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What Week is This?





“We found relationships 
between HR 
management 

effectiveness and  
productivity, cash flow 

and market value”

Huselid, Mark A.; Jackson, Susan E.; and Schuler, 
Randall S., “Technical and Strategic Human 

Resource Management Effectiveness as 
Determinants of Firm Performance,” Academy of 

Management Journal, 40:1, pp. 171-188, 1997

What Does the Research Show About              
HR’s Impact on Business Outcomes?

“Measures of accounting 
profits or cash flow were on 
average in firms having HR 

practices one standard 
deviation above the mean on 

dimension such as HR 
effectiveness”

Gerhart, Barry; Wright, Patrick M.; McMahan, Gary C.; 
and Snell, Scott A. “Measurement Error in Research on 
Human Resources and Firm Performance: How Much 

Error is there and How does It Influence Size 
Estimates?” Personnel Psychology, 2000

“Companies in the top 
quartiles of EX developed 

more successful innovations, 
deriving twice the amount of 

revenue from their 
innovations as did those in 

the bottom quartile”

Yohn, Denise Lee. “Engaged Employees Create Better 

Customer Experiences.” Harvard Business Review, 

April 5, 2023

Private Sector



What Does the Research Show About                     
HR’s Impact on Business Outcomes?

Public Sector

?



Background
Research question: 

Do effective HR practices positively affect residents’ 
satisfaction with quality of government services, confidence 

in government, and quality of life in the community?

Research partners:

• Polco (National Community Survey)
• UKG
• Barrett / Greene



Methodology
• Survey to assess HR policy and practice effectiveness

• Questions – HR mission and policies, recruiting / hiring, retention, 
training / development, technology, data, performance management, 
grievances, comp / benefits, workforce / succession planning, working 
conditions, employee wellbeing, diversity, and labor relations

• Surveyed municipalities where Polco had conducted NCS 2022-24

• 52 responses – scored each survey response 0-100

• Analyzed HR scores with Polco NCS scores – also 0-100

• Interviewed HR directors of highest-scoring cities



Municipal 
customer 

Service

Quality of 
municipal 
services

Confidence 
in municipal 
government

Quality of 
life in the 

community

Employee performance management

HR staff capability

Employee well being

Recruiting and hiring

Compensation and benefits

Results
Statistically significant positive correlations between                                          

specific HR practices and resident satisfaction
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The Effective Practices



Performance Management
Ongoing communication between manager/supervisor and employee to 

accomplish organization’s strategic objectives 

• Limit the number of goals and link to strategy
• Conduct periodic evaluations and monitor compliance, with more frequent 

performance check-ins

• Conduct stay chats/interviews
• Recognize superior performance, but address poor performance / 

discipline, especially during probation

“How can I, as your supervisor, better enable you to carry out your mission?               
Is it education? Training? Direction? Or is it just staying out of your hair?”



Recognition

When employees 
believe they will be 
recognized, they are 
2.7 times more likely 
to be highly engaged

Quantum Workplace



Recognition “Without Spending a Dime”

• Recognize employee 
achievements at staff meeting

• Surprise employee with Post-it 
note of thanks

• Put thank-you note on 
department bulletin board

• Compliment employee within 
earshot of others (and word  
will spread)



Recognition “Without Spending a Dime”

• Mail handwritten note to   
employee’s home

• Send department-wide email  
praising employee or team

• Start meetings by recognizing 
employees and ask employees 
to recognize each other

• Pull employee aside and ask for 
her/his opinion



Recruiting and Hiring
Streamlined process, positive branding, mobile-friendly applications and 

communication with applicants throughout the process

• Aggressively market opportunities – purpose / fulfillment

• Eliminate degree / experience requirements, focus on 
skills and OJT

• Monitor time-to-hire and hire quality – and then act

• Apply technology

• Communicate about the process

“We put the dates of everything, from the written test to the physical test                                            
to the interview in the posting. That way, candidates know to set aside time,                                                

and they know exactly when we know we’re going to hire.” 



Government Needs a Branding Makeover

“Recruiting Talent into Government:                                                              
Ditch the Jargon and Focus Instead on Purpose and Meaning”



What Job Seekers Want
• Jobs posted on job boards – with 

appealing descriptions

• Apply in 30 minutes or less – on 
handheld device

• Confirmation in one day

• Follow-up in two weeks

• Self-schedule interviews
Employ, “Examining Employer and Job Seeker Realities in the Current Job Market” 



Job Ads
This?

• 39 job responsibilities and 23 requirements

• Include, but not limited to, stooping, kneeling, crouching, squatting, twisting, 
crawling, and lifting. Required to use hands to finger, handle, or feel objects. 
The employee is frequently required to stand, walk, sit, reach with hands and 
arms, climb, or balance. The position is required to be exposed to darkness. 

Or This?

“Join our dynamic team and be part of an organization that values your unique 
talents. Experience a fulfilling career where you can make an impact and thrive 
alongside a community of like-minded individuals. Take advantage of this 
incredible opportunity.”
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Definitely Not This! 



Actual Employee Reviews – These? 

1.0  Horrible Department

1.0  Miserable place to work

1.0 Join for the mission and leave because of management

1.0  Very stressful and unfair environment

1.0  Not a good place to work at



Or These? 

59% of job seekers would not apply to an organization with a bad reputation
– even if they were unemployed!

5.0  Loved it! 

5.0  Perfect Place to Work

5.0  Fun management! 

5.0  Great environment and people 

5.0  Love working here

5.0  Great agency

5.0 Working with people who are as passionate as I am



Interview Self-Scheduling

Candidate chooses any open interview time slot



Expand Talent Pipelines

Where feasible, assess candidates 
based on skills and abilities,                         
not academic qualifications                             

or years of experience

Mine the workforce to find critical 
skills in unexpected places 



Compensation and Benefits
Regular market surveys, total compensation, decompressed pay

• Design comp/benefits to respond to generational needs (e.g., provide new employees 
with immediate vacation and sick leave)

• Calculate and communicate total comp

• Regularly assess pay equity

• Provide hiring and retention bonuses

• Simplify classification systems

“Our classification system was reformed to reduce 16 steps to 8. This can reduce the turnover 
of young employees. Research pointed out the importance of keeping a new employee for 

four years, which exponentially increased the odds they wouldn’t leave.” 



HR Capability
High-performing HR departments: staff members who have the                 

right motivation, attitude, skills, education and experience

• Assess competencies and strengths of HR staff
• Fund and support training (e.g., soft skills, conflict resolution), certifications, 

cross-functional learning, staff rotations

• Provide onboarding that connects HR staff to mission and strategy

“Every member of HR, at one time or another, visits departments to help                  
with HR questions and be the face of HR to other parts of the organization.” 

“We’ve done a lot of customer service training.                                                                            
If we see something going wrong, we see what we can do.” 



New Employee Onboarding



Why This Research Matters
• Groundbreaking empirical evidence that HR influences government’s                

“bottom line”

• HR not just a back-office operation

• Bolsters the argument – to leaders – that the workforce is an asset to 

invest in, not simply a cost to be reduced or controlled

• Identifies HR areas that positively impact residents and communities

“The HR team is all about service and we provide that service to the employees                       
so they feel cared for, and it flows from them ot the residents”



“Tell me what you know, not what you think”

“If that’s just your opinion, it’s worth nothing”

It



Employee Wellbeing –
A Deeper Dive

Jana Ventura
Human Resources Director

City of Sachse



Framework of Employee Well-being

INTENT

STRUCTURE

FEEDBACK

MEASUREMENT & ACCOUNTABILITY

LEADERSHIP

CULTURE 

EXPERIENCE 



Employee Wellness. It Matters.

 The employee experience → the community 
experience
 It impacts resident perception of quality of 

municipal services
 It influences trust in local government
 Wellness in the workplace isn’t a perk. It’s a 

strategy
 Intentionality is the difference between 

having a culture and designing one

“A boat doesn’t go forward if each
one is rowing their own way.”
-Swahili Proverb



Culture Committee

Founded in March 2022 –
the great resignation. A 
“COVID baby” if you will

Initiated to bridge the 
information gap between 

executive management and 
employees

Consists of a team of 
representatives from each 

department that meets 
regularly to discuss 

operations, policies, and the 
culture of the organization

Key initiatives led to 
systemic outcomes

Received the 2024 Municipal 
Excellence Award in 

management innovations for 
cities over 25,000 in 

population. The award 
recognized the City for its 

employee culture committee

This has positioned Sachse 
as a pioneer in municipal 

management, contributing to 
the overall benefit of the 

municipal profession



Culture 
Committee 
Outcomes

 Family Care Leave
 Two additional paid holidays
 Tuition reimbursement increase
 Lump sum paid time off
 Increased vacation time 
 “Dress for your day” dress code
 Compressed work schedule
 Robust employee engagement events



Stay Chats

Engaging in 
conversations about 

an employee's 
experience shows 
that we value their 

input

This exercise serves 
as a communication 

offset to 
performance 

evaluations, with an 
alternating cycle 
every six months

Stay chats help 
identify and address 

concerns before 
they lead to 

employee discontent 
and turnover

Regular stay chats 
can help build trust, 
creating open and 

transparent 
communication

“We can’t fix it if we don’t know about it.” 
Gina Nash, City Manager



Stay Chats Secret Sauce

 Train Your Supervisors
 Your supervisors must know how to receive 

feedback for this to be successful
 Do…

 Do be a mentor
 Do assume best intentions
 Do actively listen
 Do ask questions
 Do express gratitude
 Do self-reflect

 Don’t…
 Don’t get defensive
 Don’t overpromise or over-identify
 Don’t be dismissive



Are You Ready For It?

Things to consider:
 Why are you conducting stay chats
 Don’t ask questions you’re not ready to hear 

the answer to
 Be transparent about intent

 Action and accountability
 What are you going to do with the feedback?
 One of the worst things you can do is ask, 

listen, and then do nothing
 Cultural Readiness
 Is your culture open to honest conversations?
 Work on building trust before implementing 

stay chats



What Gets 
Measured 

Gets Done



Sachse Scorecard



Psychological Safety: Level Up Your Leadership

"Between stimulus and response, 
there is a space. In that space lies 
our freedom and power to choose 
our response. In our response lies 
our growth and freedom." Viktor E. 
Frankl 

Emotional 
Intelligence

Extensive training relative to 
emotional intelligence and the 
enneagram

Review personality profiles before 
having hard conversations

Learn how to be effective with 
people who see the world 
differently than you

Focus groups with struggling teams

Change 
your 

language



…. We spend a 
lot of time 
correcting 

behavior - but 
not enough 
time asking 
whether we 

ever taught it 
in the first 

place.

 Employees are humans
 Our mantra is “treat people well while we have them.”
 When an issue arises, the first question is…..but do 

they have that tool in their toolkit?
 Generally, most people want to do the right thing
 It is easy to assume that the correct behavior or 

action is obvious – but maybe it’s not?
 Focus on building capability 



360-degree Support

Employee Assistance 
Programs

Mental Health Counseling
Financial Counseling
Texas Blue Chip for Public Safety
No cost and 100% confidential

Employer Wellness 
Programs

Incentivize preventative exams 
using PTO and financial incentives

Onsite Biometric 
Screening and Flu Shot 
Clinics
Make biometric screenings and 
annual flu shots an easy choice 
with an onsite, no cost options
Participation earns wellness plan 
rewards

Paid Family Care Leave

A family care paid leave program 
that provides a six-week paid 
leave benefit that is available 
immediately upon hire
This time can be used for 
maternity/paternity leave, caring 
for a family member as approved 
by the FMLA, miscarriage 
recovery/bereavement, and 
attending appointments for estate 
closure proceedings as power-of-
attorney following the death of an 
immediate family member



Financial Health

Education, education, 
education

• Onsite quarterly routine 
visits by our 457(b) rep

• Annual presentations 
during open enrollment

Tuition Reimbursement

• $5,250 annual tuition 
reimbursement

Partnership with regional 
competency-based 
education program

• Texas A&M
• Online classes, 7-week 

terms
• Up to 84 credit hours 

towards bachelor’s 
degree for verified and 
assessed on-the-job 
experience



Organizational Alignment: Core Values

 What are Core Values?
 Core values are the beliefs and guiding principles that shape an 

organization’s culture
 They reflect what the organization stands for and influence how 

employees interact with each other, with the public, and with the 
work they do each day

 Why Implement Core Values?
 Core Values are not words on paper
 They are a foundational part of an organization’s identity
 They provide a framework for decision-making, goal setting, and 

accountability
 They create a shared sense of purpose, strengthening both 

internal culture and community trust
 They help ensure that everyone operates with a common 

understanding of what’s expected and what’s important



Sachse Core Values

 Brought the concept to the Culture Committee in 2024 - after 
speaking with their respective departments, they brainstormed some 
early ideas

 Conducted an employee survey to solicit feedback on the Culture 
Committee proposed core values

 Respondents expressed a desire for the Core Values to be integrated 
into daily operations and to serve as guiding principles for behavior 
and decision-making, both internally and externally

 Many respondents noted that the Core Values reflect culture and 
values that the City has already built – “things we’re already doing” –
but that defining them will provide accountability and benefit recruiting 
and professional development

“I believe that when you have 
a strong culture with shared 
values, employees are 
happier and ultimately more 
productive and successful.”
-Esther Weaver, employee



 Performance evaluation integration
 Quarterly SHINE Award
 Peer nominated most Valu-able Player 

(MVP) annual award
 Job descriptions and job postings
 Email signature blocks

Core Values Rollout



Bringing Core Values to Life

Website | Employee 
Intranet

Employee spotlights and 
examples posted on 

social media and 
presented during City 

Manager update at City 
Council meetings

Spotlights in our 
monthly internal 

newsletter

Other marketing 
projects (posters, 

employee photos, etc.) 

Annual refresh and re-
introduction campaign

New employee 
onboarding integration

Department-led round 
robin Lunch & Learns

Community engagement 
through the SHINE 

award



Department Led Education



The Day to Day



Key Takeaways
• Effective HR practices drive                                                

resident satisfaction with                   
government and quality of life

• The key practices
 Performance management
 Recruiting and hiring
 Employee wellbeing
 HR capability
 Compensation and benefits



Data Drives Decision-Making
High-performing government organizations don’t guess – they listen, 
measure, and act using credible, defensible data

info.polco.us

National Employee Survey (NES)
• Employee engagement and morale
• Trust in leadership and communication
• Workplace culture and belonging
• Job satisfaction, retention risk, and alignment
• Perceptions of fairness, equity, and growth opportunities

National Community Survey (NCS)
• Standardized, benchmarked assessment – residents’ opinions on broad range of 

topics (quality of life, community characteristics, governance, public engagement)
• Scientifically designed to yield representative, statistically valid insights
• Results benchmarked against hundreds of other communities

http://info.polco.us/


Jana Ventura
HR Director, City of Sachse
jventura@cityofsachse.com

469-429-4799
www.linkedine.com/in/jana-ventura

Bob Lavigna
boblavigna@gmail.com

608-395-8472
www.linkedine.com/in/bob-lavigna

For More Information

White Paper: 

Building Better Government From 
Within: Workforce Excellence       

and Resident Satisfaction
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