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Overview of program

Morning session
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Afternoon session

» Team updates/announcements
» Workshop themes

* Introduction to Transformation
» Team-building exercise

» Writing a team vision

» Criteria team breakouts: reviewing the
benchmark report

Criteria team breakouts
* Possible solutions and their impact

* |dentify and analyze buy-in barriers
* Identify and analyze resource barriers

* Construct solution maps

« Introduction to Transformation
» Team-building activity

« Criteria team breakouts: identification of
current organizational strengths and
weaknesses

 Full team discussion

Criteria team breakouts
* Prioritize solutions based on impact

* Continue to identify and analyze
resource barriers

* Prioritize solutions based on ease of
implementation

* Discuss solution maps and next steps
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Introduction/workshop themes
Review/updates/announcements
Organizational Self-Transformation overview

Team-building exercise
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m ) Goal of P3S2: Transition between Self- "l" = s--
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* |n this workshop we will use the output from your past OSTP
activities: the Benchmark Report and use it to prepare for the
next OSTP activities: Transformation

e The broad steps you will follow in the coming days

Use the benchmark reports to identify areas for improvement
Identify solutions that will capture the improvement opportunities
Identify which solutions will have the largest impact

Identify which solutions can be effectively implemented

Construct a list of prioritized solutions that will serve as a guide for you
when transforming your organization

Lk wnhe

You will see three key themes in this workshop: teamwork, solution

identification, solution prioritization
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Teamwork Solution identification Solution prioritization
Every team member’s

S . To solve any problem, Some solutions will be
contrlbgtlon will make solutions must be easier to implement
the entire team’s identified. Identify all and some will have
efforts more the possible solutions more impact.
SUCCGSSfU’L Use to a problem Prioritize solutions to
everyone’s choose the optimal
contribution to path

achieve maximum
success
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e You will benefit from group learning in this workshop ‘
— You will learn from questions that others ask
— You will learn new information by listening to other participants

— You will learn new approaches to solving problems by listening to other
participants

e Implementing OSTP in your organization will be more successful if you
work together as a team
— You will make the OSTP workload manageable by sharing tasks
— Your teammates’ different skill sets can be used against specific problems

— You can consult your teammates for solutions to barriers you are facing
division of labor

— The friend and family relationships that your other teammates have may help
you implement OSTP in your area

Remember: by working together and cooperating, you will learn

more and be more successful
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e The Benchmark Reports you produced contain detailed and
insightful information about your organization

 You now know your organization better than most of your
colleagues, including management

* You can use your knowledge to identify opportunities for
improvement

* In this workshop, you will review your Benchmark Reports,
and identify areas in which your organization has the most
opportunity for improvement

You now know more about your organization than most of your

colleagues. Use this knowledge to improve your organization
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 The solutions you identify, will not all be equally attractive ‘
— Some of them will have larger impact than others
— Some of them will be more difficult to implement than others
* In this workshop, you will work to identify the solutions that
will have the maximum impact with the maximum likelihood
of successful implementation

e Prioritization is a very valuable skill because it helps an
organization function most efficiently

Accurate prioritization will help you achieve the maximum level of

results in the Transformation phases
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(7 o } Organizational Self-assessment and "ﬁnﬁéﬁ'

“®@S  Transformation Program (OSTP) Cycle  .o..o5ier o,

Self-assessment program
* Phases @and of the OSTP Cycle
* Establishes the commitment to change
—Developing internal “change agents”
—Creating evidence base to justify
change
—Building knowledge base within
organization to inform change
—Changing mindsets regarding
organizational change

Organizational
Commitment & Team
Orientation

@
() -~
L

§

Transformation program

. Phases@, @ and @ of the
OSTP Cycle

* Creates the momentum and ability to

o act for change

9“\e“a’<‘°“ —Prioritizes discrete actions and
“quick wins” as targets for change

—Identifies resources to support
change

—Provides time for reflection and
discussion within and across
organizations
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Activities

Owner

Step 1

= Confirm dedication of

10-15 member Gol
organization OSTP
team with
commitment of 25%
of time for change
management

= Gain documented
Gol organization
support and approval
for Transformation
program, including
decision making
authority, as needed

Step 2 (workshop)

= Develop vision and goals

for Transformation
program

= |dentify current strengths

and key barriers to
performance
improvement, based on
the self-assessment
report for each criterion

= Brainstorm possible
solutions to address
these organizational

barriers for each criterion

= Discuss possible
resources, effort required
and impact of proposed
solutions

= Create solution maps
based on likely effort and
impact

Phase 3: Development of
“Transformation Roadmap”

= Attain necessary
approvals from Gol

organization
leadership

= Discuss draft solution

maps with key
stakeholders

= Aligh maps to
stakeholder input
and available
information

Step 3 (in Gol org) Step 4 (workshop)

= |dentify and dedicate
resources for support
of change program

—Inside Gol org

— Inside other Gol
org

- GSP

— Other external
resources

= |dentify timing issues,
and means of
implementation

= |dentify metrics for
success

= Assign ownership of
programs and
outcomes to specific
individuals

ﬁAQAﬂU M

Lyl i g i

Governance Strengthening Project (GSP)

Step 5 (in Gol org)

= Attain necessary

approvals from Gol
organization
leadership

= Test and adjust

strategic plan based
on input from key
stakeholders and

available information

= OSTP team
champion, with GSP
support

= OSTP team criterion
leaders

» OSTP team
champion

= Gol organization
OSTP team
= GSP advisors
= GSP OSTP

= Gol organization
OSTP team
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\\ Organizational Self Assessment %':Agfwm

"ONaL pel® Governance Stre i Project (GSP)

 What do you think was the purpose of conducting an
Organizational Self Assessment in your organization?
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@ mm ® Organizational self transformation leads to a Hp:ﬂ.l“
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Organizational self transformation

definition: staff within an
organization change the way
things are done within. These
changes can include changing
policies and procedures,
implementation of IT systems,
changes in HR practices and
cultures in a coordinated way

Organizational self
transformation goal: a culture
of excellence

&
Qo
N
Qo
Culture of
excellence

Results-
focused

@ Knowledge Processes
N
£
AN
@)

People Finance

You may find it helpful to think about organizational self transformation as a

combination of three parts:

Transformation +

of an organization + by yourself
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Modern car <€ Early car ‘ Trains and trams
g
\
—>
Charcoal Quill pen Fountain pen

Word Processor. Electric typewriter

Manual typewriter
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Word Procesgor. Electric typewriter  Manual typewriter
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/ \ ' Organizations can transform with well-executed
' initiatives
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Organization without clear job
descriptions

%‘? Function 1

unction 2

Organization transformed by
Introduction of job descriptions

-
-

\\
\‘\
\

\
N
\ N\

1

1

1

1 1

1 1

1 !
1

1

EE m

Note: Job Description is NOT the only necessary ingredients

for a well-structured organization



/m Leale oY) 5 a5 dilee  SIAN (gl ‘"@:ﬂ.l

AQADUM

*
“ =
Fdl
S, & - AQ
&r‘ll'll:},oq < ‘ - \J . * Yo \ N N o o y m,gur_f..aw o
’2_@_&“ AW - - LJA - LAA} Governance Strengthenang Project (G5P)

[N

\
\
\

it

5l Jadl s Glaca b pga 553 0 i I il G 5 ol




,‘eOSTfA—TEs‘“c@ ' X
Km el ‘ Self transformation is initiated, driven, supervised Hﬁﬁéﬂ

&\ ' and monitored internally e s
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Gol organization internal
transformation team

x

You will play an important role in ensuring the success of
transformation in your organization
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should it look like? Fep-hbadan

rfow

/ﬁzm You drive transformation - what P:ﬂ:
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Transformation should always You will need to convince, not force,
pursue a culture of excellence your organization to transform
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Steps towards transformation
should be carefully planned

Transformation is a complicated
process that requires careful
planning

Careful planning will help define the
ultimate goal of transformation, and
plot the best course to obtain that
goal

A detailed plan can be used to build
support and manage and evaluate
the transformation process
effectively

The risk that comes from all

transformations must be managed

//()51ATES4\\ . - - -
a m@ : You drive transformation - what p:ﬂ_'
3, wmmp should it look like? TAQADUM
%X;“'"'// . GOVernanc -:r-hr;:raffl-’-;r#-.tlwl

Any transformation is uncertain
because it moves the organization
from a known state to an new state

Mistakes will occur and you will
encounter unintended
consequences of your actions

It is important to anticipate risks
you will face and plan how to
mitigate them

It is even more important to identify
mistakes you make, be transparent
about them, and correct them as

quickly and thoroughly as possible
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You drive transformation - what "I" = s"l
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should it look like? sy s o

Governance Strengthening Project (GSP)

Transformation must fit with the Working in teams will strengthen
organization’s overall strategy your transformation efforts

Organizational self- Jﬁﬂ jv X X
transformation FXV ’X/
initiative x :RV
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Introduction/workshop themes
Review/updates/announcements
Organizational Self-Transformation overview

Team-building exercise
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OSTP team vision
Benchmark report review
Organizational strengths and weaknesses
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Definition:

e Vision is a clear description of the desired end state of any action. Think of
it as a ‘picture of success’ or ‘what do we want to accomplish?’

 Aclearvision is valuable because it gives your organization an agreed-upon
point to navigate towards, and a tool to communicate your objectives
across your organization

e Visions of the same event can be very different depending on the point of
view

Example: Vision for a football game

— Player’s vision: to win the game

— Coach’s vision: to win the game in the context of winning the season (e.g.
minimize injury, give developing players experience)

— Spectator’s vision: a closely contested match in which neither team wins by
too large a margin

Transformation is the roadmap to achieving your vision
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OSTP’s vision is a component of your "p:ﬂ-l“
TAQADUM

organization's overall vision S sk

Governance Strengthening Project (GSP)

S oo

( Sub-organization 1 vision

Sub-organization 2 vision

Today, we will focus only on the vision for the OSTP team, in a later
workshop we will work with visions for solutions
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Big picture definition of what the organization as a whole aims to accomplish
Single message behind which sub-organizations are expected to align
In general does not expressly mention sub-organizations

= Defines the “picture of success” for your OSTP
team’s activities

= Clearly states what you realistically hope to
accomplish at the end of this OSTP cycle

c
Q
D
>
o)
S
?
o
=
)

= Narrower in scope than and must not conflict with
the overall organization vision

= Specific “picture of success” for one solution

= Contributes to attaining sub-organization vision, which in turn contributes to organization vision
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e Defines a clear goal
e Concise

* Written so that it can be easily understood by
others in your organization, even those not
directly involved

e Consistent with your organization’s overall
vision

* Consistent with the capabilities your group
has or to which has access
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Hospital: State-of-the-art, timely, personal and
affordable medical care to all patients

Oil company: The world's premier petroleum and
petrochemical company that continuously achieves
superior financial and operating results while
simultaneously adhering to high ethical standards.
(Based on ExxonMobil)

Hotel: A sleeping, eating, recreation, and relaxation
experience that combines the comforts and
familiality of home with world class luxury and style
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1. Write a vision for your OSTP team

2. Share the visions with the group

3. Discuss the different ideas

4. Decide on the key components of your team’s vision

5. Finalize the wording of your vision
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OSTP team vision
Benchmark report review
Organizational strengths and weaknesses
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 They contain detailed information about

. . wala yat] Taladsl
your organization
33 —
— Strengths 001 2 3 4 5 6 7 8 9 10
— Weaknesses s R s
. . . Ml
 They give you a unique perspective
5.4 —_———
e Consider them carefully to identify the 0 123 43678 9
. . T ] i el e, J
most important weaknesses, which are "
actually opportunities for improvement )
yopp P i =

* For every opportunity for improvement ey oA
there will be an activity, or set of .

At

activities fchat can take.a_dya ntage of that . S —

opportunity. These activities are called 001 2 3 4 5678 9 10
B s Y L2 s

solutions
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//m\\ Activity: read through the " :5_'
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x\"'"// benchmark report s it

1. Separate into criteria groups

2. Read through your section of the benchmark

report to familiarize yourselves with the
findings

3. Discuss you key observations with your group
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1. Inyour criterion groups, read the relevant sections of the Benchmark
Report and identify your organization’s strengths

2. For each strength, identify the reason why you believe your organization
is strong in that area

3. Write this information in the strengths assessment table

=  This table will be useful to you in communicating the positive outcomes of the
Self-assessment

Example:
e Strength: Ethical behavior is stressed in all transactions and interactions

e Reason: Leadership continuously communicates this issue and
periodically rewards employees who have exhibited exemplary ethical
behavior
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1. Inyour criterion groups, read the relevant sections of the
Benchmark Report and identify your organization’s
weaknesses (or opportunities)

2. For each weakness, identify the reason why you believe your
organization is weak in that area

3. Write this information in the weakness assessment table

= This table will be useful to you in communicating the need to conduct
transformation activities

Example:

e Weakness: Subsidiary units do not align their activities and
work plans with the organization’s overall strategic plan

e Reason: Managers of the subsidiary units are not trained in
strategic planning and work planning
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Program Phase 3 — Step 2
Day 3: Solution identification and
Impact analysis
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Solution identification
Impact analysis
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Solution characteristics
 Focus on solving a particular problem
e Directly addresses elements of a particular problem
e Requires specific activities to be carried out
— Internal to organization
— External to organization
 Represents change in the organization
— One time change
— Long-term change in behavior, thought or culture
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Examples

Prepare a special form for evaluating the performance of staff based on their job
descriptions and to train a staff to use it within three months.

Prepare staff from middle-management dedicated and qualified to prepare and
implement strategic plans related to their departments, in-line with the strategic
plan of the Governor’s Office and by the end of the month of March of 2013.

Convert official paper-based correspondence to electronic-based using the
organization's official e-mail gradually.

Prepare a supplemental form for each program to facilitate the process of
preparing the budget and require the people involved to fill it out completely and
on time during the third quarter of the fiscal year.

Start a series of interactive lectures to the staff of the planning department via
internet using VTC on how to analyze the departments functional operations
during the first quarter of next year.
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o
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At this stage of the OSTP process, focus on smaller, simpler,
easier solutions for two reasons

1. You will have a greater chance of success with them

= |t will be easier if you address larger, more complicated solutions in
later transformations so you can apply the skills you are developing

NnOoOwW
2. Your organization will be more receptive to smaller changes
at first. Later, once you have a proven track record, the

organization will be more open to larger, more impactful
changes
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1. Select a reasonable solution for each of the
opportunities you identified on the Opportunities
worksheet

2. Write the solutions into the worksheet
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Definition: Impact is the degree to which your organization
would change as a result of a solution being implemented

Importance: Not every solution will impact your organization
equally. Some solutions may have a large impact while others
may have a much smaller impact. In order to develop your
organization as successfully and extensively as possible, you
must select and pursue solutions that will have the maximum
impact
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A solution’s impact cannot be quantified before

implementation because there are too many
uncertainties

Impact must be estimated

— You will use experience/intuition to assess a
solution’s impact

— In addition to your experience, you can use
evaluation criteria

The three Culture of Excellence pillars are one set of criteria that

can be used to evaluate a solution’s impact
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one of the COE pillars

H You can assess impact with the three COE pillars
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You can use the three pillars to
estimate impact of your solutions

Solu-

tion

Citizen-
centered

Results
focused

Trans-
parent

Total

Write
job
descrip-
tions

16

Build
smoker
lounge

Not all solutions will yield equal impact. Evaluate each solution’s

Impact before allocating resources for implementation
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Citizen-centered governance  Results-focused Transparent governance
recognizes the government’s  governance requires requires a renewed focus
dual mandate toward government on government

citizens, treating them organizations to focus on  openness. It is about
simultaneously as achieving tangible goals. = making reliable, relevant,
stakeholders in government It is about making and timely information
operations (as voters and government work better about government
taxpayers) and as clients of and cost less. agencies available to
government services. other government

Institutions, and to the
general public.

Refer to your guidebook for more details on the three OSTP pillars

of excellence
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/f’mﬁ\\ Activity: estimate the impact of
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1. Estimate the contribution each of your solutions would have
towards each of the three COE pillars

= You can use the template on the following page

Assign a score from 0 (no contribution) to 10 (very large contribution)

2. Total the scores for each solution and rank your solutions
based on their final scores

3. Test the prioritization with your experience and intuition
Make adjustments to the priority ranking as necessary
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Solution Citizen- Results Trans- Total Rank
centered focused parent
Ex: Write job descriptions 2 6 8 16 1

Ex: Build smoker’s lounge 0 2 0 2 2
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Program

Phase 3 — Step 2
Day 4: Barrier analysis

GSP OSTP Office
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Barrier analysis overview
Buy-in

Resources

Additional barriers
Prioritization
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Definition: A barrier is an obstruction or impediment to an intended path
— Aclosed road
— Afence
— An ocean
— etc.

What are some barriers you will face implementing solutions in your
organization?
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To implement solutions in your organization, most of the barriers you will
face will be non-physical

— Lack of adequate funding

— Shortage of manpower

— Organizational resistance to change
— etc.

Most barriers will fall into two categories
— Buy-in

— Resources

The ease of a solution is a combination of the ease overcoming all barriers
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Estimating the ease of solution nlo:s_‘"
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implementation requires four key steps b i

Governance Strengthening Project (GSP)

Estimate the ldentify and
ease of estimate the
accessing the ease of
resources overcoming
needed for additional
Implementation barriers
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Barrier analysis overview
Buy-in

Resources

Additional barriers
Prioritization
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= Consider the ease/difficulty of obtaining "
~? ***** ;,}g | : "Lunnuu
s relevant buy-in
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\V’O*E“/ ength aning

Winning buy-in can be difficult Buy-in must come from all
but is critical to success affected levels of the organization

= In order to successfully implement
a solution, you must obtain the
support of your organization, - Buy-in
otherwise you will face constant
organizational barriers which can /|\
cripple transformation efforts f{ e
= You will likely face resistance to "? ’? S
your solution, making buy-in
difficult to obtain
= There may be many sources for Wsﬂﬂﬁkﬁ ﬂﬁﬁﬂx@ ﬂﬂﬁﬁﬂﬂﬂﬂ Buy-in

the resistance ranging from fear
to misunderstanding // /‘ \\
= In assessing difficulty of solution

Implementation, you must always
consider the difficulty of obtaining
the necessary buy-in

Upper
mgmt

Middle
mgmt

steﬁf

General
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S, Activity: estimate ease of "P =5_'
““\//“” obtaining buy-in P

1. Fill in your solutions on the “solution ease
summary sheet”

2. For each solution, estimate the total ease of
winning buy-in from a score of 10 (easy) to 1

(difficult)
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Solution ease summary sheet "ﬁuﬁgﬂ."
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_ Buy-in ease Resource ease Other barrier ease Total
Solution - - - Rank
(10 easy — 1 difficult) | (10 easy — 1 difficult) | (10 easy — 1 difficult) ease
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Barrier analysis overview
Buy-in

Resources

Additional barriers
Prioritization
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@ Key resource categories
e Manpower

— You must make sure that you can employ sufficient manpower to complete all the tasks on the path
to change. For example, if you intend to write job descriptions for your organization, you must make

sure that you have enough manpower to conduct interviews, coordinate communication, and write
the job descriptions

e Skills

— Technical: if you implement an information technology solution, you will need computer and network
skills in your solution implementation team

— Personal: if your solution requires interviews, your team will need to be skilled in putting people at
ease when asking questions about their job and work environment

e Tools

— Just as you use a shovel and not a spoon to dig a hole, the tools you use to implement change must
be appropriate to the jobs that require them

— For example, if you want to purchase software for a computer-based purchasing system, your must

make sure the software will work on your computers. If it does not, you will need to improve your
tools by buying new computers

You can secure resources from internal or external sources
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e o N Activity: estimate the ease of obtaining pﬁ
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e For this activity, we will first fill out the “resource activity template”

e This template will be very useful when you communicate resource needs
to your organization

e After we complete the “resource activity template” we will summarize it
on the “solution ease summary sheet”

1. For each solution, identify the resources you will need to implement it
successfully

2. Determine whether each resource is immediately available

3. If aresource is not immediately available, what needs to be done to get
it?
4. Based on the steps needed to obtain a resource, estimate the ease of

getting that resource from 10 (easy) to 1 (difficult). If the resource is
available, give it a score of 10

5. Total the ease of obtaining the resources and divide by the number of
resources for each solution, then, record that number on the “solution
ease summary sheet.” For example, if your total for 4 resources is 36,
then your final score will be 9.
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Resource activity template - use when ‘ "p:ﬂ.l“
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communicating in your organization i s g
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Estimated ease of
If not available, how to obtain obtaining resource
(10 easy -1 difficult)

Resource Immediately
needed available? Y/N

Solution
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Additional barriers
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e The root of most barriers lies in either resources or buy-in
e However, there may be other barriers to your solution

e Some examples:
— Bureaucratic processes
— Transparency of information
— Holiday schedules
— Logistics
1. For each solution, identify the additional barriers you think you may
encounter

2. Estimate the ease of overcoming each barrier and record it on the
accompanying sheet

3. Total the ease of overcoming the additional barriers of each solution,
divide by the number of additional barriers, and then record the result on
the “solution ease summary sheet.” For example, if you have 4 barriers
with a total of 36, the resulting score will be 9.



S STATES 5
St : o q-;
== e Al il )94 JA o
‘|-‘| : = i~
P R 19 H S snuN
&&!"l!y Labyal Spd £ agas
NaLDE"

Governance Strengthenang Project (G5P)

a3 acal) ) An 5V 3 sl 55 L8 eSSl prall aine i ) @
Ga gl sl 4l g5 Al i pra dllia (S 35 odllh gas o
BN any e

(x50 ) Al il ISl Y)Y -

(e sheall 48la5) e sl Lo Jsemall dypra -

daaw ll Jhaall Joan -

At slll )Y -

leal 51 38 Ll afies Al 4dlia¥) Gl grall pany a8 (Ja I
Lo AbaLall 465l o Loty 5 3 e S, o i) Al g s oy
&J}M\M}@u@;u\s}&uﬂ4u\ﬂu\s \J\Md#\ﬁ}@uu@'&)w\
9 dagiill ) Kiid 36 s AY) il gl



i gaall maad J sia "l“'ﬂ-'

Lyl i g i
Governance Strengthening Project (G5P)

Used B fa ) gAY cld gl
(@ 1-J¢10) s HM




Solution

Additional barriers
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Additional barriers

Difficulty score

10 (easy) — 1
(difficult)

Total additional barrier
difficulty score

HHHHHH

HHHHHHT

B

HIHHA

B
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Barrier analysis overview
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Additional barriers
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Governance Strengthening Project (GSP)

1. On the “solution ease summary sheet” total the ease scores
for each solution

2. Prioritize/rank the solutions based on ease (solution with the
highest ease score gets a rank of 1, solution with the second
highest ease score gets a 2, etc.)

3. Gut check! The ease scoring and ranking procedure of this
section is designed to structure your analysis of each
solution’s implementation ease. However, it may in some
cases give erroneous results. Once you have completed your
ranking, use a gut check to make sure the ranks you assigned
seem correct. If they are not, make adjustments until they
are
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You have prioritized your solutions using two metrics: impact,
and difficulty of implementation

Some solutions may have a high impact, but are difficult to
implement, while others may have a lower impact but are much
easier to implement

Both impact and implementation difficulty are very important
metrics, how can we combine them to prioritize solutions for
implementation?

Tomorrow morning, we will discuss potential ways to use both
metrics for one prioritization
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How do we combine both metrics to make one
prioritization list?
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Think about your prioritizations as "p:ﬂ_'"
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arrangements of solutions along a continuum S e
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Difficult to implement Easy to implement
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The plot provides a two-criteria solution "p:ﬂ-l"
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prioritization framework ey
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g Difficult to implement
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___________ |
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= Small impact, | Small impact,
[
@ . : :
g- Difficult to implement : Easy to implement
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—_ — - = — e
Difficult to implement Easy to implement
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The output will guide you as you plan for "p:ﬂs
TAQADUM

Transformation P i

Governance Strengthenang Project (G5P)

Large impact

Small impact

Difficult to implement Easy to implement
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The final product provides solution details, "p:ﬂ-l“
TAQADUM

and solution prioritization hd el

Governance Strengthening Project (GSP)

Solution
‘g A
1. Solution 1 g—
2. Solution 2 S 0
(qv]
3. Solution 3 —
4. Solution 4
5 Solutons " |
6. Solution 6 - 10 :
s @ .
7. Solution 7 g— :
= I
8. Solution 8 = I
5 O |
9. Solution 9 \ S | .
10. Solution 10 Difficult to Easy to

implement implement
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/ﬁﬂm Activity: complete your criteria’s prioritization "loaﬂ;"
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/ using your own solutions e
’°~ Governance Strengthenang Project (G5P)

Criteria: -
g4 |
Solution 3 I
1. S I
-1 |
2. I
|
3. I
__________ e e e e — =
4., I
|
5. I
0 I
6. S |
e |
7 = '
g I
8. I
» \L ! >
. Difficult to Easy to
10. implement implement
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Leadership

Finance

Knowledge Processes

People

Consolidate two key solutions from each
criteria into one unified OSTP solution map
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each criteria into one prioritization matrix ik aisls
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OSTP team 5 criteria priority solutions

O A
S |
Solution 3 I
1. S I
- |
2. I
|
3. |
__________ e e e e e e — -
4. I
|
5. I
O |
6. S |
e |
1. = |
g |
8. &3 I
o V< ! >
' Difficult to Easy to
10. implement implement
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°®W Next step: communicate solution maps to gain input and lo:ﬂ_'“
x . . . 7 TAQADUM
buy-in from your criteria’s stakeholders Ll i 4

Governance Strengthening Project (GSP)

Take the valuable ...to relevant individuals in ...to get input and buy-
insight of the solution your organization... in from your
map... stakeholders for two

key solutions

il

ity
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When you select your priority solutions, focus first on EASINESS to

first build a successful record. You can focus on harder solutions later
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At any stage, as you gain more insight, "ﬁﬂéﬁi

you can revise your solution maps L S ari

Governance Strengthening Project (GSP)

 You can change the
prioritization

e You can add or delete

e Do what is necessary to
ensure your solution
maps are as useful as
possible in guiding you
into transformation

Adsl 14 Jguu
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| Your solution maps must be approved "pﬁ
X before progressing in transformation >

AQADUM
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The approval process at every organization will be
different

Follow these steps to make sure you have sufficient
approval to move forward

1. ldentify the individuals from whom you need
approval

2. Discuss the solution maps
3. Incorporate suggestions

4. Obtain approval for at least the top two solutions in
each criteria
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The consolidated solution map will serve as starting point "p:ﬂ_'"
TAQADUM

for the next workshop: Solution Action Planning P ieds o

Governance Strengthening Project (GSP)

* You will carefully plan the activities necessary to implement
your criterion’s solutions

Components + Organization + Action Results
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Strength Reason
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Solution Citizen- Results Trans- Total Rank
centered focused parent
Ex: Write job descriptions 2 6 8 16 1

Ex: Build smoker’s lounge 0 2 0 2 2
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Solution ease summary sheet "ﬁuﬁgﬂ."
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_ Buy-in ease Resource ease Other barrier ease Total
Solution - - - Rank
(10 easy — 1 difficult) | (10 easy — 1 difficult) | (10 easy — 1 difficult) ease
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‘ Resource activity template- use when "p:ﬂ-l"
TAQADUM

communicating in your organization daignd i e

Governance Strengthening Project (GSP)

Immediately Estimated ease of

: Resource . . . . .

Solution available? If not available, how to obtain obtaining resource
needed Y/N

(10 easy -1 difficult)
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Solution

Additional barriers

L L
5.1
lTAﬂADUH

gl i g
Governance Strengthening Project (GSP)

Additional barriers

Difficulty score

10 (easy) — 1
(difficult)

Total additional barrier
difficulty score

HHHHHH
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B

HIHHA
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/ﬁﬂm Activity: complete your criteria’s prioritization "loaﬂ;"
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/ using your own solutions e
’°~ Governance Strengthenang Project (G5P)

Criteria: -
g4 |
Solution 3 I
1. S I
-1 |
2. I
|
3. I
__________ e e e e — =
4., I
|
5. I
0 I
6. S |
e |
7 = '
g I
8. I
» \L ! >
. Difficult to Easy to
10. implement implement
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OSTP team 5 criteria priority solutions

O A
S |
Solution 3 I
1. S I
- |
2. I
|
3. |
__________ e e e e e e — -
4. I
|
5. I
O |
6. S |
e |
1. = |
g |
8. &3 I
o V< ! >
' Difficult to Easy to
10. implement implement



eosmrss.q%
& % ‘
) .ﬂﬂ ADUM
'NaL D! &

oI5’ FROM THE AMERICAN PEOPLE
25 022 HH’ P r-h e

Al 5 ghadl) — a1 s yal

& a 3 — Juayy

GSP -OSTP 5«



="USAID | IRAQ H

T
% FROM THE AMERICAN PEOPLE o ear

Organizational Transformation
Program

Phase 3 - Step 2
Optional communication module

GSP OSTP Office



USAID IRAQ i

FROM THE AMERICAN PEOPLE P e

overnance Srengthening Project (G5P)




USAID | IRAQ ﬂ

FROM THE AMERICAN PEOPLE Lukgadl Jyad § g piet

ance Srengthening Project (G

Introduction
Case study
Communications plan



S : NP LR
S, A plissa Jlaiy) At 350 " i
\\lllll// ‘\.u.a.uj.aj\ UA e.cﬂ\ d\.m;_\.ua;\ i ) f-AefDUM

dJJQJ\ cliac| d gxbu ,&jg.uy\ \S.QJM\MJJ cleti) day o
o aedll Juaniny Jslall Jail A ae Ao all )
Asas ]l
Ol (5 )9 i yal timy s all (e pcall 3ga s o
Jsaill 3 Ladi caall i) gall Juasind ) 5y dll zlisaw 1
el
papady Slal JBY) wn agiay ¢ 5ha sall 5 £33 5 #)paall 2
b il palig Lae 383 Ji€ Lelean 5 Lebinail Jlal) L) 4
Jsaill 2 gea la)
o Jsladl Il 2 48 jlie A ol Zladll Jale o
I - (A T B { T T T T T R {



i % ) This communication module will help you win 'oﬁ
| %\/j’ buy-in from your organization i f‘ff‘““"‘
I |

e After this workshop, you will return to your
organization with the solution maps to win
your organization’s buy-in

* You organization’s buy-in is critical for two
reasons

1. You will need approvals to move forward

2. Your leaders, colleagues and employees can give
your feedback on the solution maps that you can
use to improve them, and also make
transformation more successful

 The key success factor in sharing your solution
manc< will he to commiinicate effectivelv
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When you return to your organization next
week, how do you plan to communicate your
solution maps? What are your intended

ct

outcome do you expect to get there?
| )
I ) )
éi @ |

(6]
V¢ > m
Difficult to Easy to

implement implement
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*ﬂzm ) Consider five key components when |°=ﬂ-|
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constructing a communications plan
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What do you want to With whom will you =~ What external How will you How will you deliver
accomplish with the communicate? factors impact your communicate to the message?
communication? —Suspicious audience? maximize your — A meeting?
—Win support? managers — Just before impact? — An email?
—Raise general —Ambitious Eid —Convince of — Informal
awareness? managers — Many benefits to them discussion?
—Obtain feedback  —Busy minister employees —Emphasis on low - A
for how to make —Uninformed have been re- threat presentation?
Improvements? employees assigned —Emphasis large
—Collect — New DG impact
information?
Define a clear goal Know your Know what Craft your Choose a
and use it to focus audience and their forces affect message to delivery method

all your agendas your audience account for your best suited to
communication audience and the your message,
activities environment environment and

audience
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We will now walk through a solution map
communication case study

Consider the five key components of a
communications plan, and evaluate how Mr.
Basim uses them
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e Mr. Basim is a mid-level manager in the
human resources department of the Ministry
of Transportation and the OSTP team
champion. After attending the OSTP Phase 3
Step 2 workshop, Mr. Basim returned to his
ministry with a completed solution map:
(Exhibit 1). His immediate supervisor clearly
communicated that approval and buy-in from
DG Ahmed was necessary in order to proceed
with transformation
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SEmt Exhibit 1: MoT people criteria "Paﬂ"
‘ T

T solution map B
Solution =
. |
1. Deploy and update job = | L
descriptions S @ |
®©
2. Activate manpower - : ©
management system :
3. Update the performance @ | -=-=-=-=-=—---- :@' ------
evaluation system o I
|
4. Institute incentive-based s |
compensation 3 !
- I
5. Create and implement an c_és !
employee retention 2 :
strategy « >
Difficult to Easy to

implement implement
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e DG Ahmed had signed the approval for the formation
of the MoT OSTP team eight months previously, but
it was rumored that he had done so under deputy
minister pressure. Since approving team formation,
Mr. Basim had heard very little from DG Ahmed
regarding the activities of OSTP.

e Mr. Basim knew exactly what he had to do: have DG
Ahmed to give approval for the solution map as a
guide for transformation. To obtain that approval,
Mr. Basim wrote the following letter and sent it to
DG Ahmed’s office: (Exhibit 2)
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Republic of Iraq

Ministry of Transportation

21 October 2009

Dear DG Ahmed,

We would like to inform you that the OSTP team
has made significant progress. To progress further,
we need you to approve our solutions. Please
review the enclosed document and tell us if you can
approve the contents.

Best Regards,

Mr. Basim

MoT OSTP Team Champion
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D

e Two weeks later, Mr. Basim had still not received a
reply. After waiting another week he finally
contacted DG Ahmed’s assistant asking about the
status of the approval request. “Oh, three weeks ago
DG Ahmed was preparing for the annual Public
Transport Conference in Belgium. He got back last
week, but has not gotten to reading all the items in
his in-box. Actually, DG Ahmed always responds
slowly to mail. If you want approval, it is much better
to meet him in person.”
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e The assistant made an appointment for Mr. Basim to meet
with DG Ahmed the following week. After DG Ahmed
welcomed him into his office, Mr. Basim began his pitch while
pointing to the solution map: “DG Ahmed, these are the
solutions the OSTP team has identified for the problems of
our directorate. We need your approval to move forward.” DG
Ahmed looked over the solution map, but Mr. Basim could tell
he was not pleased. “What do we need these solutions for?
Our directorate already has clear job descriptions and good
performance evaluations. Come back to me when you come
up with solutions that will actually help us.” Mr. Basim left the
office knowing he had a large barrier to face if his team was to
be successful in transformation
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 What did Mr. Basim do well?
 What should he have improved?
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Template for case study "P': q

discussion e

Governance Strengthening Project (GSP)

Positives

1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
1
__________________________________ e i
1
1
1

Improvement opportunities
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Define a clear goal for your "F :I-ﬂ'"
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e What is the desired outcome of sharing the
solutions maps with your organization

— Do you want to win buy-in for future
transformation activities?

— Do you want to build general organizational
support for OSTP by advertising the outputs?

— Do you want to solicit inputs that you can
incorporate in your transformation activities?
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~ i Aud Envi Mess Deliv

Clearly define the goal for communicating your
solution maps to your organization

t should be one-three sentences or several
oullet points

t will help your define the actions of your
communication plan

Write the goal in the space provided on the
communications plan

NMr Racim’c eavamnle: Obhtain evnlicit hiiv-in and
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*  You must know at least two things about your audience

1. Their position in the organization
— Upper level leadership

— Supervisors
— Mid-level management
— Low level employees

2. What they care about/preconceived opinions
— Career path
— Past experience with internal change
— Discussions with colleagues
—  Current job performance
— Trust level of OSTP

 You will likely have more than one audience,
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Goal ~ Envi  Mess Deliv
1.Who was Mr. Basim’s audience?
— Did he recognize all of his audiences?

2.Who are your audiences?
3.What do they care about?

Write the responses from questions #2 and #3 in
the communication plan
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What is the environment facing " ':I'ﬂ"'l
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* The environment, or external forces, will affect how your audience responds to your communication
— Inability to concentrate
— Suspicion
— Hostility
— Minds focused on other issues

*  Much as stormy weather will slow or stop the progress of a mountain climber, the environment affecting
the workplace can slow or stop transformation efforts

e Some environmental factors which might influence the receptiveness of your audience to your
communication

— New leadership

— Current or coming holidays

— Business cycles

— Elections

— Recent re-organization in the ministry

— Uncertainty about ministry organization and priorities
— The security situation

— Personal issues
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Environment discussion and "
" . . pnunnum
activity e sritarte

Discussion:

What kind of environmental or external forces
did Mr. Basim encounter with getting buy-in
from DG Ahmed?

Activity:

1.For each of your audiences, identify the most
significant environmental external forces which
may influence how they respond to your
solution maps; and record it on your
communications plan
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 When faced with externally originated change,
people naturally overestimate risk and
underestimate reward

* Their risk/reward calculation leads to

resistance to change in favor of maintenance
of the status quo

e Effective messaging emphasizes rewards while
addressing sources of anxiety about risk
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Craft your message to emphasize reward and "p:ﬂj
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counter perceived sources of risk P ieds o
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Your audience might You can counter the

resist with: resistance with:
*“OSTP might cause «“OSTP can help you
me to lose my job” be more productive”
*“Change might *“There is a large
cause more harm opportunity for
than good” improvement”
*“The solution *“The solutions will fix
suggestions may be our organizations
incorrect” problems effectively”
*“| don’t understand *“You can contribute
my role” by ....."

Risk Audience perception Reward
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e Craft: To make or construct with great care or
Ingenuity

* The message you present will differ depending
on the audience and external forces

 There is rarely a ‘one-size-fits-all’ message that
can be used in transformation activities

 Your message must be changed to take into
account the position, biases, and external
influences on the audience you are trying to
influence
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 Not everyone is as familiar with OSTP as you
are. Make sure your audience is familiar
enough with OSTP to feel comfortable
supporting and participating in transformation

 Speak the language that is understood in your
organization. Clear communication at all levels
is critical to success

* Create excitement to get people’s attention. It
will be easier to drive transformation when
your organization is excited. Excite your



ngfﬁg@%\ H
******* :'EL‘:nJ Pﬁnﬁl".”ﬂ
\\""// "'*5:* J-' ;.:r-»-_

Al debua oy Juatl) (e Gagll #las el 1

A Al dal gl 5 agilalaia) s ) sgandl JliicY)

Jlas¥) ada e Al o ooy a i 2



//ma\\ " E e
% ! Activity: craft messages l?,ﬁﬂ:!
‘“\\-lll-// L ee

overnance Strengthenang Project (GSP)

1. Taking into account your audience, what they
care about and external forces, craft your
message about the hypothesis maps and
transformation to best achieve your
communication goal

2. Write the message on the communication
plan
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Choose the appropriate delivery mechanism "loaﬂ;"
for your message s

Governance Strengthening Project (GSP)

There are many delivery mechanisms you can
use to communicate your message

*Printed brochures
*Focus groups
*One-on-one meetings
*Formal presentations
*\Written reports

=

You and your team need to decide what is most effective for

sending the right message to your colleagues
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1. For each audience, decide which delivery
mechanism is the most appropriate and

effective

2. Write the delivery mechanism on your
communications plan
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Goal:

Audience | What do they | External Message Delivery Timing of
care about? forces mechanism | delivery
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