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IMPROVING OUR

A Users' Guide to Managing Change in the Heal

th Service Executive

Feidhmeannacht na Seirbhise Sldinte
Health Service Executive

If

Our population is changing

and so too are the needs and
expectations of our patients and
service users, and indeed our
staff. Whether you are managing
a team, leading the delivery of a
service or working as part of a
team, change is a constant feature
of your role. The changes that you
are managing or involved in may
be small or large, however, we all
have an opportunity to improve
the services that we provide to
patients and service users.

What is the Guide to
Managing Change?

This Guide is a resource which has
been developed to help all of us to

plan and manage change so as to
improve services for our patients and
service users. It is based on sound,
up-to-date research and best practice in
change management and organisation
development. It also incorporates
approaches to change that are already

in existence within the HSE and other
health service organisations, including
project management and agreed
partnership based approaches to
change. Throughout this Guide, there is
a particular focus on the importance of
engaging people in the improvement of
services.

Why was the HSE Change
Model developed and how will
it help improve our services?

Research shows that 80% of change
initiatives do not achieve what they
set out to do. Research also indicates
that change and improvement are far
more likely to happen when change

is planned and managed well, and
when there is a strong emphasis on
communicating and engaging with the
people who need to contribute to or
will be affected by the change.

This Guide has been developed to help
you to succeed in bringing about real
improvements by setting out a step-

by-step model to planning, managing
and implementing change. It places a
particular emphasis on communicating
and engaging with stakeholders, for
example patients, service users, local
communities, staff, teams, trade
unions, and it sets out practical tools
to help you in doing so.

How can | find out more
about this Guide?

An executive summary of the Guide

is set out on the following pages of
this leaflet. It outlines the key steps
involved in preparing for, planning and
implementing change. This executive
summary and a more comprehensive
Users’ Guide are available on the

HSE Website — www.hse.ie and the
intranet — http://hsenet.hse.ie. Further
information and support is available
from the Organisation Development and
Design Unit: email: ios@hse.ie. The full
Users’ Guide and supporting resources
and toolkits will also be available on
www.hseland.ie from October 2008.
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INITIATION

Getting started and initiating the change

The purpose of early planning and scoping is to help you build a solid
foundation, mobilise support and create readiness to lead the change.
This will assist you in making a strong business case for change.

Step 1

Preparing to lead the
change

1.1 What is driving the change and
how urgent is it?!

At all stages in the change process you
need to focus on the needs of service
users, staff and the wider community.
The questions you should aim to
answer at this point include:

e How was the need for change
identified?

e What is the intended purpose of the
change?

e What is driving the change? (this will
help determine what must change
and why)

* How strong and urgent are the forces
for change and what is resisting the
change?

* Do you have a mandate for the
change?

e Are the resources for the change in
place?

1.2 Who should lead the change?
Who are the key people to involve
in the change?

As a manager you have responsibility
for change and you must be clear about
your role and responsibilities and the
role of others in leading and managing
change. You need to know who can help
you to make change happen, who will
be affected by the proposed changes
(e.g. service users, staff groups, trade
unions, community groups, other

agencies), and how they will be affected.

Some key questions are:

*  Who needs to be involved in
designing and managing the change?

e How will they be selected and
supported?

e Who will be impacted by the change?
e Whose voice has to be heard?

e How best should you communicate,
involve and consult with key groups?

1.3 How ready is the organisation
to embrace the change effort?

You will need to establish how well
prepared people are to undertake what
is required. This information will assist
you in planning how to provide support
in order to increase readiness and
capacity to lead and deliver change.
You can check this by assessing
certain essential factors such as:

e The level of shared vision for change

e Effectiveness of communication
systems

e Orientation towards team working

e Level of resources available to
support the change

1.4 What do you know about
organisational politics?

Attending to internal political reality

- that is the culture of the organisation
and the quality of relationships between
people at all levels — is important.

This knowledge can be used in a
constructive way to plan and monitor
ongoing developments. It will also
assist you in managing concerns and
resistance.

1.5 What opportunities are there to
enable the change to happen?

There are places in the organisation
where small focused action can produce
larger positive changes or ripple effects
in the system, and areas of innovation
and good practice that can be replicated
in other areas and across the system.

Give thought to where these
opportunities are by involving informal
leaders and staff at local level in
identifying key activities to bring about
positive action.

1.6 What is the impact of the change?

Even at this early stage you need to
constantly assess the impact of the
change on current services, teams and
individuals. Some key questions for the
impact assessment include:

e What will be different for service users?

e How will services be delivered
differently?

e How will teams have to operate
differently?

e How will individual staff be impacted
upon by the change?

e What are the risk factors that need
to be addressed from a service
user and staff perspective?

1.7 What objectives and outcomes
are intended?

It is essential to communicate the
intended objectives and outcomes
of the change in line with its core
purpose. This will help people to
engage in the process and will build
commitment for the change.

1 The references used in this overview i.e. 1.1, 1.2, etc. relate directly to each of the sections in — Improving Our Services: A Users’ Guide to Managing
Change in the Health Service Executive. More detailed information and assistance can be obtained by referring to this Guide.




1.8 What resources will be needed
to enable the change to be
successful?

Change efforts need to be resourced
to be successful. Take time to consider
what type of resources you will need to
support the change process. This will
provide a reality check on how best to
proceed with the resources provided
or available.

1.9 Is there is a solid business
case for the change?

You should now be able to present

the structured business case for
change, based on all the data gathered
from analysis and consultations. This
information will assist you in completing
the PID (Project Initiation Document).

Detailed planning

Business case for change
(Project Initiation Document)

Provides an early analysis and an outline description of:

e The vision for change

* Need, rationale and mandate for the change

e Change leadership roles and early identification of resource

requirements

* Key stakeholders and influencers in the system

e The drivers for the change and the degree of urgency

* The leverage points and interdependencies for making the

change happen

e Options and risk factors

* Purpose, objectives and outcomes/deliverables

* Possible timeframe and outline costs

e Plan for communicating the business case

PLANNING

The purpose of the planning stage is to create a critical mass of
support and readiness by engaging staff and key stakeholders in
creating a shared vision for the future. The specific detail of the change
will also be determined and a detailed Implementation/Project Plan will
be agreed. The change process will be more visible at this stage and
levels of communication and involvement should be increased.

Step 2

Building commitment

2.1 How can you create
commitment for a shared vision?

The HSE vision for change is easy
access, public confidence and staff
pride. Staff need opportunities to
explore what that vision means for them,
their teams and their service. You will
need to work with staff and other key
stakeholders to help them to understand
the vision in a meaningful way.

2.2 How will the shared vision
and the business case be
communicated to staff?

You need to develop a comprehensive
communication plan to share the

emerging vision for change and the
details of the business case, and also
have a process in place for getting

feedback and acting on that feedback.

You need to attend to and respond
sensitively to how people are reacting
to the impending changes. Frequent
and consistent communication is
critical at this stage.

2.3 How can readiness for the
change process be increased?

Building on earlier work, readiness for
change can be increased by helping
people to develop the required skills,
knowledge and competencies for

the change. Bringing about cultural
and behavioural change takes time.
You need to create opportunities for
personal and team development.

As a manager, you also need to be
supported to model the new behaviours
required to bring about the change.

2.4 How will people know that
change is underway?

People need to begin to see that real
and meaningful change is happening.
An important balance is required,

as the past must be acknowledged
while at the same time you need to
demonstrate that change is underway.




Step 3

Determining the detail
of the change

3.1 How different is the current
situation to what the future vision
requires?

The vision for the future will be different
from the current situation. Gathering
information and analysing the gap
between the present situation and the
future will provide you with a more
informed understanding of the detail of
the change. Involving a cross section
of staff/stakeholders in this process of
analysis is essential.

3.2 What will happen to this
information

You need to set aside dedicated time
to provide feedback on this analysis
to key stakeholders. The feedback
process in itself will help to generate
energy for further action.

3.3 So what needs to change?

Building on what you know from the
analysis it should now be possible to
outline what needs to change, what
needs to stay the same or improve and
what parts of the old system need to
be left behind.

Step 4

Developing the
implementation plan

4.1 What will a detailed plan of the
future organisation/service look like?

You need to continue to work with key
stakeholders in developing the detailed
design of the future organisation or
service. Questions to be addressed in
the more detailed design include:

* Does the organisational structure
need to change?

e What policies need to be amended or
created?

e How will services be organised?

e How will new teams be set up or will
existing teams be changed?

e How will roles and responsibilities be
changed?

e How will posts be created or
reassigned?

¢ How will processes for
communication and decision-making
be different?

¢ How will human resources, finance
and other functions need to respond
to support the changes?

e What changes will be expected of
individual staff members?

e How will formal arrangements with
other organisations change?

The detailed design will then need to
be communicated and opportunities for
feedback created.

4.2 What will the impact be of this
more detailed design?

[t should now be possible for you to
carry out a fuller analysis of the impact
of the changes on existing services,
teams and people.

4.3 How will these changes be
agreed and implemented?

It should now be possible to outline a
detailed implementation plan. Ownership
for this plan needs to be agreed through
involvement of all relevant stakeholders,
including staff and trade unions. It is
important that you provide time for
people to engage with the detail of the
implementation plan in order to ensure
that the interests of staff, service users
and other key stakeholders are taken
into account.

4.4 Why is an Implementation/
Project Plan needed?

A detailed Implementation/Project Plan
can now be outlined and agreed. The
Implementation/Project Plan brings
together all of the strands of change
activity and brings a level of formality
to the process. It provides opportunity
for formal sign off by the appropriate
leaders and managers.

The elements of the
Implementation/
Project Plan

e Description and scope of the
change including purpose and
objectives

e Stakeholder analysis
e |mplementation plan

— What is the sequence of
actions?

—Who is responsible for
these actions?

—What is the timeframe for
completion of the actions?

— Where in the organisation
will these actions occur?

e Performance and quality
measures

e Resource requirements
e Risks and dependencies

e Communication and
engagement plan




The purpose of this stage is to ensure that the Implementation/Project
Plan is meeting its objectives and that the change process is on track.
Implementation of the agreed actions should now be clearly visible and

momentum needs to be sustained.

The following are critical to the
implementation phase:

Engage in frequent and consistent
communication

Ensure clear commencement dates

Ensure that change agents are
available and supported

Share the learning, based on what you
know is working/not working

If something is not working or needs to

be modified, take corrective action
Ensure risks are being managed during
the change from the old to the new
See that old ways are phased out
sensitively

Provide hands-on support for staff
Personally model the new behaviours
required

Acknowledge that real change takes time
and needs a supportive environment

It is important that managers (in
partnership with HR staff including
performance and development,
organisation development, and partnership

facilitators) continuously support people
during the change process. The following
support and development processes are
needed to assist people with the ongoing
process of change:

Leadership and management
development

Personal and team development
Engagement and partnership processes
Partnership training

Career development/coaching/role
consultation

Employee well-being services
Action learning and peer support
Equality and diversity initiatives

MAINSTREAMING

Making it ‘the way we do our business’

The purpose of this final stage is to integrate and sustain new ways of
working and to support the use of new skills and practices in our everyday
activities. It focuses on systems of evaluation and continuous learning in
order to increase readiness and capacity for ongoing service improvement.

Step 6

Making it ‘the way we
do our business’

6.1 How can you acknowledge what
is going well and what people have
achieved?

At all stages of the change process

you should provide opportunities to
celebrate success, particularly when
key milestones are reached. Appropriate
ways of celebrating success at local,
area and national level should be used to
acknowledge achievement.

6.2 How can change be integrated
into everyday activities?

People will need support to embed the
changes into their everyday activities and
behaviours. This will reduce the sense that
change is an ‘add on' rather than an integral
part of the job. This is an important time

for you to pay attention to strengthening
relationships and connections in the system.

6.3 How are the changes integrated
into existing processes?

To embed the change you should ensure
that you link the new ways of working

to key business processes such as
business/service planning, decision-
making processes, performance review
processes at individual and team level.
Communication and engagement
processes also need constant attention to
ensure effectiveness.

Step 7

Evaluating and learning

7.1 What do we need to do to
continue to improve?

Flexibility and openness to change are
critical for the organisation to remain
relevant and responsive to the needs of
service users. You need:

e The capacity to refine what you are
doing as new information emerges or
as demands change, e.g. changes in

MAINSTREAMING

population profiles or service users
needs, etc.

e Processes to support continuous
improvement and development
— service user/community feedback
processes, etc.

7.2 How can we learn from the
change process

Mechanisms for evaluation should be in
place at all stages in the change process.
Evaluation takes time and energy, so it
needs to be planned for and resourced
appropriately.

7.3 What needs to be discontinued?

Temporary support arrangements for the
change process, such as project teams
and individuals with specific change briefs,
etc. need to be reviewed to determine if
they need to be reassigned or integrated
appropriately into the organisation.
Responsibility for ongoing change should
be clearly built into the roles of leaders,
managers, team members and staff.




ACTIVITIES FOR CHANGE

Understanding the cultural and people aspects of change can greatly enhance the capacity of leaders
to be successful. The activities outlined below underpin all of the steps outlined in the HSE Change
Model and they represent the critical factors that can support successful change. They also represent
the key factors that assist in understanding levels of readiness and capacity for change. It may be
helpful for you to assess your organisation or service along these dimensions and address areas of
potential or possible concern.

Focus on service
Create a shared users. communities
vision '

Support and population
continuous

learning and
evaluation

Engage key
stakeholders

Balance stability

and change LEAD BY EXAMPLE Communicate

relentlessly

Establish a sense

of urgency and Resource the
pace the change change

Attend to the people Support effective
and cultural aspects team working
of change

Providing practical resources to assist you

Improving Our Services: A Users’ Guide to Managing Change in the Health Service Executive

This overview of the HSE Change Model identifies key activities to manage effective change. A more detailed Users’ Guide
- Improving Our Services: A Users’s Guide to Managing Change in the Health Service Executive is available and provides
practical advice and templates to guide you through all of the steps and activities required.

This executive summary and the Users’ Guide are available on the HSE Website — www.hse.ie and on the intranet -
http://hsenet.hse.ie. The Users’ Guide and supporting resources and toolkits will also be available on www.hseland.ie
from October 2008.

For further information and support please contact:

Organisation Development and Design
E-mail: ios@hse.ie
Telephone: 01-6201783/6201819

Developed by the Organisation Development and Design Unit, HSE, with the support of the Strategic Planning, Reform and
Implementation (SPRI) Unit, HSE, and in consultation with the Health Services National Partnership Forum.
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