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General Introduction
b
THE TRAINING MANUAL ON

HEALTH MANPOWER MANAGEMENT

The complete Training'Manual on Health Manpower Management (HMM) is desigmed to
assist middle and senior health managers of all professions to raise the quality of HMM as
z vital contribution to the worldwide achievement of Health for all.l S

This aszistance is offered through 4 series of training modules primarily for use in
regional, national and local worksheps. These comprise:

An Introductory Medule on Health Manpower Management for Health for All, wlth a
General Gulde for Tuters, .

Functional Modules on: 1. Leadership in HMM

2. Employment Practices in HMM
3. Staff Development in HMM
4. Meanagement/S5taff Relations in HMM
which inelude the principal elements involved in memaging people within these foﬁr broad

functions; and

General Management Modules on: A, Problem-Solving

B, Organizational Change
C. Evaluation

which are of gemeral application in management as a whole, rather than specific to
nanpower management,

See Table 1 for the framework of links between Introductory, Functional and General
Modules inm this Training Manual on HMM.

See Table 2 for a list of typlcal HMM problems discussed at the Interregional
Consultation on Strengthenlng Health Manpower Management (at Bangalore, India (1983) and
Tashkent, USSR (1983)7, where the need for this Manual was first identified. Each of the
numbered problems illustrates just cne aspect of the corresponding elements which form the
four HMM functions of Table 1.

1 clebal Strategy for Health for All by the Year 2000, launched by the World Health
Organization in 1979, Resolution WHA32 30, was formally adopted by the World Health
Assemblv in 1981, Resolution WHA34 36.
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The HMM Training Manual's overall objectives are to enable participants to:

1. explain the role of HMM, as a major part of health manpowey development
(HMD), both in relation to the Glebal Strategy for Healrh for All and in its
potential centribution to their own countries' npational health development;

2. gilve a clear account of current ideas and trends in MATpoOwer management -
within and outside the health sector - as they relate to health aysrem
problems;

3, shew a significant {ncrease in practical ability in the HMM funetions of

Leadership, Employment Practices, Staff Development and Management/Staff
Relations; and in the various elements which comprise each of these four
functiens;

4. identify key opportunities for actions aimed at solving HMM preblems:

3, show ram{liarity with problem-solving techniques which could be used for
analyzing current situations, gemerating and selecting optioens for solving
problems, and planming and evaluating the necessary action for implementing
necessary change im HMM funetioming;

6, explain and justify their intentions for seeking a higher standard of HMM at
their own places of work.

Within this framewerk each of *he modules has its ocwn specific learning objecrives
and all necessary materials for the preparation, conduct and follow-up of l-day to 4-day
warkshops, including session plans, tutor's notes, a variety of case studies aned practica)

exercises, lecture/reading notes, visual aids and evaluation instruments; all in a health
cate context,

The aim is to combine detailed practical help in helding such training events with

wide flexibility for local choices to be made absut their conmtent and duratien in response
to local needs and epportunities,

Throughout the HMM Training Manual there iz a special emphasis on planning and taking
action for improved performance in the management of people seo that when participants

return to work they can apply what they have learned te real tasks apd problems in
centinuation of their praectice during the training.

Notes on this Manual

This Genara) Introductiom is repeated in every medule of the HMM Trainimg Manual for
ease of reference to the framework and objectives of the Manual as a whole. ‘

The word manual is used to idencify the complete HMM training package or series,
Thiz comprises one introductory, four functional {specific to manpower management
functions) and three general management training modules, which are linked but self-
contained collectlons of learning materials with associated objectives and notes for
organizers and tutors. Guidance iz given for the use of each medule in workshops, which
are short, intemsive, partieciparive, work-related tyzining events, They are likely to
have an early and substantial impact on the quality of HMM; but the modular materisls are
capable of being used selectively and with necessary adaptation, in other settings
orientated te HMM such as study days, self-instruction, general management training,
correspondence teaching and qualificatien courses.

Throughout the manual, "he" and "his" should be taken to include "she” and "her".
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TABLE 1: The Framework linking HMM Functional Modules with the
Introductory and General Modules

INTRODUCTORY MODULE, which provides the Health for All background for:

General J/ :

Module A:  PROBLEM-SQLVING €& — — — — — =+ — — — = m— —i;
Functional J/ ' '
Module 1: LEADERSHIP IN HMM l

including: 1. Vision Building and Objective Setting
2. Communications and Relationships
3. Group Working and Team Development

4, Individual Needs and Motivation

—_—t— cewn —— —

Funectional \L
Module 2 : EMPLOYMENT PRAGTICES IN HMM

inecluding 5. Contreol of Staff Establishments ’ '
6., Recruitment, Selection and Induction I
i

7, Health and Safety at Work

GENERAL
\L MODULE GC:
Functional -
Module 3: STAFF DEVELOPMENT IN HMM |
including: 8. Poliecy-making for Staff Development '

9. Identifying Training Needs |

10. Performance Appraisal and Counselling ' 

11. COptions for Continuing Education . l

Functional l I
Module 4: MANAGEMENT /STAFF RELATIONS IN HMM | ‘
including: 12. 8tyles of Management |

13. Staff Ewpectations, Incentives and Job Design
14. Delegation, Supervision and Discipline I

15, Participative Management l
16, Negotiating and Resolving Conflict I‘

General \|I '

Module B: ORCANIZATTONAL CHANGE —= == —= = —o oo o o e o —




10.

11.

12.

13.

14,

16.
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TABLE 2: Typieal Problems in Health Manpower Management

Absence of a clear view by managers of the purpose and future of the organization

Staff who are uncertain what their work is expected to contribute to the
organization's objectives

Staff whe need to work tegether clesely, vet do net form a real team

Staff who are often abszent or late and have little persomal commitment to the work
of the gorganizacion

Inadaquate arrangements for maintaining the necessary numbers and types of staff
within available funds

Unsatisfactory procedures for selecting new staff and familiarizing them with their
work

Little attention te the health and safery of staff at their place of work

Absence of a elear policy in the organization for the training and dovelepment of
its staff

No systemaric way of identifying the needs of staff for further training in the
lipht of the organization's plans and problems

No realistic assessment of the performance of staff in a way rhat encourages good
work and helps te remedy weaknesses

Limited or unfairly distributed opportunities for the continuing education and
training of staff

Styles of management which fail to encourage good relations between management and
staff

Inability te mateh the work te be dome with the reazonable expectations of staff for
job zatisfaction

Difficulties that prevent managers from remedying low standards of work amongst
thelr staff

No effective arrangement for invelving staff in the making of decisions that affect
the way the organization works

Damaging conflict between individuals and departmeuts without recognized means of
resolving such disputes.




TRAINING MANUAL ON HEALTH MANPOWER MANACEMENT

General Management Module B:

ORGANIZATIONAL CHANGE

Section 1: Introduction

The contribution of organizational change
to HMM; the module's objectives and use.

Section 2; The Learning Materials

4 variery of exercises and lecture notes/handouts.

FOR TUTORS ONLY

Section 3; Notes for Orpanizers and Tutors

Preparation for a 21/2 to 3-day workshop
usging this module; step-by-step timetable
and session plan for conducting the workshop.

FOR TUTORS ONLY

Section 4: Evaluztion of the Module

End=of-module and follow—up questionnaires.

Viewfolls

Notes on the Module

For background and notes affectlng the complete Training Manual on Health Manpower
Management {HMM) please see the preceding pages.

Organizational change is required most often in taking action to remedy problem

situations, or to achieve desirable planned improvements such as those arising from a
study of the MM functional wmodules, It is therefore concerned principally with the
implementation, within the orgaunization, of action found to be necessary, and should
consequently follow after one or more of the functional modules, just as problem—solving
should normally precede them. In fact it jis designed to be used many times to assist in

taking effective action, using 2 different problem or plan each time.

Throughout the module 'he' and 'him' should be taken to inelude 'she' and ‘her'.




WHO TRAINING MANUAL ON HMM
ORGANTZATIONAL CHANGE

SECTION 1., INTRODUCTION

The overall aim of this wmodule iz to introduce health mAnpower managers to some
ideas and techniques for effective orgeauizational change, which may be generally defined
as

llthe process of planned transition from a present unsatisfactory situation Il
in the organization towards gn improved future.

There is a great deal of such change needing to be successfully managed in health
organizations. Some changes make their impact from outside, such as trends in the age
structure and health risks of the community served; or in the population's greater
expectations of the health services: or in the health and financial policies of
governments or aid agencies; or iIn the possibilities for treatment offered by new
medical technology or computers. Other pressures for change arise from the aspirations
of people within the organization itself, such ag in hospital medical staff attitudes
towards Frimary Health Care (PHC) or the desive of community health workers for greater
recognition; or more gemerally from the efforts of health professionals and managers to
find better ways of caring -~ and organizing chat care — for patients and communities;
or from plans in particular sgituations for new services or bulldings or equipment or
techniques. Other changes are required simply to solve the numerous problems that
prevent the health organization from functioning properly and improving its standards.
And there is the largest and most urgent pressure of all for change, implied im the
international community's commitment to Health for All.

Consequently the health manager, at any level, who cannot successfully manage change
in his erganization, or his portiem of it, has no power to play his part in adapting it
to meet changlng needs and circumstances. Indeed many would say that the manager should
be judged primarily by the value of the changes he has made, or helped to make, because
that is his job mere than it is anyone else's job.

For that Lkind of change-making contribution at the organizational lavel, where
successful change 1s complex and challenging because many systems and people are
involved, the health manager must acquire the concepts and skills of organizational
change,

The Contributlon of Organizational Change to HMM

Ultimately any organization — but particularly a human service organization such as
a PHC programme or a health centre or a hospital — consists of people: rthe structure
and procedures, the systems and task allocations, will only function properly through
the people who do the work. So it is self-evident that organizational changes can only
be achieved through the management of people (staff, manpower) which is the role of the

health manpower managers using this medule,

You have, we hope, identified many changes that you want to achieve in your
organizaticn's EMM as a result of using previous modules in  this series.
Organizational change abilitles assist you in comverting such gemeral hopes  and
intentions int¢ positive and perwanent improvements in HMM: such changes themselves
depend on your understanding, skill and judgement in managing people,
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But the contribution of organizational change to IMM goes beyond specific
improvements in local staff management. The whole mevement for Health for All through
Primary Health Care requires massive changes In the way heelth workers (as well as
politicians and citizens generally) think and function. Such changes include their
education and tralining, their objectives and tasks, their methods and place of work.
This is the major challenge to a2ll health manpower manapers - to become more proficient
in specific HMM functions but also in problem=-solving and organizational change so that
Lheir HMM proficiency is successfully applied - and the commitment of their staff is
fully achieved - in the total drive towards Health for All. If HFA canaot be reached by
well-managed health manpower it cannot be reached at all, .

The Learning Objectives

Withlin this wider context, the learning objectives are rhat, by the end of a 21/2
Lo 3-day workshop based on this module, participants should be able to demonstrate that
they havet

- galned an understanding of organizational change based on {wo alternative
approaches;

a "now = then' approach
an 'open systems planuning' approach

- learned and practised the skill of writing scenarlos (word 'pictures' of
alternative future situations);

- analyzed varlous models and techniques for creating effective change.

If these learning objectives are achieved, and followed by further practice, there
should be a noticeabie improvement in the ways in which participants subsequently manage
organizational changes at their place of work, through a better defined vision of the
future; improved planning of the change; a wmore realistic assesgment of how people gan
be encouraged to change; and more confident use of the technigues invoelved in all this.

Although all the modules are inter-related, there are specially clogse links between
those on Organizational Change and Problem~Solving (General Management Module A), where
the H-stage framework has already introduced in stage 6 (Action Planning) and stage 7
(Taklng Actioen) zome basic ideas about the management of change, whieh are being given
much more detaliled attention inm this HModule, which concentrates on dquite complex
organizational changes.

The Use of this Module

Thiz Module links the classroom with the workplace by focusing attentlon on how to
put inte practice the organizational changes that participants have been considering
whilst working through previcus moduies,

It is therefore essential that participants bring to the workshop an organlizatieonal
change problem. Such a problem should have the following eharacteristics:

(1) 1t should relate to HMM,

(2) It should require a change in the organization invelving two or more
organizational systeme, that 4is, other units or departments or services are
affected.

(3> It should be posgible for rhe participant to do something about the change.

{4)  The participant should be willing to share the problem with others.
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There are many sources for problems requiring changes of this nature, including:
participants’ own experience and work situations; the HMM problems listed in Table 2? of
the General Introduction as being typical of HMM; the four gpecific HMM casé study/
exercises presented in Section Z of the General Management Module on Problem—Solving;
and the persomal action plans for improving HMM that participants have been forming as a
result of their sttendance at any of the HMM functional modules in this Manual. The
organizational change problem chosen by each participant is likely to be most suitable
if he has sufficient familiarity with it in order net to be delayed by the need for
addirional informarion.

The learning materials which follow in Section 2 comprise a series of partiecipative
exercises to reinforce the ideas and information outlined in the handouts/lecture notes,
which will be supported by the tutor's viewfoils and discussed fully.

The Module's Section 3 (detailed step-by—step Notes for Tutors) and Section 4
{(questionnaires for evaluation) are for organizers and tutors only, They are advised to
modify, substitute or remove particular learning materials, or parts of them, .to make
the Module wore helpful to the participants; and to arrange starting and finishing
times to sult local preference. It follows from this that the duration of the workshop
iz flexible. It is therefore described as of 2%/2 to 3 days, reflecting the
possibility that the organizers may decide that time is required to work moré slowly
and have more practice in the vital skills of organizational change,




ORGANIZATIONAL CHANGE
SECTION 2, THE LEARNING MATERIALS

This section of the Module contains the following learning materials.
check that yeu have them all,

LM.1 Problems of Organizational Change - Exercise
IM.2 todels for Change - Handout
LM.3 Shariog Change Problems - Exercise

Open System Planaing

IM.4 Core Mission - Handout

iM.5 Establishing the Present Demand System - Handout
IM.6 The Doom Scenario — Handoul and Exercize

IM,7 The Ideal Scenarfo = Handout and Exercise

Transition Management

1M.8 Managing the Change - Handout
IM.9 The 7 '3' Framework - Handout
LM.10 Commitment Planning - Handour
LM.11 Readiness and Capability to Change -~ Handout
IM,12 The Change Equation — Handout
IM.13 Force Field Analysis - Handout

IM.14 Preparing the Transitional Plan - Exercise,

Do please




PROBLEMS OF ORGANIZATIONAL CHANGE - EXERCISE

M. 1

AIM

The aim of this exercise is to consider the wmanagement of organizational change.

STRUCTURE

The exercise is undertaken in groups of 6 or 7.

PROCEDURE
Each group should address the fellowing problem:
Conzider some recent examples of organizational change within your own health
organization that affected its functioning in some way.

Desceibe in what ways such changes were successful or unsuccessful and try to
analyvze the causes,

TIMING

There are 45 minuteg for the exercise, The rapporteur should be prepared to report
back on your findings.
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IM.2 MODELS FOR CHANGE - Handout

1. INTRODUCTION

It is valuable to have a clear approach to organizational change, particularly in com-
plex health care organizatlions, This note proposes two approaches. The first called
"Now — Then" is more useful for relatively straightforward change problems. The second,
"open systems planning", is appropriate when the change problem is more complex; For
example, it could be used when organizational units are being reviewed for their effec—
tiveness; or when some external force is inevitably going to ¢reate changes within a
unit. o

2, "NOW - THEN" APPROACH

This is a two-stage approach, It often begins when a manager has a vision or picture of
a future he wants for his department or organizatrional umit, The first step is to
deseribe what this vision means in terms of policies, resources, attitudes, skills and
practices, The result should be a comprehensive picture of the future; in other words
an ideal scenarioc.

The second step is to discover what is happening now, This often requires careful
investigation and analysis. Do not just believe that what 1s sgupposed to happen, does
happen. As time passes many swmall changes may have been made about which management
could be unaware,

The third step is a comparison of "Then" with "Now”., This will demonstrate what needs

changing, This transition state is the same for both the “"Now — Then" approach and the
"open systems planning” approach.

3. OPEN SYSTEMS FLANNING

Open systems planning is based on the following model:-

ENVIRONMENT

INPUTS = CORE MISSION = QUTPUTS

ENVIRONMENT

This describes how an organization has & core mission (its reason for existence) and
receives Inputs which are translated In some way to become outputs. But rhe organiza-
tion exists within an enviromment that impacts upon it. The environment both makes
demands upon the organization as well as responding to it.
The open systems planning approach "maps" the key demsnds and responses in terms of:-
What happens now (present)
What will happen if no changes are made {doom)

What {deally should happen (ideal),

An important part of open systems planning is gaining ¢larity about the core mission.
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4. CONCLUSION

This note has introduced two appreaches to orgsnizational change. The "Now - Thaen"
approach 1s gufficiently straightforward to need little further explanation. A word of
warning though jis necessary. The approach may appear simple but it requireg hoth
imagination and analytical ability teo use, Imagination 1s needed for constructing the
picture of the future; analytical ability to discover what is happening now. And both
situvations need to be described as comprehengsively az possible,

The "Open Systems” approach is a little more complex and future motes in this module
will describe some of its features more fully.

Also do not forget that both approaches only set up the dynamics for change; the actual
change state or transition needs to be described and future notes will do thig.
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IM.3 SHARING CHANGE PROELEMS ~ EXERCISE

AIM
The aim of this exercise 1s to start the process of plamning organizational change
through participants sharing with each other their change problems.

STRUCTURE
The exercise is deone in pairs with each pair member taking it in turn to 'sct as
consultant/adviser to his colleague. When in this role he should test out the ideas
of his colleague to make sure that they are realistic and pragtical. He should at
all times try to be helpful and critical only in a constructive way. :

PROCEDURE
Each pair member should share with his colleagues the nature of the organizational
change problem that he has already identified as the one he wishes to work om. No
attempt should be made to try and discover the causes of the problem or possible
solutions, All that 4is important is for his colleague to understand all the
dimeasions of the problem and to make sure that he similarly has taken into aeccount
all these dimensions when describing the problem.

TIMING

There are 45 minutes for this pair discussion., It will not be necessary to report
back on the outcomes of the discussion.




QPEN SYSTEMS TLANNING

LM.4 THE CORE MISSION — Handout

INTRODUCTION

This note 1is the first concerned with open systems planning and discusses the
concept of “core mission".

THE CORE MISSION

Identifying the "core mission™ of an organization is a bit like trying to answer
the question "What business are we in?”

Such a question goes to the very heart of the purpose of the organization. The
answer to the gquestion is  the "core miggion”, It 1is the reason why the
organlzation exists,

It can be argued that organizations exist for many purposes - to heal the alck; to
prevent sicknessy to traln doctors; to provide emplovyment. But if priorities are
te be allocated in terms of resources, energies, then there needs to be the
touchstone of one “core” purpose which will epable decislons on such matters of
priority te be made.

WHO DECIDES?

The core mission is decided upon by top management. There needs to be agreement to
the de¢lsion as well otherwise activities may well dJdiverge from the malnstream
pUrpose.

A SENTENCE

It should be possible to define the core mission in one sentence without
conjunctions. If conjunctions have to be used, then the described missions need to
be prioritized.

It takes careful thought to decide on the "core” misgion, The deciglon g¢an have
major implications for the future of the organization, and the managewment of any
changa,
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OPEN SYSTEM PLANNING

IM,5 ESTABLISHING THE PRESENT DEMAND $YSTEM - Handout

1, INTRODUCTION

Establishing the present demsnd system lg the second step in open systems planning after

agreement has been reached on the core wmission. Its purpose is to determine as

eéxplicitly ss possible the nature of the existing environment within which the
erganization is having to conduct its business.

2.  DOMAINS

If you were to think of the organization's core mission as being at the centre of a

number of pressures or demands being made upom it, you could viswalize a "map” of the
following configuration, perhaps. .

(The basis for the following example is that some change has to be made in the way that
the objectives relating to the core mission are achieved, because of, for example, new

medical technology or unacceptably low immunization rates,)
Medical
Staff

CORE
MISSION e.g.

Legislation

"To cure patients
wvith acute ilinesses”

or

"To prevent unnecessary
illness amongsr the
urban poor”

‘||||iiii‘iiiiiill" ‘lll“““lllllll"
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Having drawn up the map identifying the six or so key “domains”™ that surround the

mission, the next step is to make explicit what demand or demands each domain will wmake
on the organizatiom and its mission.

It is sometimes easlier to do this 4f the domains are "personalized”™ so that the demand
can be phrased in terms of what it wmight be saying. For example, In the above
illustrations the "Patients"” domain might be demanding as follows:

"I demand that I do gpot have to wair longer than four weeks for admission™.

or

"We the urban poor demand o be protected against preventable diseases™.

Then the typical response to this demand should be identified and writtem dowa.

The sum of these demands and responses provide the basis for writing the

“present
scenario”;

that is the environmental comtext in which the change is to take place.
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OPEN SYSTEMS PLANNING

IM,6 THE DOOM SCENARIO — Handout and Exercise

INTRODUCTION

All organizations, and particularly health care organizations, are affected ;by many
forces from both within and ¢utside. Intermal forces could be the creation of a new
buildingg or a department or the addition of new staff. FExternal forces could, be the
changing demands that patients and others are placing upon hospitals and health care
systems. There is zlways a congtaut interaction between the organization and these
forces. Unless management respond to these forces the organization wight move towards
# crisis where it no longer can cope with the demands being placed upon it, | It is
useful, therefore, to consider just what wmight happen if no attempt were made to cope
with changes., This is known as writing a "doom” scenario. .

WRITING A SCENARTO

A way of writing the scenario is to think of your organization or part of the
organizarion as being in the centre of a number of other systems which place demands
upon it. For example, the hospital's medical records system has demands placed upon it
by consultants, by patients, by nursing staff, by hospital administratars, by
legigletion, by technology, and so on. Consider in what way these systems make the
demands and how the organization responds to these, for example, the consultants may
demand that all case notes are available at the clinic when they see patients, The
medical records department might respond to these demands currently by providing 60% of
these case notes because the other 40% get lost. Another example might be that
legislation is demanding that ¢ase notes are kept secure and confidentfal at all times.
The medical records department might be responding to this demand by not keeping case
notes under such stringeat conditions of security. In undertaking the demand/response
analysis do not forget to assess what the causes are of unsatisfactory responses, and Lo
make a note of these as this will help you in deciding what needs to be changed. This
analysis creates the present scenario,

The doom scenario extrapolates these demands and responses Iinto the future and
anticipates what wmight happenr unless change is brought about, particularly if the
demands change and become more stringent. Such a doom scenario should create a level of
diggatisfaction. It could be summarized as being "The Projected Future ~ What our world
will look 1like if we don't do something about it". Stress dissatisfaction of the
present to make even more attractive the vision of the future,

EXERCISE ~ WRITING THE DOOM SCENARID

ATM; The aim of this exercise is to give participants an opportunity to ﬁractise
doom geenariec writing.

STRUCTURE: The exercise is done in rhe same pairs as previously.

PROCEDURE: Each individual, with the help of his colleague, should identify the demands
being placed wpon the organization that he sees as needing to change and the
organization’'s current response to such demands, He should then extrapolate
these into the futuve and write, say, & page of notes sgetting out his doon
SCE8nario.

TIMING; Ninety minutes is allowed for this exercise.
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QPEN SYSTEMS PLANNING

IM.7 THE IDEAL SCENARIO - Handout and Exercise

1. INTRODUCTION
Just as the doom scenario is aimed at increasimg the dissatisfaction, the ideal
geenarlo is aimed at providing the visiom.

2. WRITING THE IDEAL SCENARIO
Use the demand/response analysis that helped you write the doom scenario but this
time describe what the ideal responses should be to the demands. In doing this, do
not forget to include the responses to potential changes 4in demand on the
organization,
Set out as specifically as possible these responses and work out what has to be domne
to achieve them. Think through what changes will be necessary in terms of people'’s
knowledge, attitudes, skills, methods of working, organlzational systems, gtyle,
technology and rescources. Make sure that the vision or model of the future is5
comprehansive, covering both what needs to be done and how it is to be dome. Your
diagnosis of causes of unsatisfactory respomses will help in discovering what needs
changing.

EXERCISE — WRITING THE IDEAL SCENARIO

AlM
The aim of this exerclse is for participants te describe how they would wish the
future to be.

STRUCTURE
The exercise is done in existing pairs.

PROCEDURE
Each individual should get down the ideal scenario for how he would like things to
be once the changes have been brought about. This should be in terms of demand/
responge analysis as before.

TIMING

You have 90 minutes for this exercise.
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TRANSITION MANAGEMENT

1M.&§ MANAGING THE CHANGE - Handout

INTRODUCTION

Defining wheres you went to be, and analyzing where you are will give you some
commitment and energy to make changes. But thig f{o itself is insufficient, To move
from the present te the future needs planning and careful wmanagement. This is the
process c¢alled "transition management”.

QBJECTIVE AND PLANS

A key aspect of transition management is clarity about purpose {(objectives) and the
logic of a plan. The following section suggests an approach to getting objectives.
Drawing up a plan is basieally a straightforward procesgs in which the various events are

put into a timetable, However, many changes are actually quite complex and it may be
useful to draw up a critical path network to show how various activities relate one Lo

another, particularly where some actions are dependent on other actions already having
been taken,

It iz beyond the scope of these notes to describe how a critical path network is

constructed. If the plan is complex, it is suggested that the “change manager” uses the
services ¢f an expert in drawing up such a plan.

HLERARCHY OF OBJECTIVES

Organizational change is normally so complex and difficult that it is useful to try
and organize a plan in terms of objectives. Set out below are four levels of abjectives
which you may find useful in helping you through your change plan,

a) Aspirations -~ These tend to be very long term, open ended, couched in general terms,
and relate closely to the vision.

b) Strategie Goals - These are time bound, realistic and are expressionz of what has to
be by year X (5 or more years ahead) of we are to reach the aspirations. Here there
c¢ould be & mixture of business, organizatiomal and value based objeetives. In a
large complex organization, agreement about the strategic goal provides the sense of
direction and framework within which individual units can operate, These goals
should focus on establishing what has t¢ be done long term in order to achieve the

organization's desired position opposite the macre trends and pressures of the
environment.

c} Tactical Goals = These focus om a time position, halfway between the present and the

timing of the strategic goals. ‘Agreement on tagtical gzoal is the main tension-
setting and enerpy-generating process. The goals are time bound, specifie, and
responsibility for their achievement clearly and publicly agreed or allocated.

d) First Steps — These ere the immediate things that have to be done and agreeﬁent on
them has the purpose of making action legitimate.

By using these definitions, it should be possible to set objectives relating to the
achievement of chaunge and the resolution of problems.
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TRANSITION MANAGEMENT

LM.9 THE 7 '8§' FRAMEWORK - Handout

1. INTRADUCTION
Organizations are a set of complex relationships with many of them dependent on others,

Tf you change one part of the orgaunlzation, this is likely to have an effect on many
other parts. The 7 'S' framework is a good way of tracing through the effects of change

in one part on other parts.
The framework was developed by Waterman, Peters and Phillipas (1980).
2, THE FRAMEWORK

The framework i1s best described as the folleowing picture;

Superording te.

Strategy

Change can be exterpnally driven by forces impacting upon the organization. For example,
a shortage of skills may require changes in systems of work and style of supervision,
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Changs can alse be internally generated when, for example, new information systems are
te be implemented throughout the organization.,

3,

i)

EXPLAINING THE ELEMENTS

Superordinate Goals

Superordinate goals embody the wvision and mission of the organization,' Thay
describe what the organization 1is there to do and how it intends to do it.
Superordinate goals include the often implicit assumptions by whieh people in the
organization relate teo the outside world.

ii} Structure

Structure describes how the various organizational components rvelaste to each other.

Structure 1is often depicted in formal organizational charts showing lines of
accountability and responsibility,

iii)StrateEy

Strategy is the Implementation of plans aimed at improving the performance’ of the

organization, 5Strategies are developed in response to potential or actual changes
in the enviroament,

iv) Systems

Systems describe how thimgs are made to happen and are controlled within the
organization. There can be formal systems where rules and procedures are written
down ({e.g. Health and S5afety System). There can also be informal systems which
individuals and work groups set up to regulate their own behaviour and actions.

v} Style
Style describes the way management, and especially top mamagement, conducts itself.
Style is essentially a behavioural phenomenon and ¢an be observed by what management
does to make things happen, rather than by saying what it does, ‘"Actions speak
Iouder than words” enables a dizgnosis of "style” to be made.

vi} Staff
"Btaff" describes the “people” orientation of the organization. Organizational
change is bound to affect people, The way in which people are managed and developed
through the c¢hange describes this "§" of the framework clearly. The management of
"staff” is of vital concern in both times of change and stability.

vii)Skills
It is very probable that an organizational change will demand new skills of its
people. For example, it is of 1little value to introduce a new piece of equipment
without training pecple to use it properly.

4, CONCLUSION

The 7 '8' framework is an aid to analysis., Organizational change is complex and
difficult. By using the framework it is possible to identify how change in one
aspect ¢an sffect the other aspects. You can, therefore, anticipate likely problems
and prepare for these beiore they become ¢ritical and possible impediments te change.
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TRANSITION MANAGEMENT

LM, 10 COMMITMENT PLANNING - Handout

1. Introdoction

Just as in any effort aimed at moving from one state to another, a number of activities
have to be performed (e.g. cooking the Sunday lunch), These activities must be
sequenced appropriately otherwise the cbjective of & lunch appearing complete and on the
table by 13h00 will not be achieved.

When the move from one state te another requires shifts in people's behaviour, the
problem is more complex and contingencies have to be catered for.

To aveid too many cccasions when unplanned and unsought for effects occur, it is useful
te try and gauge how likely the individuals are to chapge their views and hbecome
comnitted to the end state.

This note focuses uyn how to gauge commitment and increase it where necessary, as well as
sugresting the criteria for a sequence for transition activities.

2, Getting Commitment

Firet analyze what you consider to be the current state of commitment to the change,
You need a "critical mass” of committed people to move the change aleng.

Next consider in what ways commitment can be enhanced and finally work out how vou can
tell whether there is commitment from your target group,

In time order the process looks like thisg:

- De¢ide whose commitment 15 esgential

- Decide how many people form the critical mass

- Decide the state of each iadividual's commitment level

- Decide how to increase commitment (if necessary)

- Assess as you go whether resistance to the change outweighs the support for it,

3. Assegsing “"Commitment" Level

Consider four levels of commitment:

- no ¢ommitment

- willing to let the change happen

- willing to support the change

- willing to make the change happen

Then in chart form use these levels to check off each individual's state, e.g.

Change problem: Installing s new catering system

Individual Oppose Let I Support | Make
Catering Officer %
Kitchen Superintendent ¥
Head FPorter %

Shop Steward X
Individual staff ete. marks vary from individual to individual
but are all charted

This analysls then enables you to decide on whom to work to build up their commitment.
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4, Building Commitment

In attempting t¢ build up commitment, you are in the business of changing attitudes; a
few suggested approaches are set out below: ‘

i) Problem focussed interviews of a “"counselling” nature.

i1i) Group discussions, using the problem that the "change" is designed to solve as the
agenda,

iii) Seminars or other educatlonal mechanisms aimed at informing and developing
individuals' views. '

iv) Demonstrating the value of the change by working with some system that is already
experienciug "pain” caused by the problem.

v) Deliberately rewarding behaviour which demonstrates support for the change,

5. Your Transition Flan

Your transiticn plan should;

- be clear about how activities fit into the overall gstrategy aimed at achieving the
change goal:

- set out quite definitely the tasks to be performed;
- have a2 timetable:

- be able to be adapted.

B. Conclusion

This note g¢oncludes the sequence aimed at applying & wodel for the change process.
altheugh the notes are sequential, it is possible that some of the activities might, 1in
some cases, be sequenced differently.

The following notes describe some specific techalques to aid in the planning and
analysis of change problems, A "Commitment Status Chart" is annexed to this note.

You may find the note on the change equation (LM,12} especially useful for thinking
about gathering ¢ommitment to your vision of the future,




COMMITMENT STATUS

Annex IM,10

Key Plavers

Ne
Commltment

Let Change
Happen

Help Change
Happen

Make Change
Happen
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TRANSITION MANAGEMENT

LM.11 EEADINESS AND CAFPABILITY TO CHANGE = Handout
1. INTRODUCTION
In many change situations individuwals are not aware that they may need to c¢hange. In

fact they may prefer to remain as they are. To achieve a successful change, people need
to be both prepared or "ready” to change and have the capability to actually change.

2, READINEES AND CAPABILITY

Readiness to change is when an Individual wants to change the way he works or behaves,
When he is not ready to change he, by definition, prefers the existing situation,
Capability to change is where the individual has the ability to bring about the change
because he has the appropriate skills or sufficient power, or, if the change is to do
with nis behaviour has the relevant insight, Lasting change will not occutr if ‘someone
does not have both readiness and capability. ‘

3, DIAGNOQSING "READINESE"

A way of disgnosing readiness to change is to look at the forces impinging.on the
security felt by an individual, If those forces make the individual feel reasonably
secure, thea providing he experiences some dissatisfaction with the present situation,
he is likely to change. On the other hand, If the forces make him feel very secure, or
very insecure, he is unlikely to change. In the first case, why should he bother? And
in the second, the major feeling of security lefr to him is the stgtus quoe which be
knows and understands.

The following model illustrates the situation;

+ FQRCES INSIDE THE INDIVIDUAL(S) + FORCES IN THE SITUATION

e.g. knowledge/skills e.g. security of existing structure
self-awareness status of system for change in
tolerance of ambiguity/ : organization

uncertainty congsequences of achieving or not

gelf-esteem change
motivation for achievement group gelf-esteen,
etc. ete,

to

Degree of

felt gecurity T
/n an indivj’dua\

REASONABLE SECLRITY VERY HIGH OR VERY LOW SECURITY
Response to new data; Response to new data:
1, Listens/clarifies 1, Rejection
2, Explores alternatives/ 2, Suppression
evaluates 3. Distortion
3. Integrates new data
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What this model is saying is that an individual is ready to change when he has reason~
able security. If, however, he feels very threatened by potential change or alter-
natively feels extremely satisfied by the present, his immediate reaction to change is
likely to be rejection. To bring about increased readiness for change the manager needs
to he aware of the cause of resistance and see what he can do to iIncrease the gsecurity
of the individual {f he feels very threatened, or reduce the gecurity 1f he feels very
complacent.

4. DIAGNQSING CAPABILITY

Even though a person may be ready te change, unless he has the new skills required he
will not be able to chamge. In diagnosing capability you need to exsmine whether the
individual has the appropriate skills, whether he has the power to bring about the
changes he wants, and whether he has the resources to bring about the changes he wants,
If any of these are lacking then, however ready, change will not occur. The change
manager has to engure that the individual is capable of change., Tt is of course
possible that however ready individuals are they will never have the capability to
change because they are not able to acquire the velevant resources or competencies.

5. CHARTING READINESS AND CAPABILITY

In order to see where energles have to be directed to bring readiness and capability
into congruence, it is sugpested a chart is drawn up in which the key actors are
identified in a column down the left—hand side of the page and their readiness and
capabliity "scored” in terms of High (H), Medium (M), Low (L), across the page, for
example;

Topic -~ Introducing a new pay system

READINESS CAPARTLITY
HI|M |L H |M |L
Treasurer X £
Salaries and Wages Officer X X
Salaries and Wages Staff X X
Computer Manager X X
Computer Staff X X
erc.

This analysis now directs specific attention to the significant problem areas in
bringing about the desired change,

6. CONCLUSION

The techniques set out in this note enable a manager to organize and systematize his
thinking on what on the face of it seems messy and can only be described in anecdotal
terms,
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TRANSITION MANAGEMENT

IM,12 THE CHANGE EQUATION — Handout

INTRODUCTION

It 1% useful for managers to have a c¢lear and reasonably simple model in mind when
thinking abour the complex huginess of otganizarional change in health care insti=-
tutions. The model set out below is simple and strajghtforward., Beware, however, that
1ts simplicity does not lead you to believe that organizational change itself is simple.

THE CHANGE EQUATION

The change equation is simply stated as;
COMMITMENT TQ CHANGE = D % M x P > COSTS

What this medel is saying is that change will only occur when there iz an element of
Dissarisfaction felt by those who have to change, when there is a Model or vision of rhe
future which is perceived by those affected Ly the change and a Plan for moving towards
this vision, which is perceived as being realistic: the total strength of all thiz must
be greater than the "costs' of the proposed change,

Az we Lknow, change invelves some costs, These costs may be social, finanecial,
peychelogiczl or whatever, and if these costs ro the individual 4re greater than the
effort required to bring about change, then change will not occur. . :

One important observation of the change equation is the x sign between D, M.and P,
Those of you familiar with arithmetic will know that if one of the factors is 0 than all
the others wmultiplied by that factor are also 0, The implications of rthis are as
follows:

=~ You mey have a high level of dissatisfaction with the present, but if you have no
model or plan to move forward to, then no change will ocgur.

= You may have an ideal model of the future but if there is no dissatisfaction or plan
then change will not occcur.

- You may have an idesl plan but if pecple do not feel dissatisfied or know what they
arg aiming at, then change will not occur.

FMPLICATTONS FOR MANAGERS

The model is a powerful teol when thinking about change in an organization. Unless
all three components are present we know that change will not happen. It is, therefore,

foar the manager to ensure that the three componeénts are present., The following sections
suggest approaches;

1) Creating Dissatisfaction

It may seem odd to create disgatisfaction, but if people are to be motivated to
change then dissatisfaction is a potent source of energy to change. A good way of
achieving dissatisfaction is by presenting objective data on what is wrong with the
present and then discussing the relevance of this with those whe have to change.
Ancther way iz to write a doom scenario (see LM,6).
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2) Creating 2 Model for the Future

A model feor the future must cover all aspects that might be affected by the
change. For example, it is not sufficient to consider the dimpact of introducing a
dispusable syringe just on the nurses who have to use it. You need to think about other

systemeé whileh will be impacted by the change, such as the storage system and the
dispogal system. The model ghould ¢over both the technical way in which new tasks

should be done and alse the impact of these on people. Again, for example, if you
intreduced a new supply system you may have to build a large warehouse which could break
up the current way in which people work together in small groups. A good way of
presenting the vision 1s by writing an f{deal scenario. (See 1IM,7)

Flan

Generally speaking managers are gquite good at planning for technical changes. They
know what things have to be installed, commissioned, maintained, etc. What wmanagers
often ignore, however, is the people side of the plan. Who, for example, needs to be
involved, how do we get their commitment, how do we persuade them to accept the change?
A plan in this context is a systemaric link of all the features inm the chanpge with

particular emphasis on the "people”.
Costs

Despite having done the D, M and P model well it may =till be that the costs of the
change to the individual are greater than the perceived advantage. In this ecsse 1t may
be necessary to increase the level of dissatisgfaction.

CONCLUSTION

Writing a doom scenario in terms of demands and responses upon the system that needs

Lo change focuses attention on potential problem areas. If the scenario is written
after joint discussion between the staff involved in the change, it can produce energy
and commltment ¢ the necessary changes through the dissatisfaction it creates with the

present. But you must also have joint coomitment to the Vision and the Plan.
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IM.13 FORCE FIELD ANALYSIS - Handout

1. Situations are dynamic

We often think of groups and organizations as having stable characteristics:
"reactionary”; "resistant to change"; “supportive”, ete. In fact, the appearance of

stability hides a constantly shifting set of forces.

Ali orgasnizational and group situations invelve the interaction of a variety of forces:
the feelings, fears, ambitions, etc. of the people involved; the work demands of
organizational goals and systems, etc. These forces are not static; they change over
time and with new situations.

A manager whe wishes to implement some form of planned change must be able to analyze

the situation that confronts him, If he can identify the major forces at work: in the
situation then he can take action to influence them to bring about the desired change,

2. The anzlysis of forces

Force Field Analysis provides managers with a framework for use in problem—solving and
implementing planned change. It was developed fromw Kurt Lewin's 'field theory'.

All situations can be seen as being in temporary equilibrium:

i,e, The forces acting to_change the situation are balanced by the forces
acking to resist the change, ‘ ¥

This idea is pictured below, with DRIVING forces arrayed against RESTRAINING forces
within & field of forces. The line between the rtwo sets of forces represents the
current situation.

DRIVING FORCES
Current .L lf -ll \L l& in temporary
situation W equilibrium
RESTRAINING FORCES

In this wmodel, the term 'force' covers any of the broad range of {nfluences which
testrain ¢r support change. Examples of such forces are:

Curreant policies/procedures Initiatives

Presence or lack ¢f resocurces Public opinion
Prejudice/attitudes Distrust and fear

loss or increase of status Ambition

PFreference for old methods Personal rivalries
Things obviously going wrong  Professional aspirations
Crganizational systems Traditions

Political pressures Legal considerations

Organizational tradition ¢an be a particularly stroug pressure; “We have never done it
this way before" restrains people from trying new techniques.

Forces can either DRIVE or RESTRAIN depending‘on the situation and the kind of .change
desired. DRIVING forces are those which support, encourage, or push for changes.
RESTRAINING forces are those which glow or stop the momentum for change,
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3. All situations can be chanped

Force Field Analysis offers the opportunity to change any eituation, if you can identify
the forces and seek to change their direction or strength.

This method is particularly useful for problems which seem insoluble, wvague, or very
complex. Force Field Analysis gives more clarity to a situation requiring change, and
makes the manager's options explicit.

4, Analysis

1. Specify the change required, or problem to be dealt with, as preciesely as possible,
2, List all the forces influencing the situation.

3. Decide whether each force ig a DRIVING or RESTRAINING influence.

4. In a complex situation it is often useful to assess each of the forces by their

importance in the gituation.

HIGH
Are they of MEDPIUM  fimportance?
Low

Do this for both Driving and Restraining forces.

5. Set out the twe lists on a Fotce-Field diagram, clearly specifying each force, and
indfcating ite importance by the length of its lipe,

€,9. DRIVING FUORCES
3
HigH [

___________________________ SRS WO S
MEDIUM s ¢ P 1 R
LOW J :L
Low ¢ A T
MEDIUM1 X y <

_____________ T R
HieH v L e Y

RESTRAINING FORCES

When considering change, & wmanager should obviously pay more attention to the most
inflyential forces; but remember tnat some of the less powerful forces may requlre
relatively less effort to change.

5. Managing change

A manager can effect change by altering the balance of the forces. Change occurs if
gome of the forces are modified so the situation moves to, and restabilizes at, a nevw
position.
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These alterations come by:

-  Strengthening or adding driving (positive) forces
- Reducing or removing restraining (negative) forces
=  Changing the direction of some of the forces

- Any combination of the above,

You should be aware that strengthening the driving forces, without reducing the
restrajning forces, might incresse resistance and tension. Removal of restraining
forces will reduce tension and lead to wmore stable change.

You may be able to identify driving forces which, if strengthened, do not increase
resistance. You may be able to divert restraining forces in other directions, . It may
be that your ¢wn enthusiasm and pushing for change (driving) created the resistance in
the first place.

A very effective way of dealing with a restraining force is to convert ir to a driving
force. For example:; c¢an an individual who opposes change be helped to discover that it
offers significant benefits, or that he overestimated its negative impact? Changing

opposing forces into supporting forces doubles the positive effect of the changE.
Always test the reality of the forces you have identified, especially the maJor ones,

Lt may be that some of your expectations or assumptions are false. TFor example, if you
anticipated that top management would disapprove of your initiative, that WOqld be =

powerful restraining force. But, if you test this sssumption with a good case it may
become clear that top mansgement would enthusiastically support your project - an
additional and strong driving force.

6. Strategy

Having considered which foreces you intend to modify, and how, you should ensure that
your plangs Include:

i) The stages to occur in your plan, in sequence, and with target dates where
possible.

ii) The resources you ‘need at each stage (particularly people), Will :fhey be
available?

iii) Measurable events/results against which to regularly check your progress.

7. An Examgle

A man has been told by his doctor that he is 15 kilograms overwelght, and that to
safeguard his health he should loge this excess.

The Analzsis

What are the driving and restraining forces which are maintsining the present situation
of overweight? How can an imbalance be created so that a change for the better can come
about?

Some pogsible driving forces at work to reduce weight are:

- the advice of the deoctor:

- existing feeling of tiredness;
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recognition of possible physical consequences, shovtness of breath, pessible strain
on the heart, ete.;
ng=one wants to be thought of as fat;
it would be easier to get in and out of cars, climb stalrs etc.;

personal appearance would be improved,

However, confronting these driving forces are the restraining forces workiug against
dieting. These might include:

the thought that nothing serious has happened yer;

personal discipline is required to change esating habits;

having to give up favourite foods;

clothing would have to be altered;

the feeling that exercise might be more effective than dieting for locing welght;

lack of personal support for diering from family and friends,

Until some imbalance is created in these forces, the doctor's advice is not likely to
be implemented, How can this change be brought abour?

Optional Strategies

1.

Increase the driving forces? The doctor might confront the patient with stronger
evidence of the physical effects of overweight, making the problem more urgent.
"Weigh less and 1ive longer”. The problems here are;

i) Such advice may actually increase resistance to change and the man would find
MOre PXCUSES,

ii) When the pressure is removed (the man gtops seeing the doctor) the old habits
may gradually return,

Reduce the restraining forces? Friends and family could be encouraged to be more
supportive to the doctor's advice, The man ¢ould be advised on methods of losing
wefght which fit his own limited capacity for self-discipline, and inveolve him in
finding solutions to his own problem., By decreasing the restralning forces, the
driving forces are freed to effect the change,

Combine both these wmethods? You can probably think of many waye in which driving
forces can be increased, and restraining forces reduced so that the change can be
implemented and the problem solwved.
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IM,14 PREPARING THE TRANSITIONAL PLAN - Exercise

AIM

The aim of this exercise is to give participants an opportunity to plan their
organizational change using some of the techniques described In the handouts,
STRUCTURE

The exercise is undertaken In the consulring palrs.

PROCEDURE
Each participant should by now have written a doom scenario and an ideal scenario,

This step is aimed at drawing up the plan to move from one to the other, in the
context of your work as a health manpower manager.

A number of Iideas and techniques have already been discussed. Some of these will be
particularly relevant to each individual's change problem and perhaps some of them not
relevant at all, Consider in what way the ideas can be of use to you and draw up &
change plan. Such & plan should identify who is going to do what to whom with specific
times programmed into it.

TIMING

Two hours are allowed for this activity.




=33-34 .

ORGANIZATIONAL CHANGE
FOR TUTORS ONLY
SECTION 3. NOTES FOR ORGANIZERS AND TUTORS

1. INTRODUCTION

In the series of Modules on Health Manpower Management this ome on Organizational Change
iz the last apart from the General Module on Evaluation. The previous workshops should
have given the participants many ideas abour what they would like to change in their oun
organization, but change is complex and managers are often deterred from making the
effort because they cannot see a way of dealing with all the problems.

We have already offered, in Sectiom 3 of the Introductory Module on HMM in Health for
All, detailed advice to organizers and tuters on the bhest approach to the preparation
and conduct of the HMM modules in general, particularly through workshops. That advice,
together with this meodule's Introduction (Section 1) provides the essential background
to these more specific notes on conducting a workshop based on this Module.

As usual the materials in the workshop have been well tested and work well, Do not
hesitate ta change them as you wish. An important aspect of this workshop, unlike the
others, is that the participants ghould come prepared te discuss the problem that they
wish to tackle themselves. The criteria for this problem are set out im Section 1,
under 'The Use of the Module™. Therefore, before the workshop, write to the partici-
pants asking them to outline, in writing, and bring with them, an organizational change
problem on which they wish to work dJuring the workshop, The value of runmning the
workshop in this way is that the participants learn by working ona real problem related
to HMM which is of consequence to them. The learning is enhanced by the practical
relevance of what the participants are doing., In a cense this workshep bullds the
bridge between the other workshops and the manager's job.

Numbers

The workshop is designed for auy number of participants. Most of the work ig undertaken
in pairs.

Tutor's Role

This workshop should be conducted more flexibly than the others, and you should not be
afraid to modify the approach. Organizational change comes In such a variety of ways
that it is impossible to prescribe exactly how it should be undertaken. Use this
flexibility to encourage participants to apply the ideas iIntensively to . thelr
organizational change problems in HMM, and he prepared to extend the workshop from
2172 to 3 days if necessary.

Viewfoils

The viewfoils are referenced by numbers in the session plan; try to use the wviewfoils
as 'headlines’ to introduce and discuss the topie, reinforced by the handout.




Day 1
C8.00
08,15
09.00
(9, 30
09.45
10,15
11,00
12.00

13.00

14.00
15,45

16.15

Day 2
G8.00
09.30

09.45

10.00
12,00
13,00

14,00

L4, 30
15,00

16,153

Day 3
08,00
08,30
09.30

11.30
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Suggested Timetable

Inauguration, Introductions and Objectives (plenary)
"Problems of Organizational Change” =~ Exercise (in groups)
Report back on Exergise

Break

"Models for Change" - Lecture Notes and Discussion

"Shariag Chauge Problems” - Exercise

"Core Mission" - lecture Notes and Discussion

LUNCH

"Establishing the Present Demand System” — Handout and
Discussicn

"The Doom Scenario” - Lecture Notes and exercise {(in palrs)
"The Ideal Scenaric” - Lecture Notes and plenary discussion

Conclude for the day with brief review,

"Writing the Ideal Scenario” = Exercise (pairs)
Break

"Managing the Change - Transition Management"
Handout and Discussion

"The 7 "8§" Framework" - Lecture Notes and individual work
LUNCH

“Commitment Planning” - Lecture Notes (pairs)

"Readiness and Capability to Change" = Lecture

Notes

Break

"The Change Equation” — Lecture Notes and work in groups
Congiude for the day with brief review N

Review progress on using the "Chapge Equation”
Lecture Notes "Force Field Analysig”
"Preparing The Transitional Flan" - Exercise

Conclude and Summary, Evaluation

Step

Step:

Step
Step

Step

Step

Step

Step

Step

Step

Step

Step

Step

Gtep

Step

10

11

12

13

14

15




_36_

SESSION_PLAN

Make sure that everyone has =z timetable for the workshop, modified as necessary. Set
oul the objectives From Section 1 and explain how the workshop will be run (Viewfoil
0c.1y.

Step 2

Introduce rhe exegrcise "Problems of Organizational Change" (LM,1, Viewfoil 0C.2). Write
up on a flipehart the regult of the exercise and try to categorize these into, for
exanple, lack of preparation, lack of framework, powerful people oppesing the change,
et

Step 3

Give the Handout “Models For Change" (LM,2, Viewfolls 0C.2, 0C.3, 0C.4). Take your time
over this as it is witally important that it is fully understoed. Try, if possible, to
relate some of the ideas in it to the information generated from the first exercise.

Srep 4

Explain the idea of pairs working together with one pair member acting a5 & comsultant
adviser to the other. Then introduce the exercise “Sharing Change Problems” (LM.3).

Step 5

Introduge the handout on "Core Mission" (LM.4), and lead into a discussion on this
{(Viewfoil 0C.53). Try, in the discussion, to encourage participants to think about the
core mission for their own part of the organization.

Step 6

After lunch explain that you are going to discuss scenaric writing with the partici-

pants, Durlng the digcussion you will look at rhe “"Doom Scenario” (LM.6) and then
consider the "Ideal Scenario” (LM,7), Begin by giving the lecture "Egtablishing the
Present Demand System” (LM, 5, Viewfoll 0C.6). Note that you way want to change the
example glven in the handout to make it more relevant to the participants' own “change”
problem, At the conclusion of this lecture ask the participants in their palrs to
fdentify five or six key domaing that impact upon their organization and to write these

down. These will be used for the exercise on "Doom Scenarie”.

Step 7

Review the lecture notes “The bDoom Scenario” (LM.6) and then ask the participants In
their pairs to construct doom scenatvices for their organizational change problem; iIn
oLther words what would happéen if po change occurred,

A break can be organlzed during the exercise.
Step &

Roview the lecture notes “The Ideal Secemnario” (LM,7) and lead into a general discussion
before concluding for the day.
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Day 2
Step 3

Welcome the participants to the second day and ask them to work in their pairs on the
ldeal Scenaric,

IMPORTANT NOTE

[f the participants find writing scenarios using the idea of demand/response analysis
too difffcult or not very relevant, encourage them to use the "Now - Then” model for
change. This is not such a rigorous approach but can be made comprehensive by using the
7 "8" framework described later in the workshop.

Step 10

Share the lecture notes “Transition Management - Managing the Change" (LM.8, Viewfoil
0C.7). This introduces the idea of the transition state between “Now and Then".

Lead from this inte 2 discussion om the 7 "S" framework (LM. 9. viewfoil 0C.8).
Emphasize the many inter-relationships that can be affected by change. Spend some time
on this framework using, if you can, the participants' own change problems to exemplify
how one change can lead to ancther.

After this discussion, ask the participants to set out and write down what changes in
the 7 "8's" will be required to achieve their ideal scenario.

Step 11

After lunch give the lecture notes "Commitment Planning” (LM,10, Viewfoils 0C.9, 0C.LO),
and ask the participants to complete a "commitment status” chart for the “key players”
in their change problem. This should, of cource, be done in pairs.

Step 12

Preseat the lecture notes “Transition Management - Readiness and Capability to Change™
(LM,11, Viewfoils 0C,11l, 0C.12), At the conclusion of any disecusgion, invite the
participants to analyze the readiness and capability of the key players they identified
in the previous discussions.

Step 13

Give the lecture notes "Transitiegn Management = The Change Equation” (LM,12, Viewfoils
0C.13, 0C,14). Invite discussion on thiz and then ask the participants to consider how
"dissatisfaction” can be created 1im those key individuals who are not committed to the
change and/or who are not capable or ready to change at this peint in time,

This exercise, if done properly, should take some time; the precise length of time, of
course, depends on the complexity of the problem. Explain therefore that at 9.00 a.m
the following morning, you will be reviewing progress. ‘

Day 3

Step 14

Review progress on the exercise started the previous evening, Then outline the lecture
"Force Field Analysis" (LM.13, Viewfoil 0C.15) explaining that it might be another
useful tool for creating change.
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Step 15

This is the final step when participants draw all the "change” activities together 1in a
written plan (IM,l4, Preparing the Transitional Plan - Exercise). Encourage them to
make the plan specific and inelude timetables (Viewfoil O0C.16). Foer very complex

changes, the participants may want to seek the help of project managers or critical path
planners,

Step 1o

Summarize the main polnts of this workshop and bring it to & conclusion, followed by up
to 30 minutes devoted to evaluation with the help of materizls from Sectionm 4.

CUNCLUSTON

This particular wovrkshop should be run much more flexibly than the previous ones to
allow the participants to really apply the ideas to their actual problem.

We hope that these notes assist you in this task, and help to give you the materials and
confideace to conduct a first=class workshop.
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ORGANTZATIONAL CHANGE
FOR TUTORS ONLY
SECTION 4. EVALUATION OF THE MODULE

A separate module (General Management Module €) 1s focused apecificaliy on

evaluation for the whole Training Manual on HMM, with the aim of cffering  basic
principles and a range of technigues and instruments. From these a cheice can be made

with any modifications necessary to match the evaluation requirements of each training
and work situation,

The requirements for evalvation to provide feedback on the efficiency and
effectiveness of the trainming are reflected in the accompanying instruments . which
comprise '

1. A basic questiounaire 1 concerned with participantg’
. reactions to the module
learning during the workshop

- action plans for its use at work

for their completion individually, before departure,

A follow-up quegtionnajre 2 to participants on the applicarion at work of what was

learned at the workshop, for completion individually some months afterwards.

Where it is acceptable to those concerned, a matching follow-up questionnaire to the
senior officer of each workshop participant could be sent at the same time, for the
benefit of a responsible gecond opinion about the impact of the training om the
participant's work performance., Such an lastrument can be prepared locally, simply
by c¢hanging 'you' to ‘'he/she' and 'vour' to ‘'his/her' wherever necessary in
questionnaire 2.

It is good practice for the course organizer to gsend a summary of all the responses
in both cages to the participants themselves, their senlor officers, the workshop -tutor
and the module authors so that the overall impact can be seen and desirable improvements
made. No participguts' names should appear on those summaries, in order to préserve
confidentialicy. o
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Evaluati¢n Questiconnaire 1 (End of module)

WHO TRAINING MANUAL ON
HEALTH MANPOWER MANAGEMENT

GENERAL MANAGEMENT MODULE B: ORGANIZATIONAL CHANGE

1. Your General Reactions

Please indicete, by circling the appropriate figure

= not at all

= to a limited extent

= to a considerable extent
= extremely

La b3 = O

How far you have found the written module:

Interesting 0 1 2 3
Potentially useful 0 1 2 3
Well prepared 0 1 2 3

and the training workshop:

Well conducted 0 1 2 3

FPlease write any explanatory comments here




Your Specific Reactions

In particular would you show in the same way how helpful you found:

Tha Introduction (Section 1) 0 1 2 3
The handouts 0 1 2 3
The viewfoils 0 1 3 3
The exarcises ¢ 1 2 3
The work in pairs 0 1 2 3
The plenary discussions C 1 2 3
Your own action planning 0 1 2 3
The tutorial contribution to the workshop 0 1 2 3
The administration of the workshop 0 1 2 3

R%EEEENEFEEQHEEX E%Plaqatory comments here
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Your Learning

Fimilaviy, would you please indicate how well in your judgement you have achieved
the workshop's learaing abjectives: ‘

Increaged your understanding of objective leadership in health organizations -

- Vision Building and Objective Setting 0 1 2 3
- Communications and Relationghips 0 1 2 3
- Croup Working and Team Development 0 1 2 3
- Individual Needs and Motivation G 1 2 3
Improved your skills in these four elements 0 1 2 3

Had cpportunities to consider your own approach
to leadership and to receive feedback on it 0 1 2 3

Started to plan specific changes you will wish
to make in the way you exercise leadership in HMM 0 1 2 3

Is there any way in which your learning could have been increased during the
workshop? (Please write here)




Your Action Plans

Please summarize briefly how you intend to use in your work what you have learned
during the workshop

Lo S h e eiaesamaeaaeaeaaaaaaaaaaa e e e e e r e E e e e e
L I R A I ) L R R R R R R N I I PR N R R R R RN
"""" AL R N A B L R R R R N R I BN R W kW ¥ X FF R EFEFETEEFEE A RS EE AW aE S A mE AEa

2. L R T A RN I R R R R I N N N R R R R R R R R R R N R N
EAFS 4 by e Ers oA LA L N L R L N L LR I I B N LR N A I I IR N R BN R R A I R I A B R A A LR )
LR R R R R R R ] T E A R A E A Bk b b md ok m kk T EowmoEEEEEEEEEEEEAAENEEEEEAEEEa A s araaaana

'\j' """"" AL R R N N L O D I L LELEE N N A R R I B B N N Y B U ) 4 = ®W m & F N FETFEEEEFES S E SN NS EEEAaaEFEEEa
L R R R R R R L] R R L N I N N e I N O N N N RN I ]
‘‘‘‘‘‘‘ L R A R R R R R L R I I N R I R T N

4- R A R R R R ) IR R I R R R N R R R A R R R R R R R R R R R N R
""""" L R e L R L I I R I I I I R A L R LI B )
----- L L R L R R N L R R I I I I N I I I N L I A B R N R B R R I N A R B O A BRI BN B I O RN B B AN I L I B R )

LL‘-’ 4+t r s EE s %+ % 4 v+ kd vk kY rEE s ¥ s LEE I A N N S B N B B B N DR Y R BN B N R NN N R BN R AR B A
lllll L R R R L R R I N R R A A N I A A R A R A A I R B I A A A UK I I B I A A
L I I I I A AT R AR £ 54 B A4 Fd e T E e AR EE R RAE AR EEEa L N S

Do you have any further comments, ¢plticisms or suggestions that would assist in the
improvement of this module and workshop? (Please write here)

THANK 70U VERY MUCH FOR COMPLETING THIS QUESTLONNAIRE: YOUR REPLIES WILL BE HELPFUL AND
WLILL K TREATED [N STRICT CONFIDENCE. ANY SUMMARY OF PARTICIPANTS' REPLIES WILL INCLUDE
HO - HAMES .

1T 1S INTENDEL TO SEND YOU A COPY OF THIS PAGE AFTER SOME MONTHS, TO FOLLOW~UP PROGRESS
ON YOUR ACTIQON PLANS AND SEEK YOUR LONGER-TERM EVALUATION OF THE MODULE AND WORKSHOP.
TO MAKE THIS POSSIBLE WOULD YOU PLEASE WRITE YOUR NAME BRELOW.

Your name please ........ P s et et bbb e e a e e e
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Evaluation Questionnaire 2 (Follow-up)

WORLD HEALTH ORGANIZATION .
TRAINING MANUAL ON
HEALTH MANPOWER MANAGEMENT

GENERAL MANAGEMENT MODULE B; QRGANIZATYIONAL CHARGE

Please indicate, by circling'the appropriate figure

= not at all

to a limited extent

= to a considerable extent
= fully

L% By SR S ]
]

how far each of your action plans has so far been achieved:
{insert a brief description below)

Plam 4 o.iiiiiriiinianaas et ot seEem e Attt i 0 1 2 3

ete, .. ..... et e e s et a P r et dta e 0 1 2 3

Please indicate the major factors which have

helped hindered

mE R A E ke mowomaaaa 4 8 b owowdmmmaa LI I AR 4k wdomEmE R R R E Bk ow o w omoaoaa L L L
L R A N AR L R TR L N LR R B I I A N N A A A R LI R N R
L L I I T B N L NN ) LI R R R R R R I TN AR LI N
----- L R L R L R I T R

the achievement of your action plans

Have there been any other changes in the way you work that have been helped by the
training?
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Looking back on the workshop as a whole and recalling the time and cvosts involved,

please indicate by eircling the appropriate figure as in questien 1 above how far
you belicve that your attendance was justified in terms of

benefit to your organization
benefit to yourself

Do you have any further comments criticlsms,
consider (he workshop's impact?

or suggestions for the future as you

THANK YOU FOR COMPLETING THIS GQUESTIONNATRE,
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Viewfoil 0OC.1

OBJECTIVES

Consider two approaches
to organisational change.

introduce scenario writing.

Suggest models and techniques
for creating change.




dy By

Viewfoil 0C,2

MODELS FOR CHANGE

‘'Now-then’ approach.

Open systems planning.




_49_

Viewfoil 0C.,3

Environment

Inputs o Core Mission ~—— OUtpUtS

Environment
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Viewfoil QC.4

OPEN SYSTEMS PLANNING

SCENARIOS

What happens now (present)
What ideally should happen (ideal).
'What will happen if‘no changes are

made (doom).
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Viewfoil 0OC.5

THE CORE MISSION
The core mis--Sion is the organisation’s

reason for being




mvers:ty

Legsslatmn

with acute
illnesses)

Technology

(to cure patients

Viewfoil 0C.6

Nur5|ng
staff




Viewfoil 0C.7

A HIERARCHY OF OBJECTIVES

Aspirations

Strategic

Tactical Goal

First Steps




Viewfoll 0C.8

Super
rdinate

goals

Strategy




Viewfoil 0C.9

Developing ‘a Commitment Plan

Identify target individuals
Define the-critical mass
Assess the present state of commitment

Develop a plan for getting the

necessary commitment from the critical mass

Develop a monitoring system to

assess the progress
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Viewfoil 0C.10
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Viewfoil 0C.11

READINESS AND CAPABILITY

Readiness is todo with willingness,

motives and aims

Capability is to do With power,

influence and authority
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'THE CHANGE EQUATION

Viewfoil 0C.13

Commitment to change = DxMxP> cos:f




Viewfoil 0C.14

PLANNING FOR CHANGE

Defining the change problem.

Locating the appropriate systems.

Determining each system’s readiness,

capability potential for change.

What are appropriate change objectives

— long or short range?

What is the appropriate starting poir®




Viewfoil 0C.15

DRIVING FORCES

Current

situation

1

| l l
M Temporary
A .

equilibrium

[ 11

RESTRAINING FORCES




ACTION PLANNING

Viewfolil 0C.16

Number

Action v Whom

By When




