels. In the 2015 Community

Survey, 93% of residents were satistied

% of i 2 ' 5 he initial i g
7o o1 mspections that are comphant upon the initial inspection . . e
P ¥ P P with the Village’s efforts to prevent

crimes, setting a new high national
benchmark.

2015

Safeguard the Community

Police Department

Pinehurst continues o be recognized as one of the safest
communities in North Carolina. 100% of Pinehurst residents
agree their overall feeling of safety is excellent or good for
the 3rd year in a row. In addition, the Village's UCR Part 1
Crime Rate (e.g. violent crimes) of 9.3 per 1,000 residents
in FY 2018 iz wedl below the national average of approximately
30 and state average of 33. Also, 88% of residents indicated
they were satisfied with the enforcement of fraffic laws.

o,

The Police Department focused on patrolling, increasing iraffic

i ing crime rates, and o
sirong community engagement through the Citizen's Police
Academy and recruitment of volunteer Cilizens on Pafrol. This
year, our volunteer Cifizens on Pafrol (COP) logged over
3,100 volunteer hours at a value of over $63,000.

Due to the diligent eforts of Pinehurst pofice officers, the Vil-
lage =t the national high satisfacfion rating in our benchmark
group in FY 20138 with 31% of residents saticfied with the Vi-
lage's efforts to prevent crimes. This is the fifth ime the Police
Department has achieved the highest national resident safis-
faction rafing with crime prevention efforts in the past seven
years.

Fire Department

In FY 2018, the Fire Depariment focused on response imes
fo emergency calls. This resulted in 88% of calls with a reac-
fion time of 90 seconds or less, up from 67% in FY 2014. For
the second year in 2 row, 100% of residents indicated they
were safisfied with fire depariment response fimes.

With an cbjecive fo deliver effective public safefy senvices,
the Village worked with the NC Department of Transportation
fo request the installaion of traffic pre-emplion devices at all
remaining signalized intersections by FY 2020. Thic device
allows fire depariment personnel to control trafiic lights, in-
creasing mofor safety and response times as fire emergency
vehides respond to calls. By FY 2020, the Village anticipates
all 13 intersections will be configured with devices.

The department continued focusing efiorts to prevent fires
and injuries. This year, e Village had a fire incident rate per
1,000 population served of 0.02. Ancther outstanding accom-

of the Fire [ was being ized for
fthe 150 consecufive year with the Life Safety Achievement
Award for zero fire deaths in the Village.

r

B96

VILLAGE OF

PINEHURST
oy

-

2018

26



Strategy



Strategy PINEHURST

How do we develop & implement our strategy?

« How do you conduct your strategic planning?

» 2013 - Began holding annual retreats

> 2014 - Adopted a Balanced Scorecard

» 2016 - Created a Strategic Operating Plan (SOP) Guide

> 2017 - Asked all employees and volunteers for input into SOP

> 2018 - Held pre-retreat meetings to review data and results in advance; Held
department strategy meetings to deploy IAPs to the workforce; Implemented
strategy maps

28
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VILLAGE OF

FY 2019 Strategy Map PINEHURST

-

= “';'“\J@ FY 2019 VOP Strategy Map

Vision: The Village of Pinehurst is a charming, vibrant community which reflects our rich history and fraditions.
Mission: To promote, enhance, and sustain the quality of life for residents, businesses, and visitors.

_ =
Ensure an Attractive Enesure a Thrivi Provide Multi-modal Homeny
ug Safeguard the e = T = : Protect fhe Maintain an Active, Manage a High Affract & Retain an Maintain a Healthy
m a Community G it G i |i|sn|1'uli1un Environment Healthy Community Performing Engaged Workiorce Financial Condition
a— . " . Provide a —
Deliver effective Ensure quality Provide efficient & Provide recreation Enhance Meet or exceed
public safety m,,m effective solid activities & events community wm established
% SETVICes Mm waste services engagement fewarding financial argeis
8 . environment
B —
) lhnhn lhll.n & ' Maintain
: k=i = ="
E=2]
£
&
. ’ Planning &
£ Commercial Pedestrian Recreation & I Workforce Learming
B Streetscape Connectivity Cultural Facilities F— Y e pe——
I Improvemenis
‘r r
i
= o Baldrige Excellence
g
Service & Initiative & Teamwork & Improvement




Customers



Customers PINEHURST

How do we listen to and engage our customers?

« How do you listen to, interact with, and observe customers to obtain
actionable information? How do you enable customers to seek
information and support? How do you manage customer complaints?

» 2012 - Began annual surveys of residents and businesses

» 2014 - Installed a downtown visitor kiosk; Created a Guide to Doing Business
» 2015 - Launched Open Village Hall

» 2016 - Implemented individual service surveys

> 2017 - Consolidated social media accounts; Launched MY VOP, an online citizen
service request system (BIRDIE)

» 2018 - Created learning guides

31
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VILLAGE OF

Customers PINEEURST

Search...
NORTH CAROLINA e

OUR GOVERNMENT OUR COMMUNITY DOING BUSINESS CONNECT WITH US 1 WANT TO...

If this iz an emergency. dial 211 immediately. For Nen-Emergency Police Issues. call 910-29

o Your guide t0 Your guide to
y \ B o NG THE
) VOB 2o <6 it v earien o e e B 0 | DECISION-MAKY ROLES OF
Dow: d our MY VOP to submit your servics ests and t th ti ch as wents, new: 3y
a:;;:‘l(c:;-.! app to submit your = requests and to find other information such as special events, news @ v ! CIL- &THEV'IU-AGE THE MAVORAND

VILLAGE councy,
€ vvvor

Want to improve your community? Report an EEl =
issue and watch it get fixed!

Map Satellite

i leeues wen Lakes ()
>
B s |
st End
Code )
Questions & Concerns ifre
& &)
O Aberdeen [
> ) . (+ 1
Pinebitf —_ Ir
- 2
OEub mitted Received Ql 1 Progress
& Powered by Accela Android %, Call :
WWW.VOpNc.org | MYX!O_E 3 2




Measurement, Analysis, &
Knowledge Management



Measurement, Analysis, & Knowledge Management PINEHURST

How de we measure, analyze, and improve organizational
performance and manage knowledge assets?

« How do you track data and information on daily operations and
overall organizational performance? How do you review your
organization’s performance and capabilities?

> 2014 - Implemented Balanced Scorecard (BSC) with Key Performance Indicator
(KPI) worksheets; Implemented Quickscore software

> 2015 - Added five year projections to KPI worksheets; Began segmenting data
and benchmarking

» 2016 - Began holding Senior Leader Quarterly Strategy Sessions

> 2017 - Overhauled Department BSCs

> 2018 - Provided Quickscore input access to all departments

N
gt
‘\‘i\f@‘s

W
\\‘\\‘Q\WX§

g
w7 A

34



Segmentation and Benchmark Comparisons

Employee Mean Rating — Overall, | like my job

6.0
g 50
S
=L
=
2 40
=
7]
b=
Z 30
=
=y
@
@ 20
=
=

1.0

FY15 FY16 FY17 FY18
mmm Management Staff
E— Supervisor e \/OP Mean
VOP Benchmark Percentile

100%

80%

60%

40%

enchmark Percentile

20% 2

0%

18965

VILLAGE OF

PINEHURST
oy

-

% of residents satisfied with Village communications

100%

95%

90%

85%

80%

75%

70%

FY18 FY19 FY23

mm 45-54 years
e \/OP Total

FY13 FY14 FY15 FY16 FY17

mmm 18-34 years 35-44 years
m— 55-64 years m— G5+ years
= == ETC Benchmark Group === Peer1

35



Measurement, Analysis, & Knowledge Management PINEHURST

-

SO HOW DID OUR NEARLY Yo POSSIBLY SOME

PAIGN DO? EAT! OF % CLICKED []OF THEM ON
CAMPAIG GREN ONOURAD. || PURPOSE.

WHICH BEAT AND EXCEEDED (| DIDITACTUALLY YOUR GUESS IS
ALL OUR THE INDUSTRY DRIVE ANY AS GOOD AS

BENCHMARKS. AVERAGE. SALES?

/

MINE.

® marketoonist.com



Workforce



Workforce PINEHURST

How do we build an effective & supportive workforce
environment and engage the workforce?

« How does your workforce performance management system support
high performance and workforce engagement?

> 2014 - Launched emPerform electronic employee performance reviews and
integrated core values

> 2016 - Implemented Village-wide reward and recognition programs (ACE)
> 2017 - Integrated leadership attributes into emPerform
> 2018 - Implemented succession planning

38
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VILLAGE OF

PINEHURST
Workforce i

-

Succession Planning Template

Position: Assistant Village Manager for Administration

Incumbent: Matalie Hawkins Distinguished Demonstrates at all times & teaches others
Criticality: Fully functional in 6 months Proficient Demonstrates at all times

Responsibility:  Village Manager Developing Demonstrates on occasion

Successor Name: Employee 1 | Employee 2

Readiness: +5 Years Now

Leadership Attributes
Commitment

Communication

Confidence
Creativity

Delegation

Develops Others

Flexible Approach
Honesty

Inspiration

Interpersonal Skills

Intuition
Knowledge, Skills, Abilities

Considerable knowledge of the theory, principles, and practices

of public, municipal, and budget administration.

Considerable knowledge of the laws, rules, and regulations which
apply to policies and practices in the municipal sector.

Considerable knowledge of the principles and practices of
leadership and supervision including communications,

motivations, performance coaching, and conflict resolution.

39
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Operations PINEHURST

How do we design, manage, and improve services and
processes to ensure effective management of our operations?

« How does your day-to-day operation of work processes ensure that

they meet key process requirements?
» 2014 - Created process maps of key processes
» 2015 - Code Enforcement BIRDIE; Contract Management ACE
» 2016 - Yard Debris BIRDIE
» 2017 - Complaint Management BIRDIE; Implemented SIPOCs (Suppliers, Inputs,
Process, Outputs, Customers)
> 2018 - Permit & Inspections BIRDIE; Supply Chain Management ACE

41
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VILLAGE OF

Key Work and Support Processes PINEHURST

BSC Goal Key Work & Support Processes

Police services

Goal 1 - Safeguard the Community : :
Fire/rescue services

Code enforcement

Goal 2 — Ensure an Attractive Residential Community Permit processing .
Example SIPOC Diagram

Building inspections

Goal 3 - Ensure a Thriving Business Community N/A (Suppliers )(_Inputs )(_Process )(_Outputs )(Customers)

Goal 4 - Provide Multi-Modal Transportation Systems Street and ROW maintenance [‘é‘;ﬁ’nelshop ff;tffj J/\(M‘;gegf Wits J
Goal 5 - Protect the Environment Refuse collection e
Goal 6 — Maintain an Active, Healthy Community Recreation programs and events Making

Communications Coffee

Goal 7 - Professionally Manage a High Performing Organization

Board management -
Boll watar Add coffee to A(tid l)tcnlmg Shrva
a . mn water to mug
Goal 8 - Attract & Retain an Engaged Workforce Human resources services e ’

Financial services

Facility and grounds maintenance

Goal 9 — Maintain a Healthy Financial Condition
Fleet management

Information technology services

42
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7 KEY Lessons Learned PIN EiUR ST

-

1. Get Council/Board and upper management
support - involve them early and often

2. Take baby steps and pace yourselves —

- I T I
R @ ® © © © © © ©
_ L e gy
o ‘g™ = T TTETYTTT
m : ; 1 : .;...I.J ; ] ;J == :
® © ®© ®© © © © ® © ®© © © ©

3. Focus on what is KEY

44



7 KEY Lessons Learned PIN EiUR ST

-

4. Consistently engage in two-way communication
with management, employees, and the public .l 2
about continuous Improvement

5. Allocate resources for learning and progression

6. Continually seek integration to reinforce
concepts with the entire workforce

45




7 KEY Lessons Learned PINFHURST

Malcolm Baldrige

National QualityAward

It's about moving from good to great. It’s about
continuously improving. It’s about better servin

your customers. It’s about achieving excellent results. y



How You Can Get Started



Getting Started PIN EiUR ST
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« Download the Framework (68 pages) or Baldrige
Excellence Builder (24 pages) at www.nist.gov/baldrige

 Expose management and other leaders to the framework
« Complete a self-assessment

« Become a state or national examiner

« Work with a performance improvement coach

QLTSI Are We Making Progress?

48
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Wrap Up/Evaluation



Wrap Up/Evaluation PINEHURST

4 KEY Objectives - Did We Accomplish These?

1. Provide an overview of the Baldrige Excellence
Framework

2. Share how we have used the framework to improve
our performance

. Share our lessons learned
4. Share how you can get started

D —
p’f«p Plus — What worked well? . elta - What .ShOUId .we do
) ) , differently next time to improve?

)

50



Contact Information

Natalie Dean Hawkins
Assistant Village Manager
Village of Pinehurst
nhawkins@vopnc.org
WWW.VOPNC.Org
Office: 910-295-1900 ext. 1103
Mobile: 910-690-7167

51
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