Can evolving past the hierarchy
make us more efficient?

Looks that way

Transforming government
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Topics

» How did self-management come up and why do we care?
» What the heck is self-management

» What has Washington been doing about it?

» So what have we've seen so far in our pilots?

» Tell me more about this study happening in WA

» What does that mean for our future?
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How did self-
management come up
and why do we care?
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Business Problem

How can WA be a relevant

employer that attracts the next EOC Strategy for IT
generation of top talent? o A structure that makes sense
What the workforce expects today e A space that inspires
Flexibility in Personal and e Hiring process that gets the right talent
|

how they work professional
(88%) growth (#1

oAn empowering environment
turnover reason)

A sense of

purpose Autonomy (79%)
(64%)

eA talent pipeline that creates supply

@m

*Forbes, 2020 Workplace, HBR, & others
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What the heck is self-
management?
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N .\ ﬁl _ Y ' U.S. Processing Tomato Production History
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Adaptable organizations that empower

A World Without Managers: Learn What the
Future<3fVVorklgaokleke

OBER 10, 2043 - 6 MINUTE READ - POSTED BY WENDY

The Future of Management Is
... First, Let’s Teal

Organizations are moving forward along an evolutionary spectrum, toward self-
management, wholeness, and a deeper sense of purpose.
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Self-management basics

» Hierarchy » Self-organization
» Command and control » Distributed authority
» Focus: organizing people » Focus: organizing work
» Decisions made depending » Decisions made depending
on level on role
» Intelligent design » Evolutionary design
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Empowerment Mechanics
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Empowerment Mechanics
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» Purpose: Technology that enables customers to transform their business
» Purpose: Transform citizen's experience with government

» Purpose: Transform the citizens experience by providing mobile, modern,
accessible, and usable websites and applications
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Washington Tech IgySI




What is Self-management?

» Adifferent way to organize around work
» Role based
» Focus on purpose

» Authority is granted through roles
iInstead of managers

» It's still about getting the work done

“Unfortunately, no one can be told what self-management is. You have to see it for
yourself’
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What has Washington
been doing about it?
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Organizing the work

§ Michael DeAngelo

0 0 )

= e-gov
Lead Llnk Purpose: Transform government through technology and culture

= Agile Advocate

E Business strategy

E Cloud Advocate

E Contract Liason

= Holacracy and Leadership Coach
= Holacracy Implementation

B Lead Link

E pencil Whip

E Space Ace for Enterprise influencer

E wecords Wangler

H \WaTech
H \Web Services & UX

» Clear roles, purpose, accountabilities

» Roles and accountabilities
established in “Governance” meetings
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So what have we've
seen so far in our pilots?
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Cycle Time
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Empowerment

~ 90%"

60%

Employee's
confidence in their
own ability to
resolve
impediments

Empowerment metric

.

n

45
3 ||| i | |




“If | need something done to make my job
easier, | get advice and then I just do it.”

“l make decisions and take actions at work the
same way | do at home. It’s natural. o

5" ~+

“After working this '*.
way, working in a
hierarchy feels
caveman-ish”

C Washington Technology Solutions
“the consolidated technology services agency -RCW 43.105.006"




“Self-management has ruined me. | no longer want to work
in an organization that practices hierarchy”
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Tell me more about this
study happening in WA
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Broader experiment

» This works for one team but does it work if
scaled out?

WaTech

Washington Technology Solutions

HARVARD
BUSINESS ¢
SCHOOL

¥

QWaTech
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The experiment

£ WaTech

Comparison




Data collection

Quantitative data collection

- Employee survey data of both the Treatment
and the Comparison group

- Demographic data
Performance data

Qualitative data
- Employee interviews
« Team monitoring

Twelve month data collection period

Q WaTech
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Phase 2: Run and grow capacity

Phase 2: Epic 3: Initial
Run and workshop on
Issues
Phase 1: grow
Initial Launch capacity
Feb - May June | July | Aug | Sept | Oct | Nov | Dec | Jan | Feb | Mar | Apr | May | June | July | A
We are here
Epic 1: Identify Epic 2: Create
Performance and capacity to » Phase 3: Review and
Maturity Rubric monitor and publish results

measure circles

Washington Techn ology Solutions
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Level 4

Level 3

Level 2

Level 1

Level 0

WaTech

Washington Technology Solutions

Self-Management Team Maturity Rubric

Challenges & Operations Automatic. Peer to Peer Roles & Actions Purpose IS
Builds Deep Meeting is Clear Natural Replaces Lead Accepted & Gﬁg.lre
Structures Purely Fallback Processes Authorities Organic
Self-
Disciplined Process from Conversational Delegates Decisions Made
Governance, Roles/ Clear Framing & Authority to from Role %ﬂ;ﬂlﬁgﬁ
Complex Expectations Process Roles Authority
Issues
: . . : Conflict Organizational
Clear Actions Clear Actions Some Process Wield Authority Reconciled Purpose Clear.
Replace Other Replace Other Framing. Me from Roles not Between Roles/ Team & Roles
Meetings Meetings g Messy- Hierarchy
Old Norms Undefined
Going Through Going Through Ew::g Team Acts Former fo
the Motions the Motions Consistency Hierarchical * Norms/Leaders

Governance

Operations

Facilitation

Empowerment

Decision
Making

Focus on
Purpose



Holacracy Circle Maturity Dashboard
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Holacracy Organization

WaTech
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\What does that mean for
our future?
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Self-management future in gov?

» Don’t know...
» Goals
» Get scientific data on the difference between hierarchy and self-management

» Pose the question: Should we looking into self-management as a way to make
government more effective for our citizens?

{ WaTech
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If we did move forward what would we need to do?

» We would want to implement at an organizational level
» Figure out if our class/comp system would need to change

» ldentify how our HR processes (hiring, firing, leave approvals, PDPs, etc) would need
to change

{ WaTech




For now we'll have to wait to see the results

C Washington Tec logy Solutior
consolidated technology services agency -RCW 43.105.006™




In the meantime, you could educate yourself on the concepts

» https://egov.watech.wa.gov/blog/ T]EAM
» Follow on Twitter: @egovwatech OF

@ee TEAMS

» Other resources:

https://app.glassfrog.com/roles/52013/role _notes/2951 McCHRYSTAL
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https://egov.watech.wa.gov/blog/
https://app.glassfrog.com/roles/52013/role_notes/2951
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michael.deangelo@watech.wa.gov

OFeqO

Michael’s blog:
https://egov.watech.wa.gov/blog

E-gov website:
https://esov.watech.wa.gov

Follow us @egovwatech
Follow me @Mikel DeAngelo
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