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Phase 3 Step 4 overview Strengthening
Project

The Phase 3 Step 4 workshop marks the transition between self-assessment
and transformation

Transformation is ultimate goal, and most important step of OSTP. Self-
assessment only has value if it provides the foundation for transformation

The goal of the Phase 3 Step 4 workshop is to provide you with a set a tools
that you can use to implement the solutions you identified in your
organizations

At the end of this workshop, you will have developed a detailed action plan
that you will use to implement change in your organization

Developing an action plan is a detailed process, but we will provide you the
training, tools and support to give you the best chance of success
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Organizational Self-assessment and Strengthening

Transformation Program (OSTP) Cycle Project

Self-assessment program
« Phases(1) and (2)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

Transformation program
» Phases(3),(4) and(5) of the
OSTP Cycle
» Creates the momentum and ability
to act for change
—Prioritizes discrete actions and
“quick wins” as targets for
change
—ldentifies resources to support
P3S4: The beginning change _
of transformation —Provides time for reflection and
discussion within and across
GOl organizations.
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Phase 3: GOI OSTP team leads development of
“Transformation Roadmap”

Step 1 Step 2 (workshop) Step 3 (in GO) Step 4 (workshop) Step 5 (in GO)
&+ Dedication of 10-15  « Develop « Attain necessary * Identify and * Attain necessary
‘= member GOI Transformation approvals from dedicate resources approvals from
; OSTP team with program vision and organization for support of organization
© commitment of goals leadership change program leadership
< 50% of time for —Inside GOI
change * Identify current « Discuss draft —Inside Iraq « Test and adjust
management strengths and key solution maps with government strategic plan based
barriers to
performance key stakeholders -GSP on input from key
» Gain necessary improvement, based — Other external stakeholders and
GO support and on the self- « Align maps to resources available information
approval for g;iﬁscsrri?eerrigrrleport for stakeholder input
Transformation and available * ldentify timing » Begin
program, including Brainstorm solutions information issues, and means implementation
decision making to organizational of implementation within organization
authority, as barriers in each under guidance of
needed criterion * |dentify metrics for OSTP team (to
success become
* Discuss possible : . Transformation ,
resources, effort  Assign ownership Management Office)
required and impact of programs and
of proposed solutions OUtCQm?S t? .
specific individuals
E' cOhSeJnP ?gsmwith csp Create solution maps
= suppoprt ’ based on likely effort  « OSTP team . GOl OSTP team . GOI OSTP
O and impact champion team
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Case study I: Streamlining passport Strengthening

approvals Project

= Mr. (S), a manager in the Passport General Directorate knew his organization had
a problem: it took more than three months to issue a typical passport. He knew it
was possible to provide better service, and decided to improve his organization’s
performance.

= Mr. (S) called a meeting with his team. He asked them: “Why does it take two
months for us to process passport requests? Is it because we are understaffed?
Is it because we are lacking the right equipment?”

= “No,” replied Mr. (H) , one of his employees. “We have enough staff and the right
equipment. The problem is that the area branches submit applications in large
batches which overwhelm our workers. When a batch comes in we are very busy;
but in between batches, we have downtime.”

= This gave Mr. (S) an idea: “Mr. (H) , if the passport office area branches submit
the applications to our office more frequently, perhaps every week, how quickly
can we return them?”

= “In a week to 10 days,” replied (H).

= Excited by this finding, Mr. (S) knew what he had to do to reduce the wait time for
new passports: change the operating procedure at the area branches so that
submissions occur weekly.
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approvals Project

= Mr. (S) set out to make the change: first, he obtained permission from his director general to
change the submission procedure, who liked the idea. Then, he sent an official letter to the
heads of the passport office area branches instructing them to send their applications to the
Passport General Directorate on a weekly basis. Satisfied that the problem would soon be
solved, Samir focused his management attention on other issues.

= Six months later, Mr. (S) received an official letter from his director general informing him that
there had been many complaints about waiting time for new passports.

= Shocked, Mr. (S) called Basim into his office. “Why is it still taking three months to issue a
passport, don’t we receive the applications from the area offices on a weekly basis?”

= “No” Mr. (H) replied," We are still receiving the applications every two months.”

= Mr. (S) immediately called a manager of one of the area offices. “Why are you not sending in
the applications every week?”

= The manager replied:" | remember receiving your letter, but since we do not report directly to
you, | did not think it was required for us to comply.”

= “Didn’t you read that the Director General supported the initiative?” asked Samir.

= “Yes, | did. However, | did not receive any communication about it directly from the Director
General. Also, even if | wanted to comply, | could not. Every time we send applications, it
requires labor-intensive documentation. We do not have the staff to prepare those
documents every week.”



Governance

ol 31 Jea Gara JSZy juS4NY) Strengthening

Project

LA (o) el e P gl lem gl (L) a4 8 (301 La
¢ _ ¢ _
¢ _ ¢ _
¢ — ¢



STATES 5

Governance
Strengthening

5 )

% Thinking critically about change

management Project
= What did Mr. (s) do well? = What did success need?
-7 ~- 7
-7 ~- 7
-7 ~- 7
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== | Successful change requires five key

STATES 5

<+ Organization - Action — Results
Vision
Leadership
buy-in

Communi- : Implemen-
: Action plan : —
cation P + tation —
Resource
allocation

Monitoring
and
evaluatiop
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7 Goal of the next five days Strengthening

Project

= We will treat each component in detalil, giving you

the background necessary to address and succeed

with each

= We will focus on organizing the components into an
action plan that you can use as a tool to

successfully change your organization
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Change management overview Strengthening
Project

Change management definition

= Change management is
defined as proactively and - 7
systematically moving an

organization towards a new Change ////////

mode of operation by \ \ management
institutionalizing a new
practice or state of affairs \ —

Beginning End

Key considerations

= Making changes in a planned and managed, and systematic, manner
= Recognizing what is being changed and why (content)

= Recognizing who will be affected by the change

= Recognizing potential barriers that may arise to resist change

= Developing solutions and plans that will enable successful change from the
perspective of all levels of the organization (process)
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—= § Change management combines components,
g organization and action to achieve results

Components -~ Organization -4~ Action — Results

Vision

Leadership
buy-in

Communic : Implement  __
ation T B 1 ation —_

Resource
allocation

Monitoring
and
evaluation
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) Organizations worldwide employ change
management
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Change implementation and management is a Strengthening

gradual process Project

= Change management is the sum of numerous activities

= Significant change management can take weeks, months or
even years to fully implement

= However, if you do it successfully, you will be able to observe
the results along the way

Activity 1
Activity 2
Activity 3
Activity 4

Present time
Future

Activity 5
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Your will play the central role in the change
management process

Tagadum
OSTR, team

x

Gol Org
Training, OSTPR.team =
izg\?vcl);j e ,! Training, support, Q
ge. communication =
tools ﬂ»{j ﬁ{j e
~ Resources, CBD
) cooperation, @
%, support =
Oo&‘
2
%,
S
)
(9]
>
@
Q

Resources, cooperation
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7= Navigate change management with an Strengthening

%@mg .
e a@ction plan Project

= Change management describes the process of change
overall

= The action plan contains the detailed steps necessary to
navigate the process

Beginning Change management End

Action plan
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g , Exercise 1. construct a preliminary action Strengthening

plan Project

TATES 3.

In this exercise, you will construct an action plan for one of your
solutions. It will serve as a starting point in designing your
final action plan. In this workshop you will learn more about
the key components. Later you will be able to revise your
action plan to reflect your new understanding and
perspective.

Exercise steps

= Choose one solution

= |dentify the activities you would do to implement your solution
= Qrganize the activities chronologically

= Fillin the action plan



Governance

A Aia iy 3 3y ol sl 35 b g COTTIENCS
84 Project

(i 8o ) alil (10) 858 JMA Jlsadl aa Jagad o Janlly (bl gal) ) s 1 3\.(3}\

o»

(0 A Jaaldl + AdSiiall 7 ) Lidadl 310 ) daggday Aaudal g Ala ) Jaa g
BS3A%al) cllladl) o alad) ppaall 438) ga Jlaniuil

AL Cpdral) QalAEN) ) G sinag alad) paaall (re a8 ga ey S 2las)
Al AT gad AN JSUial) ) e L)

3T, Agdaal) cilgall LI aml) GUSH Ola )

Aniaal) cilgad) Jd e QUKD a3 (e 28U

Aciaal) il gall aad daggda g daudal g cilg) oY) (e aslil)

lasaa Cpuiaal) & LS8N g ) ) A4S jLdia

AbAl) LEE (dl gall (e A daad) digs 10

Sand) BAI A g 5l 536 jhg e st gp [ jalaal) Laal

A gll) g &) ,0¥) ladbiial) aen b

3)\4‘\1\ asa
Lulal)

<ylaiy)

© 0 N O O N~ W N

LSl ¢y gaany Jand) (e S 43

(ldadieal) LEBL 4 g0 clelaial ¢l o) Jo G 14 ety ub.d\
Ll (3t b denl) Akl i it 15 | PRI A

Caafiacal) (o dzal ) LAY Jo Jgandl 16




Governance

Sl U< da LEAL p pal AdEE ¢ Jall £ 54 Strengthening
Project

1
--------- 2 Al
3
_________ 1 " )
5 L)M\ LMY as
--------- 1
2 eNLaty|
--------- 1
2 tha.d‘ Ldad
4
---------- 1

2 auil) g dajlial)



Governance
Strengthening
Project

Write the key activities you would perform to implement your solution. The components are provided as a guide to organize
your ideas. However, you are free to organize your ideas as you find most appropriate.

Vision .

Leadership
buy-in

Communication

Resource
allocation

Monitoring and
evaluation
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Governance

J Put your actions in chronological order Strengthening
Project

= Now that you have listed the key activities you would do to
Implement your solutions, think about what order you would
perform them in

= For example, you would construct a vision before monitoring
your results

* Place a number by each activity to organize them in
chronological order

= Some activities may be ongoing through the process of change
management. For these activities, assign them a number
based on when the activity will begin



.y . Governance
Jarld) ddad strengthening

Project

D A

sl s i [ pasay e gl e ekl
daiall | slgay) | Jasewad | (Eotacdiidgu) | Gal g8 (33a5all <l aY)

-

[




Governance

Fill out the action plan Strengthening
Project

Write your actions in this action plan template. For now, fill in only the first
column. We will address the other columns later in the workshop

Solution:

Action Measurable | Resources Responsibility | Target date Progress/
indicator (skills, tools, for status
of success people etc.) completion
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Key change components: vision Strengthening
Project

Components -~ Organization -4~ Action — Results

Leadership
buy-in

Communic : Implement  __
ation T B 1 ation —_ -

Resource
allocation

Monitoring
and
evaluation
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; Overview of vision Strengthening
Project

Definition:

= Vision is a clear description of the desired end state of your
solution. Think of it as a ‘picture of success.’

Importance:

= Making a clear vision forces a solutions leader to clearly define
his end goal which he can then use to maintain focus during
the solutions implementation process

= By starting with a clear vision of where you are going, you can
more accurately identify the actions and resources you will
need to get there

= By clearly defining the end goal of your solution, it will be easier
to communicate the importance of your plan with participants,
leadership and stakeholders
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Elements of a clear vision Strengthening
Project

8
5 A
* . *
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= Defines a clear goal

= Concise

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

= Consistent with your organization’s overall vision

= Consistent with the capabilities to be employed in the
Implementation of the solution
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Vision links to other change management
components

Leadership buy-in Communications

Resource Monitoring and
allocation evaluation
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Governance

Follow these steps to write a clear vision  Strengthening
Project

Choose solution Define success Phrase carefully Share
Using the Clearly describe Write the vision Share the vision
prioritization what the details of using carefully with your
matrix, select a your organization/ selected words colleagues,
solution which is process will be and phrases. They supervisors and
both realistically after a successful should accurately employees.
implementable solution describe your Assess their
and impactful implementation vision so that it reactions and

can be used to revise the vision
communicate accordingly so itis
effectively clear to the largest
internally and audience

externally
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Governance

5 Vision activity: practice writing a vision Strengthening
Project

1. Write a vision for your solution. For guidance, refer to steps 1-
3 on the slide titled: “Follow these steps to write a clear
vision”

2. After you construct your visions, we will discuss several as a
group
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ey change components: leadership buy-in Strengthening
Project

Components -~ Organization -4~ Action — Results

Vision

Leadership
buy-in

Communic : Implement  __
ation T B 1 ation —_ -

Resource
allocation

Monitoring
and
evaluation
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Governance

: Overview of leadership buy-in Strengthening
Project

Definition:

= Active and visible sponsorship from an organization’s
leadership for a solution initiative

Importance:

= | eadership buy-in is the single most important factor in
determining the success or failure of a solution implementation
Initiative. With buy-in, your solution will have support that
greatly increases its chances for success. Without buy-in,
Implementing your solution successfully will be very difficult, if
not impossible
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Governance

Elements of successful leadership buy-in  Strengthening
Project

Leadership supporters of your solution engage in the following activities

= Work to keep the solution/transformation a high priority for the organization

— Communicate understanding of the goals and objectives of your solution
throughout the organization

— Reinforce the message of what the post-transformation organization will
look like, in meetings and communication

— Demonstrate the importance of transparency, results-focus and citizen-
centeredness

= Provide resources for the team and initiative to be successful
— Ease approval process

— Provide logistical, financial and staffing support
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Identify
stakeholders

Identify key
stakeholders in
the leadership
who either
control or are in
some way
impacted by a
prospective
solution

These
individuals may
or may not have
an obvious and
official
organizational
relationship with
the area
impacted by the
solution

Determine needs

Determine what

support is
needed from
them

e Resource
allocation

» Approvals

 Organizational
communication

* Personal
facilitation

Clarify support

Clarify the level
of support which
is needed from
the stakeholders
at the current
steps

* Determine what

motivates
stakeholders

» These could be

done directly in
meetings

* Or these could

be done

indirectly through

second hand
communication

Follow these ‘sales pitch’ steps to win
buy-in from your leadership

Plan

Determine the
best approach to
obtain support
from each
individual

* This step can be

thought of as
‘sales’

» A well-crafted

vision can be
used to convince
at this stage

Governance
Strengthening
Project

Execute/assign

Execute the
‘sales’ plan

* Assign
management of
each relationship
to one team
member
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Leadership buy-in links to other change
management components

Resource > Monitoring and
allocation evaluation
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Governance

. 5 Leadership buy-in activity: drafting a ‘sales pitch’  Strengthening
Project

Identify the key leadership stakeholders for your solution

Determine what kind of support you need from them to
Implement your solution

Estimate what you think their support level would be if you
presented them with your solution vision

. What approach would you need to use to convince them to
support your solution?
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Governance

ey change components: communication Strengthening
Project

Components -~ Organization -4~ Action — Results

Vision

Leadership
buy-in

Communic
ation

Resource
allocation

Monitoring
and
evaluation
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Governance

Overview of communication Strengthening
Project

Definition:

= The dissemination of information, requests and instructions across all
levels of an organization for the purpose of motivating, managing and
iInforming during solution implementation

Importance:

= Clear and effective communication is a very powerful tool for you to
use in the change management process. If you use it effectively, you
will achieve alignment and support from your entire organization
throughout the change management process. This will greatly
contribute to your solution’s success. However, if you do not
communicate effectively, your organization will not cooperate with,
and possibly become hostile to, the change management process

Communication is vital to change management success. Use it

effectively in all transformation steps at all levels
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Governance

Overview of communication (2) Strengthening
Project

Importance:

=People at all levels of the organization must understand the content
— the what, the why, and the risks of not changing

=People who understand and feel a part of the process are more
likely to support the change

=People need the skills and knowledge to make the change

=People will make the change successful and sustainable
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Elements of successful communication Strengthening
Project

The key to successful communication is ensuring that

The right people...
Get the right message...

With the right timing
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o _ Governance
Elements of successful communication: ¢ the right Strengthening

people

Project

Contribution to transformation comes from all levels. However, contributions
are very different. When communicating and requesting support, be sure you
address recipients who are capable of delivering what you need

What they can contribute Organizational diagram

» Approval for initiatives and resources
* Active and visible sponsorship of activities %7‘

 Support to overcome resistance

» Coordination with other organizations

* Active and visible participation in activities

* Building of sponsors among peers

» Communication with employees and
managers

Management

« Active and visible support for activities

« Building of “mass momentum” amongst peers

» Source of information on implementation and
effectiveness

staff

General
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o _ Governance
Elements of successful communication: = the right Strengthening

message

Project

Each group will have different concerns about change. Consider potential
concerns whenever you develop communications

Areas of concern Organizational diagram
* |s this the best use of resources/will | get results?
» Will the organization (and I) look better from this? %7\

» Will this threaten my leadership?

» Will this make me look good in front of my boss?
* Is this just the start of finding a reason to fire me?
» How much extra work will | have to do?

Management

i

* Will I keep my job?

» Will I need to work longer hours?

* What's the point of all this talk?

» What difference does this make to me?

staff

General
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o _ Governance
Elements of successful communication: ¢/ the right Strengthening

timing

Project

= Your communication activities during the transformation phase will be
different at different stages of implementing your solutions

= You should be careful with all communications to
— Ensure that the right message is communicated at the right time
— That you do not send contradictory messages

= Although every solution implementation will vary in the details of its
communication strategy, we provide some examples to consider below

Early stage Middle stage Late stage
» Approval requests *Task specific  Evaluation report
to leadership communications to » Organization-wide
» Organization-wide middle implementation
announcements to management success
raise awareness of * Progress reports announcement
transformation * Intervention

requests
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Communications link to and affect other change
management components

Vision o Leadership buy-in

Resource
allocation

Monitoring and
evaluation
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A communications plan is similar to other
components of change management

= A communications plan is similar to an action plan, just focused
on communications

= A communications plan can be constructed as a separate
document, or integrated with the overall action plan

= Communications share many similarities with winning
leadership buy-in. A plan for winning leadership buy-in is
essentially a communications plan, just focused on one tier of
your organization
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Identify need

Identify reasons you
may need to
communicate

* This could include
gaining buy-in,
informing the
organization, or
achieving a specific
task

* You should be clear
on the objective for
and message in the
communication

List recipients

List groups and
individuals you will
communicate with to
appropriately satisfy
the communication
needs

Follow these steps to draft a communications plan

Resolve details

Determine the
means of
communication you
will use (letter, email,
phone call, meeting
etc.)

* Estimate a date the
communication will
happen

* Assign
responsibility to an
individual in your
group

Governance
Strengthening
Project

Compile

Compile the proposed
communications into
unified
communications plan
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Activity: drafting a communications plan  Strengthening
Project

This activity is intended to give you experience thinking about and constructing
a communications strategy for implementing your solution. Follow the directions
below and use the template on the following page as a guide to help you. The
template is an actual communications plan template that you can use in the
transformation phase. Right now, only fill in the columns needed to complete the
steps below

Directions:

= |dentify three communications you anticipate as necessary to implement your
solution

=  Write an objective and intended message for each communication
= |dentify the recipients of those communications in your organization

= Determine the media of the communications
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Communication plan template Strengthening
Project

Solution:

Timing Target Audience Message & Objective (what) Delivery Mechanism | Sender (who) Date (when)

99
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Key change components: vision Strengthening
Project

Components -~ Organization -4~ Action — Results
Vision

Leadership
buy-in

Coztirgznic 4 Actonplan -+ Imgtei:cr)r;]ent — -

Resource
allocation

and
evaluation



Governance
Jdlaall awadl Strengthening

Project

gy i m
Ol pailly ALl 2 53Ul a5 <l jlgall 5 (alaiV) Ll jaliadl Caay oSay —
Jall dauil 4 gl
gisar =
bsll g acall (e S0 Lo b sy Cpanianes o) 0 puliall jaliadll cpals o —
CM‘ ..“.~ ..S

Jadl 3l Aa U gal) ol Aliall cld el jleal) g 35 il o gl 1 el o) —
G sin () Jomr ¥ il €5 38 gl clgalat Al (o € aa ) I8y o g
7 saball



Governance

Overview of resources Strengthening
Project

Definition:

* The people, skills and tools needed to perform the changes
necessary to implement your solution

Importance:

= Securing the appropriate resources to implement your solution
will assure that you have sufficient force to be successful.
Lacking manpower, relevant skills or necessary tools to
iImplement your solution will greatly diminish, or even eliminate
completely, its impact
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Initial example: resources needed to build Strengthening

a house Project

= Imagine you will build a house.

What are the resources you will need?
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Elements of allocating appropriate
resources

= 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

= 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

= Tools

— Just as you use a shovel and not a spoon to dig a hole, the tools you use to
iImplement 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
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Resources link to other change management
components

Leadership buy-in $s $© « Communications

;Q\O

Resource
allocation

Evaluation and

Vision o
monitoring
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List activities

Create a list of
all activities you
will need to
perform to
achieve change

These activities
may include
communications,
securing buy-in
at different
levels of your
organization,
and technical
requirements of
your solution

Match resources

List the
manpower, skills
and tools
needed to
perform each
activity

This list should
include the kind
of resource
needed (e.g.
computer skills)
and the amount
of the resource
needed (e.g.
three computer
programmers)

Evaluate

Evaluate
whether your
team has
access to the
necessary
resources

Follow these steps to manage needed
resources

Plan

For resources
that your team
does not have
access to, make
a plan for
obtaining them

Possible
methods could
include training,

procurement and

approvals etc.

Also in this step,

you should
evaluate

whether you can

realistically
obtain the
resources you
need

Governance
Strengthening
Project

Execute

Execute the plan,
and assess your
level of success
obtaining the
resources
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Resources activity: identify resources for your
solution’s activities

Select five activities that you intend to engage in while implementing your solution. Using the form
below, identify the resources needed and evaluate if you have the resources available. If they are
not available, create a brief plan on how to obtain them

Activity Resources needed | Are the resources Plan for obtaining resources
available (y / n)

1.)

2.)

3)

4)

5.)
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Key change components: Monitoring and
evaluation

Components -~ Organization -4~ Action — Results

Vision

Leadership
buy-in

Communic : Implement  __
ation T B 1 ation —_

Resource
allocation

Monitoring

and
evaluation
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Overview of monitoring and evaluation Strengthening
Project

Definition:

= Monitoring is the measurement of “ongoing” action outcomes and
comparing them with expectations

= Evaluation is a “periodic” judgment of the value of those actions
based on our ultimate project goal

Importance:

= Monitoring and evaluation are ‘speedometer’ revealing the impact of
your implementation strategy. When done properly, they will identify
difficulties in the implementation and allow you to make changes to
address those difficulties. Furthermore, they will give you information
to raise awareness in your organization about the importance and
success of the project

Monitoring and evaluation are a ‘speedometer’ that show how well

Implementation of your solution is going
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Governance

Elements of successful monitoring and evaluation  Strengthening
Project

Monitoring and evaluation strategies can range from simple to very
complicated depending on the needs and capacity of the organization
that used them. Regardless of complexity, a good monitoring and
evaluation strategy should reflect the following characteristics

= Accurate: the information about the progress of solution implementation is
truly representative of reality

= Attentive: observations are made frequently

= Responsive: when implementation slows or encounters a barrier, the
strategy moves quickly to intervene

= Communicative: the successes and needs of the solution implementation
are communicated to the wider organization when appropriate

= Efficient: procedures and activities do not put a large burden on the
organization

As you repeat the OSTP cycle, your M&E approach will become more

sophisticated. However, at this stage, we suggest you consider the
Solution Leader model




- . o T d” o o dBN Governance
51 palic g andil) g dzglial) (yy A2Dlall Strengthaning

il Project

?;43 &‘JA
Ldad) 5_1aY)




Governance
Strengthening
Project

Communications link to and affect other change
management components

Vision & Leadership buy-in

Monitoring and
evaluation

Resource
allocation
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Governance

What is a Solution Champion? Strengthening
Project

= A Solution Leader is the captain of the
change management/solution
implementation process

Leadership
(individual or committee)

= S/He is responsible for making sure
solution implementation proceeds
unimpeded and on schedule

‘boddns

%

uonaalIp

‘uonesluNnwwo)

= Activities include: Solution Leader

uoddns J0j sijsenbal

— Monitoring the status of action plans

— Applying pressure to activities are
that are behind schedule

— Obtaining support and resources
from the leadership

— Making changes in the action plan as Team

needed
Activity 1 Activity 2 Activity 3 Activity 4
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7= Solution Champion roles and Strengthening

“mig  Fesponsibilities Project

STATES 3

= The Solution Leader periodically communicates with
responsible parties to learn the status of their activities

* He updates the action plan with what he learns
= The Solution Leader identifies which are behind schedule

* He is responsible for addressing those issues:

— If the deadline in the action plan is unrealistic, he can make
adjustments

— If the responsible party has not fulfilled their activity obligations, he
can apply pressure

— If the progress has slowed due to lack of resources or need for
approvals, he can

» add activities to the action plan to overcome the barriers

» serve as the responsible party for those activities
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ldentify

Identify a
Solution Leader
for your solution

He or she
should be
excited about
the solution,
organized,
comfortable
managing the
group, and able
to interact with
the leadership

Agree

Discuss with the
selected
Solution Leader
the expectations
for the role,
including
activities, and
skills

Follow these steps to construct a Solution Leader
monitoring and evaluation strategy

Communicate Anticipate
Announce the The Solution
selection of the Leader should
Solution Leader analyze the
to your action plan and
organization so identify which
that his role is actions he

understood anticipates will
pose barriers to

SUCCessS

* This activity will
allow him
proactively move
to reduce
barriers

Governance
Strengthening
Project

Schedule

Decide when and
how often
activities should
be monitored

» Make a schedule
for monitoring
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Fo T L .. : : Governance
=) Activity: anticipating barriers to your Strengthening

action plan Project

TATES 3.

= An important function of the Solution Leader is evaluation of
the action plan to identify potential problems in
Implementation. In this activity, you will evaluate your
preliminary action plan, and identify potential barriers. When
you identify a barrier, suggest a strategy for mitigating it.

1. Review your preliminary action plan from two days ago

2. ldentify actions that may pose potential problems on the following
page....

3. Write why those actions may pose problems

4. Suggest potential ways to avoid the problems
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action plan

Activity: anticipating barriers to your

Governance
Strengthening
Project

Activities which may pose barriers to
success

Reason why potentially barrier

Potential alternative course of action

example: Gaining DG approval for funds
to be used to purchase computers

DG is not a technically inclined man. He
does not even use a computer so may
be resistant to using resources for
computers

Prepare a presentation to show the DG
exactly why computers are key to the
success of the solution
implementation
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Governance

: Goal of today’s session Strengthening
Project

= Today, we will tie together everything we have covered in the
last four days by focusing on your action plans

* The key activity and deliverable will be to revise your action
plan to a form that you can use to implement your solution
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Governance

5 Action plans are critically important Strengthening
Project

* They contain the detailed tasks that must be accomplished to
Implement your solution

= They should be sufficiently detailed that even someone
not directly involved in the action planning process could
use the plan to implement the solution

= Action plans should be shared with members of your
organization so that they can help you revise them
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_ _ - Governance
Key elements of an action plan in addition to the Strengthening

components Project

= Comprehensiveness: all the activities needed to implement change
are included

= Time structure: timelines and due dates are assigned to every
activity

= Assignment of responsibility: all the activities need to be assigned
to an appropriate owner

— If an activity involves several sub-steps, the owner can should make a
separate sub-action plan of his own

— This action plan should be cleared with the solutions champion before
implementation

= Appropriate detail: the level of detail in the action plan should be
appropriate for your knowledge/involvement level

— e.g. if you are assigning an activity to a specialist, do not try to manage
his actions beyond your expertise
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Governance

J Key activity: revising your action plan Strengthening
Project

Using your preliminary action plan, activities from the last two
days, and new ideas, construct a revised action plan

. You can use the following templates to organize your plans
If we have time, we will share the results at the end of the day

Use this opportunity to ask us questions and get our feedback
on your action plans as you build them



Governance

SSMART <ilaals 3 gualal) Lo Strengthening

Project

SMART ilaj =
1.S = Specific Baxa ]
2. M = Measurable oulall 4l 2
3. A =Achievable Gaaill AL 3
4. R = Realistic dahia 4

5. T =Time bound

Jaa i g 5



Governance

Jandl A Lgie calli L3l yalial) Strengthening
Project

J.ALAAS\ L]

‘;\S\MAL’J\ ngsl\ j\ ‘\_\QJM AJ\A J.Jl.a.a.d\ UQS"
a_al.lal.ud\ JIAJ\ ‘:A Lgia BalaiLY)

J 9 psall/Adial) =
i Ll 385 e J g gl (il
cﬂ@y.d\ n

JJLAAX\ _)33.1 elc j\ \oJ\J\)’\wecﬂ\ L_\LK; ‘_g\S

& ..
Ll Jo gl il -
. T J.u\_a 1) C\A.U.Lw‘ v e 3ilall Q.u\_m G
(e 5610
Gl jslai Lysua =

— o35 daedll (30 1) Gilall 138 e il & a0
(o)sd e 10

Llidl) Adla /elbaadiall =

(Said alintl 48%e <l ddasdla Lg\ LS e
Ll J.as.u ‘_g );.\.d\ ?““5‘ (S C._xm}d \.@_A\A;_un\

clalidl)

Cargl) (3a8a] fpae Juadidd (389 243 o a2 L

(SMART) LsSs jliai
LA TP LR
ehalaall 13a 2aw oy o) sy e
2 sial) LT plgal) g 5

)L.M\.@Ajw.la\.mﬂ\ ‘M‘)A.L\u\t_i;.\‘fﬁ
¢ 51l

(oladl) LALY £Lgil g5 m

elLaall 13a Slasy adll o )

A ol e (38l J8 (e Jaadl 1aa L o)
(MJJL\GJ-\M}

ll L6 Flat yiiga

uJS?bJ\AJ‘eJJSLw\u\JLJ L..uu.\S



Governance

Ja——al) 4a A Strengthening

Project

BLadll jladl gl yebs Y clbiadld E t E QF ] Sl tw g4 bow 3 E 2l
[l dla) E‘- g\ f_ % g\ g | Japely s [P S e i\ i E ;g %E ;g : —
E E ‘Er “E| BT E-E,,- [SMART,) =il bladly bladl) 2




Governance

Al &U.Ei.\\ Strengthening

Project

asiae coda Ulae 38 55 3 Jaall Jadadd dilgil) Aapall pa g ey =
(Falal) 5 hadll - &5 s ) )

leiddlia g Janll Lol daal jo (A 4 ) gna bl Hilad Al g Aeldl) 5 gladl)
A pall (A Gl 2e
~1 G 1aa dega Gizall (e Lgde sl Al cilal 3BY) 5 DA -
i) oL aSgal 55 a8 Al Ul grall dpand 8 aS5 gac Luvs A pall 8 oS0 —
O (San 13gi Guinall gl ¢S ) ae Jslall Jalad (m gad; AGEL 6 al &5 Ledie —
Jaall Labad #lail 8 Gaealia g (ad5e pelan

il o) (S s pall (e cilal BV oA Lo Jgaall 2ay m




Governance

Next steps Strengthening
Project

= After you finalize your action plans you are working on here,
you will enter P3S5

* The next key activity will be to revise those action plans with
iInput from your organization

= Organizational input can be very valuable because
— Your colleagues may help you identify potential barriers

— By asking for and incorporating helpful input, your colleagues will
become contributors to your initiative and likely supporters as well

= Once you have incorporated feedback from your organization,
you can start to implement!
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Activities

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

» Develop vision and goals = Attain necessary

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

= Discuss draft solution

Phase 3: Development of “ Transformation
Roadmap”

= |[dentify and dedicate
resources for support
of change program

approvals from Gol
organization
leadership — Inside Gol org

maps with key — Inside other Gol

stakeholders org

= Align maps to —GSP
stakeholder input — Other external
and available resources

information = |dentify timing issues,

and means of
implementation

= |dentify metrics for
success

= Assign ownership of
programs and
outcomes to specific
individuals

Governance
Strengthening
Project

*Step 5 (i1 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

= Gol organization
OSTP team

= GSP advisors

= GSP OSTP

champion

= Gol organization
OSTP team



Babil GO Prioritized Solutions

1. Awareness of the importance of the vision ( delivering excellent
service to every Babylon house) [Leadership criteria]

2. Publish the strategic plan via the website and seek citizen feedback
before approval for improvement and after approval for transparency
and benefit from previous mistakes. [Leadership criteria]

3. Support direct citizen’s feedback in both sides (publishing the plan
and evaluating services) . [Leadership criteria]

4. Conduct regular meetings for planning unit managers of the GO and
other governmental organizations. [Leadership criteria]

5. Use the local expertise to develop risk and crisis plans. [Leadership
criterial

6. Produce specific form for the GO departments to help preparing the
budget. Both sides ( investment and operational). [Finance criteria]

7. Activate a programming system for the documentary cycle. [Finance
criterial

8. Inventory for knowledge needs and fill the knowledge gaps by
distributing required books and CD’s for ( Finance, administration, legal
and projects) departments. [Knowledge criteria]

9. Build a website for the GO and publish the concepts of knowledge
management. [Knowledge criteria]

10. Obtain approvals to make the GO’s annual report comprehensive
and responsive to citizen’s questions. [Knowledge criteria]

11. Design a clear process map that shows the flow of the citizen’s
processing in the GO and design a task list for the employees who are
responsible of it. [Process criteria]

12. Establish a survey unit in the citizen’s affairs department. [Process
criteria]

13. Establish an excellent department to be linked to the Governor’s
office. [Process criteria]

>

High impact

ow impact

L

!a!d implementation

4
Easy implementation
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Babil Governor Office OSTP Team

“Plan Transformation Workshop” (OSTP Phase 3 Step 4)
The 19 members of Babil Governor Office’s OSTP Team attended a workshop held by USAID/ Tagadum
at the Hotel Noble in Erbil from February 3 till 7 2012 at the Noble Hotel in Erbil

Member of Babil Go OSTP Team presenting improvement solutions

The purpose was to provide the team with Change
Management Skills and develop a preliminary plan for the
implementation of the solutions chosen previously to
address weaknesses identified during the self-assessment
benchmarking.

During the five day workshop the following topics were
addressed: 1. Revision of previous OSTP steps; 2. Revision
of the prioritization of solutions; 3. A case study to
demonstrate change management principles; 4.
Introduction to change management concepts; 5.
Construction of a preliminary action plan; 6. Suggestions for
writing a clear vision; 7. Strategies for winning leadership buy-in; 8. Components of an effective
communications plan; 9. Strategies for obtaining and allocating resources; 10. The role & importance of
monitoring and evaluation; 11. Revision of action plan so that it is ready to share with the top-
management and used for implementation.

Member of Babil GO OSTP Team presenting
performance improvement project

Quote: Mr. Falah Hassan, Babil Governor’s Office manager: ”In addition to the direct objectives for this
workshop producing a change management plan for our selected transformations. The knowledge we
gained from this workshop builds our capacity in our daily work by teaching us about change
management, how to allocate resources; communications skills and effective monitoring and evaluation
mechanisms”

Results and next steps: The Babil OSTP team has produced draft implementation actions plans for the
following transformation solutions: 1- Design clear processes for the processing of compensation for
insurgency victims and for household property transports when displaced person are moving these to
new house. 2- Build a new website for the GO and publish on this the provincial development strategy
(PDS) and provincial project list (PPL), including facilities for citizens to comment and provide
feedback.3- Establish a survey unit in the citizen’s affairs department for identifying citizens present and
future needs. 4- Identify functional knowledge gaps in the finance, administration, legal and project
departments and address them by disseminating the needed information resources. 5. Improve the
annual budgeting process by designing and implementing a process for the individual departments of
the GO to provide input on their expected expenditures. This will be discussed with stakeholders and
Senior Management in order to produce final action plans. As appropriate the implementation will be
other USAID/Tagadum activities.
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