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“The process to build a robust employer-employee relationship requires a solid communication strategy, the successful integration of the key objective and Excellence Canada’s (EC) Progressive Excellence Program (PEP), and the ability to make prioritization decisions based on sound data.” 
– University of Waterloo Strategic Plan, 2013
Project Background & Overview – Excellence, Innovation and Wellness   
The University of Waterloo has committed to the implementation of the Excellence Canada standard across campus as a national external framework which promotes organizational excellence, innovation and wellness.  The overarching goal of the campus-wide initiative is to help further the University’s Strategic Plan and eight strategic themes, particularly supporting the theme of a “robust employer/employee relationship.”  This initiative aligns well with the University’s foundational pillars as well as the Library’s four strategic directions, mission statement and values.

Excellence Canada’s Excellence, Innovation and Wellness (EIW) Standard provides a strategic umbrella for continual organizational improvement.  It is structured in a progressive implementation model with four levels (bronze, silver, gold and platinum) and is comprised of the following six drivers:
· Leadership and Governance
· Strategy and Planning
· Customer Experience

· People Engagement 
· Process and Project Management
· Partners and Suppliers
The Library was selected to pilot the introduction of the Excellence Canada standard by reaching Bronze certification, which was successfully completed in December 2014.  The Library has a large, diverse cross-section of staff; in many ways, the Library can be seen as a microcosm of the campus employee community.  As well, the Library’s strategic directions align well with the campus Strategic Plan & eight themes.  
The Library contributes to the achievement of the University's goals by collaborating with other members of the University community in teaching, research, learning and service. The Library’s current Mission Statement is focused on providing high quality, user-centric services and resources through the development and support of outstanding, knowledgeable, and empowered staff. The Library is committed to the following values:

· lifelong learning

· equitable access

· intellectual freedom

· confidentiality of access and records

· communication and cooperation

· continuous improvement

The Library will continue to build on its commitment to Excellence, Innovation and Wellness by pursuing Silver certification of the Excellence Canada Framework, as a national standard to validate and build on the foundational work of the Library Review. Additionally, the Library will work with the campus to create a sample implementation pathway for Silver level certification. A key benefit will be the Library obtaining Excellence Canada’s Silver level EIW certification by December 2016.  
Project Opportunities
· The Library Silver certification process will provide for:

· Engagement with a large, diverse, and wide cross-section of employees and stakeholders for the process

· Increased staff and administrative commitment and demonstrated capacity in the critical strategic driver categories  

· Engagement and further adoption of Lean Higher Education (LHE) principles and methodology to ensure processes, methods, and measures are user-focused 

· Building on commitments and recommendations made in the Library Review Consultation Document, in connection with the Waterloo Strategic Plan & Themes 
· Silver certification path advantages include:
· Campus & external support for the process
· Benefits the campus community and prepares us for further campus-wide accomplishment by providing experience with the Silver certification process
· Modelling organizational best practices in libraries and higher education 
· Excellence Canada framework/standard enables the Library to:
· Extend the work of the Library Review and further build our capability to realize our ambitions
· Validate our organizational strength and effectiveness in the context of a national excellence framework

· Achieving Silver certification will: 
· Achieve new competencies in the six driver areas comprising Excellence, Innovation & Wellness
· Be based on the engaged approach modelled in the Library Review and Bronze EIW certification process
· Recognize and further develop the Library as a rewarding, satisfying place to work
· Inform our next steps of staff and service development in the Library
Project Deliverables
A key project deliverable will be the Library’s Silver Certification and associated processes and documentation developed to achieve the certification, including a staff communication & engagement plan. Internally, as per the Library Review, a key deliverable will be the enhancement of project and process management, including development of a decision-making framework for multi-year planning and priorities setting. We anticipate formally adopting Lean Higher Education (LHE) methods and processes to build on our user service ethic with measurable and accountable outcomes. As well, the Library will have a solid foundation for Gold Certification.
In being the first Silver EIW certification site, the Library will have further deliverables to support continued campus implementation:
· Broad campus communication regarding the initiative and groundwork laid for future participants, including: 

· Presentation at various campus-wide fora throughout and after the project
· Milestone reports to campus
· Advantage taken of engagement opportunities, such as sharing results through the campus Communications Council, campus Leadership Forum and Staff Conference 2016
· Documentation to meet Silver Level Requirements as well as samples and templates, such as 
· Documenting the process and lessons learned
· Sample implementation path

· Staff communication plan
Project Governance Structure
University Executive Sponsor – Ian Orchard, Vice-President Academic and Provost
University Excellence Sponsor - Marilyn Thompson, Associate Provost, Human Resources

Library Executive Sponsor – Mark Haslett, University Librarian, Library
Excellence Leader – Pascal Calarco, Associate University Librarian, Research & Digital Discovery Services, Library
Silver EIW Project Steering Committee: 
· Library Executive Committee

· Mark Haslett, University Librarian 

· Sharon Lamont, Director, Organizational Services

· Pascal Calarco, Associate University Librarian, Research & Digital Discovery Services 
· Annie Bélanger, Associate University Librarian, Information Resources & Academic Excellence 
· Annette Dandyk, Administrative Assistant

· Marilyn Thompson, Associate Provost, Human Resources 

· Catherine Neville, Vice President & Lead Coach, Excellence Canada
The formation and population of a Project Implementation Team and driver/theme teams will be dependent in part on the results of a baseline survey to all Library employees as well as the outcomes of a Gaps Analysis Retreat.

Key participants and stakeholders in the pilot will include:

· Library Executive Committee

· Library Managers Group

· Library Communications team support
· Driver leads and teams 
· A cross-section of Library staff (cross-level, cross-functional – replicating Library Review approach)

· University functional support as required
· Campus partners and Library users
· Other specialists as required
Note:  As an early adopter of Silver certification, the process will be evolving, iterative and engaged on numerous levels.

Success Factors
The following factors at the University, Library, and Silver EIW Project Steering Committee levels will ensure the pilot’s success.

University

· Sponsorship and support of Vice-President Academic & Provost

· Investment in the Excellence Canada programme at the “Gold level”

· Engaged, pro-active support and participation from University Leadership and functional leads as required

· An identified campus priority in Waterloo’s new Strategic Plan is addressed
Library

· Seizing the opportunity to show leadership in measuring ourselves against external standards

· Building on the Lean Higher Education (LHE) standards of practice and methods employed at other best in class institutions

· Approaching process excellence in a consistent manner to meet the needs of our internal and external stakeholders

· Maintaining momentum in efforts to address employee and employer benefits and impacts, particularly under the umbrella of “excellence, innovation and wellness”

· Sustaining and following through on the development and implementation of quality practices

· Validating and recognizing the Library’s organizational strengths and effectiveness 

Silver EIW Project Steering Committee

· Demonstrating engaged participation by all members of the steering committee

· Ensuring appropriate stakeholder engagement

· Implementing effective and timely communication

· Providing sufficient time for employee engagement

· Setting achievable milestones
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The University’s Eight Strategic Themes


Experiential Education


Entrepreneurship


Transformational Research


Outstanding Academic Programming


Global Prominence and Internationalization


Vibrant Student Experience


Robust Employer-Employee Relationship








The Library’s Four Strategic Directions


Enabling student success


Advancing research and scholarship


New skills for new times


New spaces for new times
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