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Category:  Human Resources & Education








State:  
      Montana

1. Program Name:  Mosaic Manager Development Program

2. Administering Agency:  Department of Labor and Industry 

3. Contact Person:  Kelly Chapman, Public Relations Officer

4. Address:  1327 Lockey, PO Box 1728, Helena MT 59624

5. Telephone:  (406) 444-1520

6. Fax Number:  (406) 444-1394

7. E-Mail Address:  kechapman@state.mt.us
8. Description of Program:  The Mosaic Manager Development Program has served as a vital component for succession planning and has developed a pipeline of potential managers and leaders that trust and support the Montana Department of Labor and Industry’s culture of customer focus and continuous improvement. Through this development process, the Department is creating a lasting leadership legacy that will continue to thrive through leadership changes, legislative budget cuts, retirements, and program changes.  

9. How long has this program been operational?  Mosaic Manager has been in place in the Department of Labor and Industry since 1999.

10. Why was the program created?  The Mosaic Manager curriculum was originally selected as the tool for the Department’s continued cultural development; the results were amazing and it became readily apparent that this curriculum could also effectively address the Department’s need for succession planning for the future of the Department.  

Like most government agencies, in Montana and nationwide, the Department is on the verge of a major shift in its workforce.  The average employee age in the Department is 47.9, with 11.4 years of service.  However, approximately 25% of the Department’s workforce is over age 55 and 12% of the department’s workforce has over 25 years of service.  In management positions, such as bureau chiefs and administrators, the average age is 52 with 22 years of service.  Employees in positions and grade levels most likely to qualify for these leadership positions share almost identical demographic characteristics as current leadership - which equates to a leadership crisis.  

While the Department’s leadership team knew succession planning would be key to managing the future shift of Department leaders, they wanted to prepare likely successors with more than the nuts and bolts of management.  They wanted to develop managers who walked, talked, and breathed the Department’s core values of customer focus, individual responsibility, individual growth, ethics in the workplace, and continuous improvement.  They wanted managers that knew how to effectively work with all people and could elicit high quality performance through leadership and example.  They wanted to infuse future leaders with the ability, opportunity, and desire to build positive commonality in an environment that fosters growth for all who want it.  

The philosophy behind this program is to develop, rather than “train”, and to date, approximately 12% of the Department’s workforce has been developed for future opportunities.  Training connotes a one-time event, but this program is designed as a development program – one that is ongoing, customized to the needs of the department, and one that can be continued independently upon completion of the program.

11. Describe the specific activities and operations of the program in chronological order.

· Chronology of Mosaic Manager Curriculum:

During the course of monthly classes held during a one-year time frame, participants engage in discussion, exploration, and learning in the areas of Personal Effectiveness, Igniting Group Performance, Generation Gymnastics (effectively leading workers and forming teams with staff from different generations), Harnessing the Power of Collective Emotional Intelligence, Dimensions in Leadership, Capacity Coaching, Developing Talents, Navigating Conflict, and Focused Management.

· Chronology of Implementation into the Succession Plan for the Montana Department of Labor and Industry

· Spring 1999 – Discussions began with Wendy Samson, Professional Development Coach, to strategize ways to bolster the organizational culture of the Unemployment Insurance Division. Discussion continued through the summer of 1999.

· October 1999 – The first Mosaic Manager class begins.  Participants are members of the Unemployment Insurance Division’s management team.

· March 2000 – Mosaic Manager is offered to members of the management team for Workforce Services Division.  17 managers and leaders from this Division are selected.  The response is overwhelming, and additional classes are scheduled.  From this point on, this class is known as Mosaic Manager I.

· March 2001 - Mosaic Manager II begins with 14 members of the Workforce Services Division management team.

· March 2001 – Mosaic Manager I graduates.

· July 2001 – Mosaic Manager III begins with 16 participants from Workforce Services Division and Centralized Services Division.

· October 2001 – Mosaic Manager IV begins with 19 management prospects from the Workforce Services Division

· March 2002 – Mosaic Manager II graduates.

· May 2002 – Mosaic Manager V begins with 15 managers from the Commissioner’s Office, Centralized Services Division, Unemployment Insurance Division, Employment Relations Division, Business Standards Division, and Workforce Services Division

· July 2002 – Mosaic Manager III graduates.

· August 2002 – Mosaic Manager VI begins with 16 supervisors and non-managers from the Commissioner’s Office, Employment Relations Division, and Business Standards Division

· October 2002 – Mosaic Manager VII begins with 18 non-managers from Workforce Services Division

· October 2002 – Mosaic Manager IV graduates.

· March 2003 – Mosaic Manager VIII begins with management from Unemployment Insurance Division, Workforce Services Division, Business Standards Division, Centralized Services Division, and Employment Relations Division

· March 2003 – Workplace Mosaics I begins. Workplace Mosaics offers lessons in personal effectiveness, conflict management, and emotional intelligence presented without the management focus of Mosaic Manager.

· May 2003 – Workplace Mosaics II will begin.

· June 2003 – Mosaic Manager V will graduate.

· July 2003 – Mosaic Manager VI will graduate.

· July 2003 – Workplace Mosaics III will begin.

· August 2003 – Mosaic Manager VIII will graduate.

· August 2003 – Mosaic Manager IX will begin.

· September 2003 – Workplace Mosaics IV will begin.

· December 2003 – Mosaic Manager VIII will graduate.

· May 2004 – Mosaic Manager IX will graduate.

12. Why is the program a new and creative approach or method?  It is a new and creative approach for our agency because we have analyzed the potential numbers of management and supervisory staff that will be retiring from the agency in the five years, and taken into account the wealth of skills, knowledge and abilities they will take with them.  Incorporating Mosaic Manager into the agency’s succession plan ensures that we have an adequate pool of qualified applicants with the soft skills and competencies necessary to foster the type of culture and environment that drives success in all programs operated by the Department.
13. What were the program’s start-up costs?  The program start-up costs were included with the tuition paid for the first class of participants.  There were no additional start-up costs.
14. What are the program’s annual operational costs? The average cost for a complete Mosaic Manager class is $31,000 for an average class size of 18.  Classes overlap fiscal years, and the number of classes at any one time has fluctuated since inception.
15. How is the program funded?  Each Division in the Department funds tuition for their staff to attend.  Tuition is $1,500 per person.
16. Did this program require the passage of legislation, executive order or regulations?  No.

17. What equipment, technology and software are used to operate and administer this program?  The only technology and software used to administer this program are the normal software used in our daily work, so there was no additional cost.  The contractor (Wendy Samson, Professional Development Coach) provides all the materials necessary for the class. 

18. To the best of your knowledge, did this program originate in your state?  Yes.  Wendy Samson, Professional Development Coach and President of FutureSync, International, developed and administers the curriculum.  

19. Are you aware of similar programs in other states?  No.

20. Has the program been fully implemented?  Yes.

21. Briefly evaluate the program’s effectiveness in addressing the defined problems or issues. The program has been highly effective – at the conclusion of Mosaic Manager 8, 135 managers and potential managers will have completed their training, which provides an impressive pool for future management positions. 
Mosaic Manager has also helped several individuals view growth opportunities other than management in a new light, and quite a few have determined that the best way for them to use their talents in the Department would be to actively pursue opportunities based on their talents, rather than a managerial title. While tradition may espouse that obtaining a management position is the epitome of success, Mosaic Manager has enlightened many to the fact that success comes in many forms and management is not necessarily the pinnacle of achievement.  This perspective has allowed the Department to grow authentic leaders that use their skills even when they are not in an official management position.

The program has been so successful for bolstering the Department’s culture that a line staff version of Mosaic Manager (called Workplace Mosaics) has been implemented to allow everyone the opportunity to increase their personal effectiveness.

22. How has the program grown and/or changed since its inception?  With each session of Mosaic Manager, our contractor, Wendy Samson, is able to continuously improve the educational experience to meet the needs of the particular group of people in each class.  

23. What limitations or obstacles might other states expect to encounter if they attempt to adopt this program?    The curriculum is copyrighted by its developer, Wendy Samson.  Other states may face increased costs and scheduling obstacles by bringing Wendy from Montana to their location.  
