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Legacy Leadership: A New Leadership Development Program for [State] Department of Agriculture Employees
Introduction / Need for the Innovation


The [State] Department of Agriculture sought a partner for developing and providing a new leadership development program to support and encourage the continued leadership and professional advancement of its most effective and promising leaders. Selected employees of this state agency have completed the Certified Public Manager program, but the agency expressed a need for a new, more advanced leadership development program for its highly valued agency administrators. The goals of the program were to develop managers in the agency who possess leadership qualities that will create lasting impacts in the agency and to elevate the leadership skills among agency managers. Rather than a leadership program that inspired agency employees to become leaders, the agency sought a program especially designed for those who were already recognized by their peers as leaders and whose motivation and skills would support their continued advancement and that of the agency.
How it Works / Methodology

The Institute of Food and Agricultural Sciences at [State] university was approached by the [State] Department of Agriculture about providing a new leadership development program for division directors, assistant division directors, and bureau chiefs. This would be the first-ever leadership development program for these leaders provided by this state agency. The Institute of Food and Agricultural Sciences had been delivering a similar leadership development program for its newly appointed and aspiring unit leaders and administrators for more than 10 years, and an agreement was reached to deliver the program. The state agency designated two individuals in its human resources division to join with the three-member team in the Institute in designing and delivering the program. The state agency took full responsibility for the participant selection process and used an internal nomination and committee selection procedure. In the words of the agency commissioner, “only those that demonstrate true legacy leadership” were selected to participate in the program. The state agency commissioner presented the program as a high level, prestigious leadership development opportunity for carefully selected administrators in the agency and coined the program name “Legacy Leadership.”

The curriculum was based on an internal needs assessment conducted by the state agency. Executive managers, division directors, assistant division directors, and bureau chiefs rated the need for bureau chiefs to receive additional training in more than 100 job performance areas identified by the agency’s personnel division. The bureau chiefs provided a self-rating, and the other groups rated the bureau chiefs in these performance areas. The skills which were rated as needed by the bureau chiefs by at least half of the participants in each of the four groups became the curriculum focus of the Legacy Leadership program. Leaders of the Institute and the state agency then worked together to design the format and duration of the program. The 21 participants of the program completed four, two-day sessions during the 2014 calendar year. These sessions were held in February, May, August, and November on the university campus, at a research and education center, or in the state capitol. The state agency personnel office provided instruction on human resources topics for three to four hours in each session. The remaining instruction on leadership topics was provided by 11 different faculty members in the Institute. The leadership sessions focused on leadership fundamentals, employee development, and organizational leadership. The state agency commissioner met with the Legacy Leadership participants at their first session and provided a highly inspirational message about their value to the organization and it strong desire to make a significant investment in their continued professional development through the Legacy Leadership program. A graduation event was held in the Cabinet Room of the State Capitol Building at the conclusion of the last session. This event was presided over by the agency commissioner, and each participant received a specially designed, framed certificate and leadership pyramid. 
Results to Date / Implications

The four Legacy Leadership sessions were delivered in 2014 as planned. Feedback from agency leaders and participants was extremely positive. Over 90% of the participants rated each session as “Excellent.” Comments included the following: “honored to be here, a transformational program for this agency, wonderful, extremely relevant topics, excellent presenters, valuable information, great organization, awesome speakers, excellent meeting facilities, top quality training.” Many similar comments were provided by the participants. The presenters agreed that this was one of the most engaged and appreciative groups with whom they had worked. Participants often brought their own leadership challenges into the discussion, and the highly interactive sessions helped them formulate leadership strategies in their division or bureau. During the course of the program, a number of participants were promoted within the agency. In addition, the agency commissioner assembled the Legacy Leadership members on several occasions during the year to assist him in identifying potential responses to a situation or opportunity in the agency. Evidence suggests that the Legacy Leadership program has invigorated the leadership environment in the state agency and successfully launched some of it most effective leaders on a continuing leadership development journey. 
Future Plans / Advice to Others

The state agency has asked the Institute to deliver the program to a second cohort in 2015, and 23 [State] Department of Agriculture employees have been selected participate. Their first session will be held in March 2015. Only slight adjustments are planned in the curriculum, given the highly favorable feedback received on the 2014 program. In 2015 a clear point person in the state agency and the Institute will serve as the program leads and partners in managing all aspects of the program. In addition, the state agency will receive an estimated budget for the duration of the program and purchase most program materials well in advance. 
Costs / Resources Needed

All participant expenses were paid by the state agency, including travel, meals, lodging, books, and assessments. The state agency also paid for the instructors’ overnight lodging when sessions were held away from the university campus. The agency intended for the program to be a “first class” leadership development experience for its selected leaders, so the program developers were able to purchase a wide range of books and assessments for program participants. All program presenters contributed their time to the program. The total cost of the program was approximately $18,500, all of which was paid by the state agency.
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