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Indiana Housing and Community Development Authority 
Engaging and Empowering Staff 

Category: Management Innovation – Subcategory: Operations 

 Background 

In early 2014, IHCDA identified a very serious issue.  Many of our staff struggled to identify how their work 
contributed to the mission and vision of the agency. In fact, the mission and vision was not clearly understood by 
a majority of the staff. Even more alarming was the feedback that staff felt that they had no control or decision 
making authority at work.  The ability and intelligence of IHCDA staff is one of, if not the most, important asset our 
agency has to offer. Our staff is too good at what they do not to have that recognized and for them to feel 
powerless and like they don’t matter. IHCDA executive staff knew that these things couldn’t go unaddressed any 
longer.  Things needed to change, and quickly. 
 

Engaging and Empowering Staff 

What we found is that there was not a single solution that would solve all the issues identified. So we instituted a 
multi-faceted approach to engaging and empowering staff. IHCDA’s approach to staff engagement included daily 
huddles, weekly improvement meetings, rapid change events, change teams and small incremental improvement 
forms (known as Kaizen Action Sheets). All of these activities are driven by staff – not executive management. 
 
Daily Huddles 
Established work groups meet daily for a 5-10 minute meeting that is designed to hit the critical factors to that 
day’s success, challenges, and ways to help each other achieve success.  This is driven by staff with the manager in 
attendance and only speaking if asked a direct question or if they are needed to remove an obstacle to a staff 
member’s success.  The topics are very similar in nature to the concept of newspaper headlines. 

Weekly Improvement Meetings 
IHCDA has eliminated the traditional staff meeting in which a manager stands in front of his staff and recites 
updates, rule changes, and informs staff of the results of one meeting or another. This has been replaced with one 
hour Weekly Improvement Meetings designed to drive change for the work group and to increase efficiency, 
productivity or just plain remove obstacles that become annoying to the group. The daily huddles often provide 
topics for these meetings to cover in more depth some headlines from the huddle (i.e. the huddle may notify staff 
that HUD has made a rule change, but the CI meeting will cover how we implement the change as a team 
efficiently and effectively).  Again the agenda is driven by staff based on what they want to cover, what they find 
critical, and what has the largest impact on them. 

 
Change Events 
These are cross functional teams brought together for a period of time (some as short as a week and some as long 
as a quarter) to achieve some major change to a process, program, policy, etc.  The goal of these change events is 
to have a representative from every impacted department, program, body, etc. on the team to ensure that the 
change will work for everyone.  In some instances, referred to as a rapid change event, teams isolate themselves 
for five (5) days and do not leave the team environment until the change(s) have been identified, documented 
and an implementation plan designed and ready for deployment. To date, IHCDA has completed three (3) rapid 
change events and one (1) longer term change event.  Additionally, IHCDA is currently planning two (2) additional 
rapid change events, is in the progress of completing an additional longer term change team, and have staff 
exploring opportunities for four (4) additional change events. 

Kaizen Action Sheets 
The Kaizen Action Sheets represent a quick way to identify all the changes a team is working on or has completed 
over a period of time.  The sheet requires a narrative description, a pictorial display and a verbal discussion with 
the team to ensure that all learning types have an opportunity to fully understand and embrace the change. 
 

 



  

   

Indiana Housing and Community Development Authority 
Engaging and Empowering Staff 

Category: Management Innovation – Subcategory: Operations 

 NCSHA Judging Criteria 

Innovative 
The IHCDA executive team has truly turned the reigns of the agency over to the staff. Once armed with some very 
general guidelines – the Mission, Vision, and Values of IHCDA – staff has been given full authority to determine 
what “success” means to them as individuals and as departments. They have been able to self-identify how they 
contribute to IHCDA’s mission, vision and values on a personal and team basis. IHCDA’s executive team’s role is 
two-fold: 1.) ensure those definitions align with the mission, vision and values of the agency and 2.) support those 
workgroup definitions of success and remove any barriers experienced by groups. 

Replicable 
The tools that IHCDA is using to empower staff are easily replicable in any organization or state HFA that has 
leadership with a strong background in change management and process engineering. In consultation with the 
Lieutenant Governor, IHCDA engaged a consultant who specializes in change management and the type of staff 
engagement IHCDA was seeking. The consultant’s role was to further strengthen a small group of IHCDA 
employees who could continue to support and strengthen the use of these tools agency wide. 
 
Implementing this process requires training with staff and managers to ensure everyone understands their role as 
a person, staff member, or member of management. This is to ensure that everyone uses the same terminology 
across work groups. Beyond that, success is largely dependent upon the intelligence and skillset of the employees. 
At IHCDA, we consider our staff to be our most valuable resource. 
 
This project has experienced such success that one (1) additional agency under the purview of the Lieutenant 
Governor has undergone a similar project with the consultant and several other agencies are considering 
feasibility of projects as well of varying scales as appropriate for their specific needs. 

Achieve measurable results 
The results of this endeavor can be seen in each department and work group which has implemented.  IHCDA has 
had nearly 300 Kaizen Action Sheets submitted as of May 31, 2015.  Each of these contains an actionable item 
driven to better IHCDA as an agency, a team and as individuals. A few of these changes include:  

 Improving first pass yield on partner documentation submission by 12% 

 Reducing contract disbursement timeframes by seven (7) days 

 Streamlining Accounting’s preparation of various reports to save 5 hours per month for other projects   

Note: Additional results can be found in the appendix. 

Provide benefits that outweigh costs 
IHCDA led a rapid improvement event centering on data entry into our data management system, costs 
associated with rework, and partner problems as a result of bad data entry.  As a result of this rapid improvement 
event, IHCDA made the decision to centralize much of the core data entry for the agency that drives our partners’ 
interactions with the system. This data entry centered primarily on basic award data, timelines, expiration dates, 
and budgets. Since the centralization of data entry to the Financial Operations Department, IHCDA has reduced its 
externally identified data entry problems (which would prohibit the viewing of awards and/or submission of 
claims and supporting documentation) from an average of 15 instances per month to 0 from September 2014 
through May 2015. Additionally, the average cost of monthly system maintenance from January through May 
2015 is 50.6% lower than the same time period in 2014. This process entailed eight (8) staff’s time for five (5) 
business days, and less than 20 hours in updating documentation, processes and policies. 
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 Additionally, IHCDA engaged a rapid improvement event focused on improving service delivery and various 
program elements of our Hardest Hit Fund (“HHF”) program. This was a one week process that resulted in 
numerous improvements experienced by our partner agencies, our program participants and IHCDA staff. These 
numbers include a 66.6% (from 118 to 197) increase in the number of files received each month, a 100% increase 
in the number of files funded per week (from 20 to 40), and a 41% reduction in days from initial application to 
assistance being granted (from 61 days to 36). 
 
However, just as impactful are the changes we’ve seen in staff. Numerous staff members have noted that they 
feel more connected to IHCDA and the work they do than ever before. In one specific case, as a result of these 
empowerment tools, a staff member’s job was redefined and was transferred to a different department where 
her skills and abilities would be better utilized. Because staff play such a pivotal role in decisions at IHCDA under 
this model, rather than be upset or demotivated by this move, the employee was excited, thrilled even.  She went 
so far as to say she’s never felt as valued as an employee or as a person as she did then. It’s amazing how just 
listening to people can have such noticeable impacts on morale, productivity, and overall workplace environment. 

Demonstrate effective use of resources 
Through an initial investment with a contractor and approximately 2 hours a week (5 – 10 minute huddles and a 1 
hour improvement meeting), IHCDA staff has greatly improved our quality of service, reduced our service delivery 
timeframes in multiple areas including, but not limited to the time to wire DPA funds in our Single Family program 
(48 hour lead time reduction), our HHF programs (50% reduction) and our Indiana Foreclosure Prevention 
Program contact issuance (7 day turn time reduction).  
 
Achieve strategic objectives 
The tools implemented by IHCDA to engage and empower staff to work more efficiently and effectively, thus 
putting them in a better position to achieve the strategic objectives of IHCDA.  They provide the staff the tools and 
the authority to make changes that directly influence the agency’s success and their own work and daily work 
flow. Additionally, it also allows each member of the IHCDA team to personally identify how their contribution 
helps to achieve the objectives of the agency and increases levels of engagement and job satisfaction.  
 
Conclusion 
IHCDA’s implementation of the various tools describe above is a continual journey. IHCDA is preparing to launch 
its final two pre planned work groups, and each of the active 13 teams continue to grow and strengthen their 
understanding and use of these tools on a daily basis. The implementation of these tools was not just a process 
change but a culture change – one that caused IHCDA to go back to basics, evaluate its true vision. The agency has 
never been stronger as a result. The growth of our staff as individuals and as employees has improved our ability 
to efficiently and effectively serve the residents of Indiana.  
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 Appendix A 
Provided below is a breakdown of the nearly 300 Kaizen Action Sheets submitted as of May 31, 2015. 

 

 

Category Dimension 

Cost/Productivity Money Saved / Time Saved 

Service Delivery Cycle Time Reduction 

Quality Accuracy Delivered / Inaccuracy Avoided 

People Customer Satisfaction / Team Satisfaction 

Other Program/Dept. Oriented Agency Impact / Replicability 
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 Appendix B 
Provided below is the PowerPoint presentation Blake Blanch, Chief Financial Officer and Director of Finance, made 
to the IHCDA board of directors in April 2015. 
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 Appendix B (Continued)     
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 Appendix C 
Provided below are details about three of IHCDA’s rapid improvement events. 
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 Appendix C (Continued) 
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 Appendix C (Continued) 
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 Appendix D 
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Kaizen Action Sheets 
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