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HANOVER COUNTY — IMPROVING SENIOR LEADERS’ COMMUNICATION, COLLABORATION
AND WORK PROCESSES

Category: Information Technology

SUMMARY

Several communications and performance reporting challenges faced senior leadership in Hanover
County. Communication with Senior Leaders for weekly briefings, performance measures, and Board of
Supervisor Initiatives was performed in a multitude of ways, formats, and locations. [n addition, the
County has numerous processes that are labor and paper-intensive. By taking advantage of a new
Microsoft Enterprise License Agreement and adopting the Microsoft SharePoint web collaboration
platform the County has been able to provide a consistent method for senior leaders to: communicate,
collaborate, submit performance measures, improve departmental processes, and save on printing
costs. The Information Technology Department (ITD) analyzed SharePoint failures and successes to
learn the critical success factors for adopting this new technology. Some of the critical success factors
included: 1. Take the time to find the appropriate business applications for the tool; 2. Work closely with
customers to understand their business needs; 3. Educate the customer on how they can use
SharePoint to get their work done in a more effective way. ITD developed a repeatable process for
rolling out SharePoint, and worked with County senior leadership to construct a SharePoint web site for
Department heads. This has enabled County executives to establish uniform processes for collaboration
and workflow and establish consistent methods for accessing and reporting information on performance

measures, issues, and leadership topics.
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SITUATION

There were several opportunities to improve communication and collaboration for Senior Leadership in

Hanover County:

e Communications with Senior Leaders for weekly briefings, performance measures, and Board of
Supervisor Initiatives was being performed in a multitude of ways, formats, and locations.

e Many reporting and collaboration processes were labor-intensive and/or paper-based

e Email was overused as a collaboration tool

e Remote (internet) access to documentation limited

e Use of complex shared file server folders made it difficult to find information

Some examples illustrating the need for improved communication and collaboration methods:

e |tis common for documents (e.g., policy updates) to be routed to senior leaders through email for
feedback and review. It is difficult to synthesize and organize all of the material, and depending on
whether or not participants reply all to the message, the feedback may not be visible to all
participants. Multiple conversation threads occur and information may be repetitive.

e Each month Department heads report to County Administration dashboards of key measures for
their departments. The dashboards were created in multiple formats and had to be manually
organized, collated and printed for distribution by Executive Assistants in the County Administrator’s
Office.

e Each week department heads prepare their Weekly Briefs for the County Administrator where they
report on key departmental activities. The weekly briefs are also shared with all department heads.
The briefs were produced by updating a single Word document stored in a shared folder.
Frequently the document would be locked by other users and department heads had to continually

check to see when the document was free. The shared folder where the document was stored was
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also not available for access through the internet; so, department heads had to be connected to the

network to update the weekly brief. Internet access is a need for mobile executives and quasi-

County agencies with limited network access.
SOLUTION SUMMARY

The Information Technology Department (ITD) worked closely in partnership with County
Administration and Senior Leaders to design and implement a Department Heads SharePoint site that
enhanced access, consistency, and ease-of-use for those reporting and receiving critical information.
BACKGROUND/DEVELOPMENT OF THE SOLUTION

In 2008, the County was without a Microsoft Enterprise License Agreement. Products were
purchased a la carte, and Fire/EMS spent approximately $60,000 to purchase and implement a limited
SharePoint (Microsoft’s web-based communication and collaboration suite) deployment which
displayed benefits of the tool to County executives and IT leadership. For example, they began
preparing their dashboard in SharePoint and that idea caught the eye of other department heads. In
2009, the Information Technology department (ITD) moved to successfully negotiate an attractive
enterprise license agreement with Microsoft that saved the County $330,000 (over two years) in budget-
strapped times, and significantly increased the range of availability and functionality of Microsoft
products to the County, including SharePoint. SharePoint could now be deployed across the County
without additional licensing expense. Later that year, ITD created a SharePoint team (a Deputy Director,
a Project Manager and a Systems Engineer) who analyzed best and worst practices for deploying
SharePoint. They learned that SharePoint improperly deployed in an enterprise results in “software
kudzu,” an unmanaged tangle of websites, but properly deployed—focusing on the things that
SharePoint is good at (collaboration, document workflow, and communication)—it can be a real benefit.
They assessed that with the right effort the tool could help departments and other work groups (e.g.,

communities of practice, communities of interest and project teams) improve their processes. After
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testing the tool with an ITD department site, the team developed a repeatable process that included
assessing a group’s work styles, communications and collaboration challenges, and designing solutions
to fit their needs. The SharePoint Team implemented a few sites with groups that would realize the
greatest benefits. Groups larger (e.g., over 20 people) and disbursed across multiple locations tended to
have the greatest potential to improve their operations with SharePoint. They leveraged features such
as team calendars, announcements and news to improve department communication. Wikis, document
workflow and discussion threads were used to improve collaboration.

At first adoption was slow and ITD used the time to refine its methods and improve the sites the
teams were using. The biggest challenge was changing people’s work habits away from email.

As noted above, department head processes for weekly reporting and submitting performance
measures were ineffective. One Deputy Administrator saw what Fire/EMS and ITD were doing with
SharePoint and believed that it could be a good tool for addressing some of the Senior Leaders’ process
issues. The SharePoint team discussed this with him and recognized that the department heads
functioned as a community of interest and could likely benefit from a collaboration site. They met with
several department heads and administrative assistants who were involved in the reporting and
communications processes to assess the pain points and identify how SharePoint might be able to
alleviate them. The result was a Department Head collaboration site. It uses the standard features of
other team sites, such as announcements/news where department heads can post items of interest to

other department heads instead of using mass emails.

Page 4 of 8



HANOVER COUNTY — IMPROVING SENIOR LEADERS’ COMMUNICATION, COLLABORATION
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3 Al Sites v F)
fﬁ Department Heads
stment Heads
Vew All Site Content . ts . i
Weekdy Brief
Dashboard: Judgeship S/20/2011 11:47 AM Staff Directory Search
by Chakley, Tro Staff Drectory Update
Initiatives Cheef Deputy Commonaeaith's Attorey, Shannon O, Hoehl, wsdecmdvsmdavbvhcuuuwmﬂh vacancy n the 15th Te ¥ Traimng Hub
Documents Judicial Distnct pivende and domesbe relations court. Vhle she will be greatly mssed by my office, this honor, echnolog
IT Project Governance Site
Contact List Financial Policies 5/17j2011 12:33PM
Photos by Seay, Kathy Add new link
Proposed Financial Pobcy amendments and Voluntary Wireless Stpend Guidelines are avaiable for reviesy and comment. See Documents Library
Tasks on OH Sharepont site. Please send any feedback to Kathy Seay by Frday, May 20. Thanks.
Team Discussion
Sites
People and Groups Add new announcement
SiSnance B Upcoming Events
5/25/2011 6:00 PM  Board of Supervisors Meeting
5262011 12:00 PM Department Brief Duel
6/2/20119:00 AM  Department Head Monthly Meeting
6/2/201112:00PM  Department Brief Duel
Document collaboration is now done using document workflow and discussion threads, significantly
improving the document workflow and the readability of information. The calendar is used to track
significant events and due dates.
Calendar
New = | Actions = View: | Calendar ~
€ 3 May, 2011 Expand All  Collapse All Tloay {T]week 31| Month
1 2 3 4 5 6 7
Department Head
Monthly Meeting
Department Bnef Duel
8 9 10 1 12 13 14
Board of Supervisors Department Brief Duet
Meeting

The most significant process improvements were to the weekly department briefs and the monthly
dashboards. Weekly briefs are now kept in a list so authors are not locked out by other users. Size
limitations have been placed on the lists to ensure that the comments updates are brief and to the
point. The list items are easy to sort and filter making it easy to view items for a single department or

group of departments. Finding historical items is also much easier because of the filters and powerful

search features.
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Weekly Brief
Goal -
To share nformunonfrom adepamnemal perspective that can serve cther senior leaders in better understanding County scope of operations for current issue; provide new ideas
of cost and/or service provision that other senior Ieaders can deploy in their departments; and general information that meet the "quidke
conversaton in the hal lway philosophy in appnsing others of simply “what's going on”. In order to adhere to weekly bnef goals, an assigned person in each department should
provide the weeldy bnef and in their absence, assign such task to others in the office. In addition, in order for bnef to best be utilized entity-wide, 3 goal to ilustrate informaton in
3 “bnef” format {no more than a few bullets) wil help accomplish this goal.
New ~ | Actions v ‘/rniomentlleek id
@ Department Functional Areay’  Date
W Commurucatons  Pubke Safety 5/19/2011 - Meeting with Asst County Admin, Deputy Drector and
Support Manager to discuss outstanding issues regarding
projects
- 3 trainees still progressing - 1 near releaswse
- Attended HSO Memorial breakfast and awards ceremony
-AmﬂanPCOSmmCmfermnVABead'Maﬁ Fri)
- Dept Performance Evaluations have begun
- Approved for Director to transition to part-time to firash
radio project autstanding issues.
j Buiding Public Safety 5/19f2011 Richard is at an energy trainng dass in Tidewater Thursday and Friday of this week.
Inspectors
Preseason inspections of Kings Dommion Yater Park have begun.
3 FrrefEMS Public Safety 5/18/2011 o The Department has recently certified 6 individuais as Scott Aipack technicans, This certification i aliow us to repair our ovwn breathng
apparatus and reduce out of serve times and saving money on repars.
o The Technical Rescue Team’s Zodiac boat is now n-service. wmmmkmmmwmwmmmm
public safety.
oFire hal's Office f that d in the hotel arson fires and uitmate arrests were made, were recognaed by the Ashiand
Police Department.
« Battaton Chief Chns Slemp has been nominated to an Code Coundl ittee postion.
o Chief Carneal has been woridng with the Town of Ashiand to secure grant funding to install 3 new AM 1700 Emergency Sign within the Town
Emits. Installation shouid occur over the next coupie months
« Ve have reviewed the CISCO router for mobie use and feel the InMoton device 1s best suited to meet the department’s needs. We will begin
discussions »vth InMotion and county IT to make sure everyone s comfortable with ths option.
« EMSTS (Natonal EMS Informaton System) V 3.0 s scheduled for release sometime m the middle of the year. Our software vendor s awvare of
the changes for EMS reporting,
» After meeting with FIRE Records at Zol, repairs were d to our ft The repair is scheduled to fix i
problems «with the sofbvare.
-Bothther#:sdaoolw@hﬁe@wm&ewmwnmmommﬁevmm This will result n
graduations over the next month or so. Enroliment for the next regular academy 1s about to open with a projection of as many as 25 candidates
planning to enrol for the next schoo! year.
oWemmmwukmmoﬁummWWdeevdopawmver&mtmdd As of this week, we are finalzing the
model and hope to start running reports against next sveek. This is in an effort to develop a Standards of Cover Document by mid-August. One
of the key changes wil be the way ive maasure our performance indicators, We currently measure the time from dispatch unti the arrival of the
ﬁrfstmg’ﬂer\ewnndd(asmecﬁedbymmwform:sﬁewm:mmﬂsformmmefrmheﬂﬁalsucalmﬁmemal
of the first unit.
+ Our Tedhnical Rescue Team was well represented at the Dvsion 1 Techrecal Rescue Teams 2011 Rescue Challenge. The teams performed wel
and acoomplished all assigned tasks, Teams throughout the State of Vingima and Maryland partidpated in the tramng event,
| Arimal Control ~ Public Safety 5/19/2011 ouelty calis continue to mcrease this tme of year.

Dashboards are also now consistently formatted and stored in the SharePoint document library.
The filtering features make them easy to find and sort through. They no longer have to be printed to be

distributed, saving a lot of paper.

Dashboards
New = Uk~ |~ Actons * Vew: (Al Documents _~]
Type  Name Department Functional Area " Month Yex |
m Assessor Dashboard April 2011 Assessor's Office Admirustration April 2011
“X] 8P Dashboard Apr-1t Bulding Inspectors Public Safety April 2011
"M CCPDashboard Apni 2011 Commursty Correcbons Public Safety Apri 2011
ﬂ Community Resources April 2011 Community Resources Human Services Rpri 2011
"X}  Dashboard - Health Department Apni, 2011 5-16-11 Heaith Department Human Servicas April 211
"X}  Dashboard April 2011 Pubiic Utities Community Development Apri 2011
"]  ECD Monthly Dashboard Apr 11 Commuracations Public Safety April 2011
BENEFITS

Enhanced access, consistency: Senior leader reporting, communication, and collaboration are

performed uniformly across the County.
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Ease-of-use and Accessibility: The tool is easy to learn, integrated with other Office products and
accessible (using an ID and password) via the internet, so agencies with limited access to the County
network, or busy mobile executives can access the site from wherever they are working.

Innovation and Adoption: As Department heads have begun using the site they are finding other uses

forit. For example, County and Board of Supervisor initiatives are now also tracked on site as well.

Goal
Board inibatives represent Board of Supervisor adopted inthiatives that are first proposed by the Coumy Administrator in conjunction with the proposed budget for the next fiscal
year. The County Admimistrator and senior leaders formulate these proposed throu; with depar key service providers and anticipated issues that the
County will be facing. This enables the nmahvs to be pro-active in many cases and with the r presemztmn as part of the budget process; any inthatives that require funding are
aiso funded in any proposed bud ation instatives rep | d by the County Administrator throughout the year that reguire extensive staff
resources, future Board action, and/or careful strategic deliberation in achieving goal. Other intiatives may be noted in departmental SharePoint sites as therr goals and outcomes
are more focused on applicable departmental resources.

New = |/ Upload = = Actions = View: Al Domnaas _v_
Type Nome Initiative Initiative Type  Department Modified Modified By
= Type : Admini ioa (2)
3IFY: (D)
(_El_] €S8 Group Homes Develop publc-pnvate partnarship process for CSB Group Homes Admusstrabon  Commurity 3f22j2011 1:16 PM Garman,
Services Board Trish
@] Strategic Plan Overal Strategic Plan Strategies Admirstraion  County 4/28/2011 6:20PM Baumbach,
Administrators Kirk R.

3 Initiative Type : Board (17)

JFY FY12(8)
C!] 2011 DPU Inttiative Enhance economic development potential in suppert of the Board Public Utllites 4/13f2011 4:00 PM Shirley, Sara
Form Comprehensive Plan's Rt 33/1-295 corvidor via mtiatng construction of H.
water and wastesvater faciites
) Business Districts - Update the subdivision ordnance Board Planning 5/13/2011 4:46 PM Mils, Shariee

Status Report - 5-11-
i1

The implementation of the Department Head site has also had additional benefits by helping to
increase overall SharePoint adoption and spark innovation within departments. As people have learned
about the products capabilities, they are finding other ways to improve communication and
collaboration. Use of the Department Head site has increased SharePoint usage and requests for new
sites. Some examples of successes include:

e The Sheriff's Office makes SharePoint available in patrol cars for deputies to access reports and
information they need while on the road

¢ County Administration is piloting the tracking of citizen calls and requests

e |TD has implemented Project Management Methodology and Project Governance using SharePoint
sites. All IT projects are now tracked in SharePoint and the prioritization process leverages features

of the tool.
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anover IT Projects
List of acthe and pending IT projects avaiable in a variety of views.
New <~ | Actions ~ Settings ~
ID  Task Name Project-Status  Modified Project Mgr  Comm_of Interest Department Steward  Start_Date Finish_Date
"3 171 Replace CADMeppng  Cydical replacement of CAD mappng  In-Progress 5/18/2011 3:02PM  Schaffranek- Justce 8 Pubbc Emergency 12/1/2010 12:00 AM  12/30/2011 12:00 &
Servers and ProQA hardwmare (CADOS, Troy Safety Communcations
CADOSHA and CADOST)
3 70 SFTPsite FTP sita for mortgage info and InProgress 5/18/2011 3:01PM  Schaffranek- Enterprise Treasurer's Office 114/2018 1200 AM  6/1/2011 12:00 AM
deliquent real estate collections Troy Sokstions
j 169 Replace CSB server Cydical replacement of CSB harcivare  In-Progress 5/18f2011 3:01PM  Schaffranek- Health 8 Human HCSB 9/30/2010 12:00 AM  4/29/2011 12:00 AV
hardware and swhie upgradng software levels and Troy Services
vrtualee vriusiong the server,
3 189 Upgrade the IT Correction: Cydical Replacament of InQueve for  5/16/2011 8:42AM  Garman- Enterprise Information 7/1/2011 1:00 AM  6/30/2012 12:00 AV
Support database the SUPPORT (SQL DB and App) Initiation Trish Sokutions Technology
server Server.
Ungrade server to Server 2008R2
from Server 2003 which no longer has
Microsoft manstream support
:a 186 Upgrade the D C jon: Cydical of InQueve for  5/16/20118:41AM  Garman- Enterprise Information 7/3/2011 12:00 AM  §/30/2012 12:00 AM
Imagng (Laserfiche) DOCIMG (Laserfiche) Server. Initiation Trsh Solutions Technology
Upgrade server to Server 2008R2
from Server 2003 which no longer has
Microsoft mainstream support
161 d d L d dreset In-Queuve for  5/13/20113:32PM  Johnson- Enterprise Informaton
Reset System process to ebmnate approximately Insiaton Buddy Sokutons Technology
20% of al IT Requests.
3 52  New Financlal System  Current system does not meet al Requested 5/13/2011 11:12 AM  Mayhew- Enterprise Finance 7/2/2012 8:00 AM 11/12/2013 S:00 PM
business requirements., Funding Sandy Solutions
definition v determine where the
92ps in functionality can heip
erhance busmess Y.
Integration with other systems, fixed
asset management, are not
adequate.

Knowledge/Work Sharing/Best Practice Information: The County has formed a SharePoint “Power
Users” group. These are employees within the departments who have been trained in some of the
administrative and management aspects of the tool. ITD has been able to delegate some responsibilities
to the power users, thus saving ITD time for complex requests. The group meets on a regular basis and
shares ideas of how they have used SharePoint to improve their department’s processes. In addition,
many power users and IT team members participate in and have presented at a regional SharePoint
user’s group to gain further knowledge of best practice usage for the tool.

CONCLUSION

Hanover County’s successful SharePoint implementation can be attributed to learning what other
companies have done well, and adopting those practices while avoiding their mistakes. Taking the time
to find the right uses, working closely with customers to understand their needs, and finding ways to get
work done in a more effective way have proven to be the keys to increasing adoption/utilization. Real
savings and value have been realized through: reduced printing, productivity gains from collaborative
processes, consistent/uniform communication among senior leaders, and making information easily

accessible to those who need it.
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