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The Purpose of M&L was to strengthen the leadership capacities of health 
managers and the management systems that are necessary to deliver high- 
quality health services. The M&L Program was charged with measuring and 
documenting the main outcomes of its leadership and management inter- 
ventions according to the Leading and Managing for Results Model, % illus- 
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on the job. The leadership program relies primarily on an action-learning ap- 

Design and Content of M&L proach to build capacity within teams at any level of an organization (Galer, 

Leadership Development Programs Vriesendorp, and Ellis, 2005). The assumption of this approach is that ca- 
pacity in leading and managing can be developed through an experiential 

Overview learning process in which participants gain the skills to address real workplace 
challenges and produce desired results. 

While specific program designs vary across countries and according to the 
type of organization that is targeted, all programs are founded on five guid- 
ing principles (Galer, Vriesendorp, and Ellis, 2005): 

the application of this set of practices. 1. Focus on health outromes. Good management and leadership result in measur- 
able improvements in health services and outcomes. Only by focusing on 
real organizational challenges can managers develop their ability to lead. 

':, 2. Pmtice leadership at all levels. Good leadership and management can and 
must be practiced at every level of an organization. Working with their 
teams, managers at all levels-from health posts to national institutions- 
can confront challenges and achieve results. 

3. Leadership can be learned. Leadership practices improve through a process of 
allenges and receiving feedback and support. By using this 

process, managers develop the leadership abilities of their staffis. 
ned over time. Becoming a manager who leads is a process 

, that lakes place over time. This process works best when it is owned by the 
organization and takes on critical organizational challenges. 

5. Sustainprogress through managemmt systems. Gains made in health outcomes 
can be sustained only by integrating leadership and management prac- 

.tices into an organization's routine systems and processes. 

allenges, and Implications for Evaluation 

n approach used by M&L is closely linked to the design of the 
lopment program, in particular working with teams to imple- 

Model illustrated in Figure 8.3 (Galer, Vriesendorp, and 
05). This model is a simple analysis tool derived from the Performance 
ment process (Luoma and Voltero, 2002). 
Challenge Model allows a team to analyze its local situation and se- 

anizational challenge around which the team members rally 
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The team then measures their baseline (current situation) vis-8-vis the chal- 
, lenge, determines their expected or measurable result, identifies obstacles and 

st be addressed to achieve their expected result and a 
series of priority actions or activities necessary to address the challenge, and 
defines indicators to measure whether it has reached the measurable result. 
Thii information is translated into an action plan that serves as a management 

and forms one basis for the evaluation of outcomes. 
Because the majority of M&L leadership development programs focus on 

than individuals, the team forms the unit of analy- 
i sis for most evaluations. This program orientation is a departure from tradi- 
I tional leadership training, which tends to focus on top leaders and their 
: individual development of leadership skills. These programs often reinforce 

the notion that s5me people are born with the natural abiity to lead and oth- 
ns that all members of a 

ir positions, are valuable contributors toward cre- 
e and achieving results. All have the ability to 

ange the way they work with others when given the opportunity to reflect 
ns and to apply a set of leading and managing 

nt Program invites managers and teams at all 
:of an 'organization to participate. It demystifies leadership by encour- 

rete leading and managing practices to the 
or organization. The group decides how it 
more positive work climate. The role of the 

manager is to support the team in making a commitment to a new 
up climate and to provide the direction to make needed changes. 
rent to this design is the challenge of defining, recruiting, and evalu- 

that intact teams who worked together be- 
nt program and who continue to work 

together @er the program ended are more successful in addressing their chal- 
lenges. Teams that are formed artificially for the purpose of participating in 

ave greater difficulty implementing 
after the program ends. These teams 
ographically or administratively dis- 

during the program, but after its 

itotors. Cambridge, Mass.: 2005. 
routines, they may no longer 
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be motivated to work together as a team. Teams that disi 5 .  Stakeholder meetings: Meetings in which stakeholders are periodically up- 
program ends are usually lost to follow-up. Thus, not only dated and enlisted as resources to support the teams 
gram design, but also for evaluation purposes, it is preferable to recruit intact 
teams for leadership programs. The Virtual Leadership Development Program. The V i a l  Leadership De- 

. velopment Program (VLDP) is a twelve- to sixteen-week blended learning pro- 
gram that provides practical leadership training linked to organizational 

rery Mechanisms challenges selected by participants. The VLDP combines Internet-based fa- 
MSH facilitates leadership development through face-to-face and virtual cilitation, course material, and individual exercises with face-to-face (on-site) 
tance learning) mechanisms. The face-to-face programs are delivered on team meetings for reflection and shared learning. As additional support, all 
to teams from a single organization, and the virtual p participants receive a printed workbook and CD-ROM containing the course 
teams from one or more organizations in .;I content. Participants in the VLDP come from public sector and nongovern- 
gion. The virtual programs extend our reach beyon organizations, including PVOs, FBOs, and CBOs. They enroll in the 
ing on-site technical assistance. This section of the chapter defines the as teams that generally range in number from four to ten members. 
content and design features of both delivery approaches. VLDP consists of seven learning modules on such topics as leader- 

: ship in health institutions, facing leadership challenges, competencies in lead- 
Face-to-Face Leadership Development Programs. The face-to-face ership, communication, and change management. During each module, 
ship development program lasts from four to nine ts carry out individual work on the VLDP Web site. They read the 
members of intact teams from the public sector or NGOs, WOs, CB ntent, case studies, and editorials; complete module exercises; and 
FBOs. During the program, team members actively address their ch : participate in electronic discussions. Following this, participants convene for 
through a series of workshops and follow-up assignments they comp. face-to-face group meetings with other team members to discuss what they 
gether at their work site. Participants learn to a learned during the module and to complete group work assigned in the mod- 
aging practices to address their selected challenges and realize their ule. Two of the Web site features-the Cafk and the Forum-provide mech- 
outcomes. These outcomes are defined in the action plans the teams anisms for interaction between teams as they move through the modules. The 
during the program. To help organize and s cation on the VLDP Web site where participants are encouraged 
program activities are held. ideas and questions on specific themes presented in a threaded 

rmat. The Forum is another VLDP Web site element, where at 
1 .  Senior al ipmnt  meting: An initial meeting that generates co the conclusion of each module a coordinator from each team describes how 

ownership of the program among key o team produced in response to the module exercise assigned to 
2. Workshops: A series of workshops comprised of twelve half-d out the program, two facilitators provide virtual facilita- 

during which participants learn core leading and managing pr via e-mail and postings on the Web site. 
concepts 

3. Local temn meetings: On-the-job meetings between workshops 
ticipants transfer what they have learned to the rest of them; M&L Leadership Development 

discuss strategies to address their challe . Measures of Success 

aging practices is section of the chapter presents the main outputs and outcomes of the 
4. Regular combing: Sessions in which local health managers ship Development Program. Outputs are defined as the applica- 

in implementing the tools they have learned n of specific leading and managing practices by participating teams both 
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during and after the program. Outcomes include both intermediate outcom 

ery as a long-term outcome. )$m 
Leadership Practices and Competencies. M&L assumes there is a comr'~ 
set of leadershiu oractices that can be developed and used by managerw 

t negotiation, change management) needed to achieve the given goal. Ti 
ity of the team to apply these practices in the workplace is the irnmed 

1 sult (output) of a leadership development process. Figure 8.4, the Leadi 
Managing Framework, defines the leading and managing practices and 
uected oreanizational-level results (outcomes) of their application. 

has been irregular across programs, information is also collected 

groups with participants and nonparticipants, including those who 
the practices and competencies through postprogram 

the distinct processes the participating team used to achieve theirar 
b k 

Workgroup Climate. M&L defines intermediate outcomes at the3 
The primary team-level outcome is workgroup climate, defined a8.t: 
ing workplace atmosphere that is experienced by the members o$ a$ 
~rouo. Climate is what it feels like to work together in a group (I'd 

staff because it provides conditions under which people can pu 
goals while working toward organizational objectives (McGre 

Workgroup climate is influenced by external and inter 
external factors are beyond the control of the workgroup, 
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FIGURE 8.4. LEADING AND MANAGING FRAMEWORK. 
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organization's history and culture, organizational strategies and structures, TO help explain these climate data, evocative data (see Chapter Three for 
the external environment. What happens inside the workgroup, however, us a discussion) and stories are collected through focus groups and individual in- 

ally can be controlled. In fact, the practices and competencies of the manag teniews with the workgroup members, managers, and other key staff in the 

and workgroup staff influence workgroup climate more than any other fac organization who might have been involved in the process. This provides in- 
Together, the manager and staff members can create a positive workgroup sight into the processes that have taken place within the workgroup and 
nate, even if the organization's overall climate is poor. : throughout the organization during the implementation of the leadership pro- 

According to the M&L Results Model, workgroup climate is an outco e documentation of specific practices used by teams that 

neasure that is sensitive roved climate. Over time a catalog of the commonly 

process involving managers and d with improved climate has been developed and 
derlying the Results Model: (1) when team members work together o used to strengthen the content of the leadership programs. 

shared challenge, a positive work climate is created; and (2) workgroup Future evaluation plans include testing the relationships outlined in the Re- 

mate influences results (long-ter . ! suits Model (Figure 8. l), most likely using a quasi-experimental design. A con- 

education sectors has shown th trol group may be used, but the random assignment of participants is not 

mate tend to perform well an ese programs. Participation in the leadership pro- 
2000; Laschinger, Finegan, and Shamian, 2001). Positive workgroup d teams are not uninformed; teams that partici- 

motivates employees to imp recommended by an o-tional executive 
yond job expectations. Bette or administrator. Nevertheless, the use of a nonrandom comparison group that 
ganizational performance, which in our context translates into im ntion would make the measurement of 

health service delivery. )climate a stronger and more compelling program outcome. 

Evidence was collected in several countries to show that as partic' 
the leadership development programs learn to adopt new practices M&L's approach to leadership de- 

dress their challenges as a team, they create a positive climate th roof of good leadership lies in the 
staff motivation. A brief assessment form (explained in f measurable improvements in health outcomes (for example, 
on evaluation instruments) was used to measure team se of health services comparing one period to another; changes 
climate before the leadership program was impleme knowledge, attitudes, or practices of a target population or client group). 
sion of the program to demonstrate changes in wo :leadership program focuses on improving these health outcomes through 
a comparison group, there are limits to showing change over time of leadership capacity to improve the delivery of health ser- 
uting changes to the intervention. where possible, the results of the leadership programs are 

Nevertheless, similar red in terms of changes in health service delivery (for example, increase 

tend to corroborate the positive effect of the progr ber of clients served or imprmd quality of services). 
ferent environments have generally shown improved climate le outcomes of the leadership program are defined by the par- 
participation in the leadership program (including teams from, s and depend on the organizational challenge they choose 
provincial, and decentralized levels of a health s during the program. In fact, a significant part of the program's de- 
ing in nongovernmental organizations). The operational settin e focus on challenges. The selected challenge connects leadership 
challenge of each team dser, yet most of the time internal to the participants' work environment. The challenge in- 

prove as the teams go through the program stacles to move from a state of actual performance to an 
ership practices to solve their pressing m te of desired performance, both of which should be measurable. 
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EXHIBIT 8.1. OUTPUT INDICATORS 
work, some M&L programs have FOR LEADERSHIP DEVELOPMENT. 

program. This has led to disappointing results in some Programs, P Scanning. The workgroup can provide valid and relevant evidence about the nature 
of its internal and external environment, the quality and extent of its performance, 

when the scope or time frame of the program was too limited to acco 
and the resources available on best practices; and it can identify challenges within 

ou~omRs at t& 1 4 .  In such cases, intermediate outcomes were also me 
such as changes in organizational management processes and systems 
work@up b t - t h e  necess Focusing. The workgroup has identified priority challenges to be addressed 

ab'fity to measure change at a defined time period and selected measurable actions that address barriers to 
achieving results. 

of factors, including 
Aligning and mobilizing. Workgroup responsibilities and resources are internally . ~h~ length of time and comprehensive nature of our work with; aligned and workgroup goals are externally aligned in order to address selected 

nization nd meet stated objectives. . The particular challenge selected by participants Inspiring. Workgroups are committed to the organization's mission and to con- . mether  interventions are focused on addressing organizational ?tinuous learning, improvement, and innovation. 
at the central level or at the district or local level, closer to the p 
vice delivery . ~h~ functions, roles, and responsibilities 
titular level involved in and behaviors of managers and their teams. These indicators attempt to mea- 

or local) the extent to which workgroups engage in these practices as a matter of 
nimtional routine, no matter what specific challenges they may face. The 

designed as a simple self-assessment tool that a team can apply 
raluation Instruments odically to monitor its use of the leadership practices. 

This section describes three primary tools that M&L uses eir simplicity, use of the leadership indicators in M&L programs 
uate the leadership programs: leadership indicators to me limited for three reasons: (1) the leadership programs are rel- 
to application of the leadership practices; the Work Climate short (maximum nine months), leaving little time to monitor outputs 
simple and reliable tool designed to measure workgroup the way; (2) the programs have not adopted the indicators as a moni- 
action plans that form the basis for the evaluation of 10 'tool to use during program delivery; and (3) MSH and donor interest 
defined by each team. We discuss the advantages and s find, often quantitative results, such as teams' achievements of ob- 
tool, including a detailed description of the validation d health service delivery The set of indicators were tested in 
lessons learned associate district-level teams participating in a leadership program, but have 
tors and climate tool are provided. ally used to measure progress and change during a pro- 

eadership indicators need to be further tested and refined by MSH 
Assessment of Leadership Practices. In order ership development programs will incorporate them as a program 
ership practices (scannin g s@ategY. This way, participants may better understand and use the 
M&L developed a set of indicators (see Exh own progress during a leadership program and MSH 
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istrators, laboratory technicians, and cliic personnel. The WCKs validation 
ership outcomes. In the meantime, individual and group interviews are items were tested against the Stringer Organizational Climate Survey, which 
once the program is complete to gain insights into the processes that took p served as the gold standard for measuring dimate. The WCA was originally 

designed to measure three subdimensions of climate (clarity, support, and chal- 
Workgroup Climate Assessment. Workgroup climate is not directly ob lenge), but the study did not confirm that these exist as separate subscales. Re- 

.. sults of the validation showed that the eight items in the WCA survey do not 
ceptions of workgroup members. Because such an instrument did not discriminate between subdimensions of climate but rather capture a single 

results also indicated that the individual items 
ted separately; they must be analyzed together 
. fin all^ responses to the items were similar 

Robert Stringer, who developed the first s u m p  to measure climate nt level, thus confirming that 
rent cultures and settings. 

., ;. To date, the WCA has been used to provide pre- and postintervention 
the context of face-to-face leadership de- 

veloping countries (see Exhibit 8.2). Its secondary purpose is to eng Mozambique, Sene- 
r Brazil, one for the 

.Caribbean region, one for Haiti, one for Iraq, and two for Africa). To apply 
up (both managerial and s t 4  respond 
ey feel about each item on a scale of 1 

M&L validated the WCA in 2004 with forty-two workgroups. ss all items to produce individual-level 
osite scores and an overall workgroup climate score. An additional two 

the team's outcomes in terms of their 
including central-level ministry staff, district-level managers, h t included in the climate measure. 

composite scores, comparisons can 
e between workgroups in an organization, between pre- and posttest 
nts of the same workgroup, or between a single workgroup and a pre- 

EXHIBIT 8.2. WORKGROUP CLIMATE ASSESSMENT I 

1. We feel our work is important. there are several lessons learned that 

2. We strive to achieve successful outcomes. is essential to apply 
have a history of working together 

sult can respond to the survey items in a meaningful way All mem- 
in order to obtain a valid mea- 

5. We have a plan that guides our activities. It to guarantee during the 
6. We understand each other's capabilities. on'application of the tool when workgroup members may have 

7. We seek to understand the needs of our clients. al workgroup. It is even more 
nonintact team that does not continue to work together 
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Second, because the WCA is applied by program facilitators, the qu 
the data depends on their ability to explain to participants the purpose o 

Evaluation Methods and Key Questions Used 

tool and how it is used. It is espe M&L evaluations use a mix of qualitative and quantitative methods, depend- 

the five-point scale used in the tool in order to correctly respond to the ite ing on the key questions to be examined, the specific content of the challenge 
This scale has been a source of confbsion in several cases. The facilitator being addressed by the teams, and the action plan under review. This mixed 
also be able to help participants interpret the results and determine ways to methods approach is in response to the absence of standardized metrics from 

dress the deficiencies in order the literature to measure organizational leadership outcomes. Quantitative 
WCA is validated for use in different countries and languages, low literacy methods include the use of specific questionnaires (such as the WCA) com- 
ulations and those not accus a pleted by program participants that measure changes at the team level and 

tend to have trouble responding. As a result, difficulties in using the WC ,, the use of indicators to measure organizational performance related to the 
related more to respondents' ' I  expected results stated in the action plan. In cases where it is possible and log- 

In addition, unless the ical to measure changes in services, service delivery data (usually service sta- 

program facilitators, resp dstics) are analyzed. 
tool and the evaluation ' 2 .  The corresponding qualitative evaluation aims to understand and docu- 
For example, during the replication of the leadership development pro@ d process-level changes that occurred in the workgroups 

as a result of the program. Methods used include document reviews as well 
d interviews with samples of program par- 

ants. For virtual programs, e-mail questionnaires are 
they lacked postintervention climate data to use for comparison purpo ..sent to a point person from each team, followed by telephone interviews with 

'carefully selected key informants from these teams. 
-to-face and virtual leadership programs, due to 

plans and define indicators to measure their desired and actual pe , a purposive sample is most often used. Acrposive 
is a form of nonprobability sampling in which respondents are selected 

sure organizational-level results achieved by participating teams. purpose. This sampling method differs h m f i b -  
tying measurement to participant indicators has not worked well in which each member of the population has an equal chance 
time. The main difficulty is that the evaluation is dependent on the te d for the sample and the results can be generalized to the sam- 
ity to use adequate methods to measure their pro opulation. Purposive sampling is useful for reaching a targeted sample 
cept in the case of those programs that focus on using service en sampling for proportionality is not the main concern. The 
often do not monitor their performance using th le is that it is hard to know how well the sarn- 
therefore, the data are not available for the evaluation. Reason& result, it is important to qualify the finding 
of data include the fact that some teams do not monitor their. sive sample appropriately and note whether people left out of the 
on a regular basis, so the data are not available; so ave differently than those who were selected. 
but on a larger scale using organizational-level indicators; other e case of M&L evaluations, teams are selected for the purposive sarn- 
fully implement their action plan and therefore have nothing to. fling to predefined criteria that are intended to ensure, as much as 

axirnum variability in terms of team performance. Teams are usu- 
their selection and use of indicators to monitor on the quality of their action plan and their adherence to 
for better measurement of organizational results in the future.:( asfor,SMART objectives (Specific: to avoid differing interpretations; 
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Measurable: to allow monitoring and evaluation; Approp outcome linked to participation in the program. Some participants have 
goals, and strategies of the organization; Realistic: achievable, challen tended to perceive climate as an external measure that serves the purposes 
and meaningful; and Zme bound: with a specific time period for achiev of M&L reporting to its donor but that is not essential to action plan de- 
them). other criteria have been used, such as the qu&ty of homework s t or to improving team performance. As a result, some partici- 
missions and participation levels; however, these tend to lack context and pants have not been motivated to complete the s u m  and those evalmtiom 
be interpreted with care as indicators of team performance. have therefore suffered from poor response rates. 

Part of the problem may be the role that workgroup climate plays in 

Data Sources and Lessons Learned. As a result of us and how the WCA is introduced by the facilitators. The 
assess leadership outcomes, the evaluations are based on information WCA should be presented as a way to measure workgroup climate and the 
variety of sources. The following is a review of the results of its application by the teams must.be tied to or used in the con- 
sources used by M&L, as well as a discussion of th tent of the program. When teams analyze their climate scores, the pro- 
meriting the evaluation and lessons learned. gram should provide assistance with interpreting the data and guidance 

for strategizing ways to improve climate. . Evaluations start with a review of the project de Find3 and especially in light of funding constraints, the program should 
learning modules. This is a necessary exercise in order to understand i ensure follow-up to systematically reapply the WCA with teams from face- 
make explicit the logic among inputs, outputs, and outcomes. . to-face and virtual leadership development programs in the postcourse pe- . Comparison of organizational results before and after the leaders the maintenance of climate levels. Once the program ends, 
gram is usually based on indicators in the teams' it is often diacult to gain access to the teams to request a reapplication of 
quantitative and qualitative data supplied by participating teams. , follow-up should be incorporated into the initial project 

with data, these organizational data provide the evidential b 
measuring outcomes. A prerequisite for using a p ~ i .  Semi-structured interviews and focus groups with participants can supply 
the basis for an evaluation is ensuring that the plan meets the the necessary evocative data to explain outcomes achieved and to under- 
teria. To aid teams in improving their action plans during s have occurred within the team both during and after 
M&L reviews them and provides guidance according to the ering quality evocative data depends on who is selected 
teria or questions: and how they are selected. It is therefore important to 

carefully and ensure they represent the larger team. . Are goals and objectives clear? ikewise it is important that focus group participants are not selected by 
h e  activities logically related to goals? rs or the program team manager in order to help en- . h e  measurable indicators defined? more objectivity in the participants' views. Conducting focus groups 
ls a timeline or time frame for implementation indicated nonparticipants, as well as participants, is useful to gauge the degree 
Are resources indicated? ckle over and trickle down that occurs between the two groups. 

virtual evaluations, the use of e-mail questionnaires to gather process . Comparison of climate data before and after the outcome information from participants in the VLDP has had varied 
a measure of change within the team that tracks its gr ess. Due to frequent low response rates, different approaches have been 
a result of the program. An important challenge Sending the questionnaire to the team leader alone risks thatthis per- 
mate as a leadership outcome is helping particip ther does not respond or does not have the detailed information re- 
itive climate is created and that improved workgroup climat d to report indicator data. Responses are usually richer when the 
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mal program? What motivated their participation and commitment after 
is sent to a representative of the team who the formal program ended? 

pile responses from all team members. While this has improved the ESP To what extent Was content from the formal program shared with other 
rate, there is no guarantee that the questionnaire is actually complete stfl  members who did not directly participate in the leadership progrm? 

the team. In what ways has the formal leadership development program impacted 

~ ~ t ~ ~ ~ ~ t i n ~ l ~  requesting teams to complete the questionnaire can se staff as individuals, their teams, and the organization as a whole? 
as an intervention itself because it motivates team me 
a shared purpose, What also works well is fobwing e-mail questionn 
with semi-smctured telephone interviews with sele 
to verify 2nd further probe questionnaire EsPonses. 

@Where to Evaluate Workgroup Climate: 
Review of Key Questions. M&L outcome 
ilar set of key questions in order to allow a synthesis 
programs. ~h~ methods described provide the data sources for all of tcomes, it is necessary to de- 
questions. ~t is useful to triangulate several data sources for for measuring workgroup 
tion in order to verify the information collected. Ex include the manager; the 
questions addressed in the evaluations include ager's direct reports; all team members participating in the program; or 

. m a t  technical assistance approaches and tools were used in 
leadership development program? . what are the organizational challenges that the teams h 
through this program? ent, the managers and . m a t  processes have participants established to address the ss to identify and ad- .  id teams develop action plans to address their challenges? this process together 
activities been implemented? Were other ac pting the leadership and management practices to address a given 
not included in the action plan? . m a t  means do the teams and the overall organization use fd 
their progress in addressing their challenges? . T~ what extent have the individual team 
achieved their expected results? . mat other results may have been achieved that are umel 
ing their challenges? . m a t  motivated participants to achieve their results? Wh 
from achieving their gods? 'what Purpose the plan served or what actions it contained. . Did the teams continue to work togeth 
the formal leadership program ended? If s 

this to or different from how they worked toge 
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For the purposes of implementing the leadership programs, the internen- The evaluation of the Egypt program relied almost entirely on service sta- 
tion group was defined as the municipal management te tistics to measure service outcomes. The program encouraged teams to select 
of measure for assessing climate was defined as the management team plus all their own performance indicators from among the existing national indimtors 

municipal health staff. According to the logic of the M used by the Egyptian Ministry of Health and Population (MOHP). This was 
in climate likely would be seen at the level of the management team because in line with MSH's philosophy to use data that teams are already coUecting 

only it was directly involved in the program. And yet .I, rather than creating additional requirements for data collection. The advan- 
mate generally improved among all municipal health ach was that it empowered the teams to own their challenge. 
of broad participation of all health staff in defining and addressing the The disadvantage was that it created a problem with measurement validity. 
lenge. It is possible that improvements in climate se to use couple years of protection (CYP) to measure fam- 
stronger had they been measured solely within the management team e performance. CYP is commonly used as an outcome in- 
directly participated in the intervention. How can these documented r . dicator for family planning programs. Although participants followed the 
be explained? If a health worker does not go through the leadership p I . guidelines of the MOHP, the way in which the ministry instructed health fa- 
itself, can she still experience a change in climate? If the results in climate. cilities to compute CYPs was not conventional (did not follow international 
not due to direct participation in the program, did ;.!.guidelines) and the unusual computation led to misleading results. By recal- 
improved practices have a trickle down or trickle ,,!!culating the CYP indicator and using additional data from the participating 
municipal staff? Were improvements in supervi ning service statistics, M&L was able to assess the teams' 
ditions brought about by the management team? Had a logic model vjs-A-vis their expected w e t s  for family planning services, 
veloped at the beginning of the program, it would have helped to exp selves were able to accurately monitor their own progress. 

changes that were measured and their relatio aragua it was not possible or appropriate to use service 
cause a logic model did not exist, there was analyze potential relationships between climate and service outcomes, 
these outcomes were intended or unin the Nicaragua program was designed to improve mu- 

While much of MSH's leadership e d u  tcome measure and did not intend to affect health ser- 

erature, suggests that certain inputs will lik ach municipal team developed a plan to address the 
comes (Goleman, 2000; Laschinger, Fiiegan, and Shamian, 2001; al weaknesses in climate they had identified through the application of 
Stringer, 1968; Stringer, 2002), further tests and models are neede survey. Their plans did not address any deficiencies 
mine how strongly the inputs are l i e d  to the actual outcomes. ces. In addition, the accompanying training units were directed at 

gthening the leadership skills needed to overcome the identified l i t a -  
s in climate. Therefore, in accordance with this program design, the e d -  

~suring Health Service Delivery Outcomes aragua program did not link changes in climate to 

If quantitative data are used to measure outcomes, it is importan 
propriate indicators that are correctly d Second, even if a logical link between program inputs and expected ser- 
indicator definitions should be verified at the start of the pro vice result8 had been made, the available data (service statistics) on health ser- 
in Egypt the leadership program was delivered to teams of do vices were:inSufficient to perform an analysis of these relationsh~~s. Data h m  
at the district and health facility levels. Outcomes were defined service staatics should be defined ahead of time in order to ensure they are 
mate and improved family planning, antenatal, and posp Ye-forthe analysis. The service delivery indicators should be chosen 
The action plans formed the link betwe ing of the program in coordination with partici- 

because participants chose to improve service delivery as the uld serve two purposes: (1) to analyze the root 
they identified the necessary actions to achieve the service res en design the program interventions to address 
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Qualitative methods included focus groups with program participants 
(management teams) and nonparticipants (health workers supervised by the 
management teams) and in-depth interviews with municipal directors, selected 
participants, and program facilitators. In addition, action plans were reviewed 

P with municipal directors and evidence of their imnlementnt;nn wro- *nl:n:t-A 
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, . tive data tended to substantiate the changes in climate captured with the 
.;i. PAHO tool and to strengthen the conclusions reached through evaluation. 

Lating Results of Virtual Leadership Development Programs 

M&L has conducted follow-up evaluations after six VLDP programs with the 
rr intention of documenting the outputs and outcomes produced by the partici- 
ac~~pating teams. The intent of the evaluations is to capture medium-term outcomes 

$of the program based on (1) results achieved thmugh the implementation of the 
action plans developed during the course; and (2) changes in workgroup dimate 
among participating teams. Without these data, it is diBcult to document the 
concrete value of the program and relate the organizational outcomes to par- 
hipation in the course. 

. Methods in these evaluations included review of action plans and WCA 
ults, e-mail questionnaires sent to a representative of each team, and tele- 
one interviews with a member of selected teams in order to document the 

they made in implementing their plans and to probe on specific ac- 
ey took as well as any behavioral outcomes produced. Selection of 

for the telephone interview has been based on stratifying teams into 
gland low-performing categories based on such criteria as participation 
@during the course and the quality of the action plan produced. Teams 

n selected according to geographic representation within these strata. 
~a l  is to acquire a sufficient spread of teams in terms of performance 
ographic location to capture the variation in thp rnhnrt Tn eenen l  

ng teams are sel 
 ati ions have on 

lected. 
averaee 

- - - - -  ~-.- 

taken olace 

--a- 

six - - . .. --- -- 
~ths after program completion to allow sufficient time for teams to 
lt their plans. Nevertheless, only limited concrete data on outcomes 
gbcumented. While teams have worked on some activities in their 
$s, most have not measured their ~ rovrpw rle~nite the n r ~ e ~ n r -  nf 
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indicators in their plans. Some teams do not implement their plan at all dur- all contribute to responding to the questionnaire. Otherwise, if only the 

ing or after the course. The ability to measure team results is dependent on point person responds, he may have incomplete information on indica- 
their ability to supply the necessary data. tors and outcomes. Questions revolve around measurable progress on the 

The l& of concrete performance data raises several questions: If ate  action plan (including indicator data) and processes the team used to im- 
does not f d y  implement its action plan, or does not measure its progress, do plement their plan. 

that mean the VLDP did not produce the desired outcome ( 2. The next step is to follow up with targeted, in-depth telephone interviews 
ity of teams to address challenges and achieve results)? Or could it simply with a different team member to (1) verify information supplied in the 
fleet the team's inability to implement their plan due to their level or r questionnaire; and (2) probe key questions on results linked to the action 
within the organization? Could it also mean that monitoring a plan as well as on progress in developing a cohesive team with a positive 
progress is overlooked when teams are faced with other competing wo climate. A useful strategy for selecting teams for individual phone inter- 

orities? Either way, if a team does not implement or monitor its plan, d views is to first categorize them into high, medium, and low performers 
the evaluation are not available and alternative measures must be sough according to simple criteria such as the quality of their action plan and 

document outcome-level results. participation levels during the course (for example, posting to the Forum 

~t the same time, basing the assessment of VLDP outcomes prim and Cafk, and completion of group exercises). Afterward, two to three 

action plan implementation is a limiting and potentially misle teams are selected from each category for the phone inte~ews. This helps 
that may miss other important changes that occur as a result ad of teams for interviews and enables a com- 
As a blended learning program, the VLDP engages ~articipants in a rdiig to their performance levels. Participants 
way that builds effective teams that can affect the organization beyond ,. complete a postcourse survey that provides their initial reactions to the 

suits of a single action plan. Accomplishments such as strengthened t .. course that are useful for developing the individual interview guide. 

serve as an intermediate outcome that can be produced du n, participation data from the VLDP Web site 

program and that is a necessary precursor to producing org n during the course modules and on different 
Therefore the primary data source for assessing strengthened teams is a site features such as the Cafk and Forum. However, these data have to be 

depth phone in te~ew.  : interpreted with care because they do not reflect participation that occurs 

Assessing the structure and unity of a team compleme 
the third outcome covered in M&L evaluations: positive 4-; The After Action Review (AAR) is an additional source of process data 

VLDP includes an online version of the WCA that teams complete d .for the evaluation. The kAR is a very useful rapid assessment process for 
first and last modules of the course. However, having tried repeatedly reflecting on and discussing what went well in implementing a project or 
climate data from VLDP teams, low response rates have prevented u %*set of activities and what did not go well. The exercise helps program de- 
mate as a robust outcome measure for the VLDF! More recently, th in a different way about mistakes, failures, 
diploma has been tied to completion of both pre- and postcourse W d breakdowns without blaming. It also provides an opportunity to rec- 

veys, which has improved the response rates. are then fed back into the group (or the 
Experience in evaluating virtual leadership development progr r organization) and combined with other lessons to create organiza- 

that the most effective methods for soliciting information on interme al knowledge and improved solutions. The AAR is a source of im- 

comes from virtual teams are the following: e'diate feedback that can then be woven into an evaluation. 

1. E-mail questionnaire sent to a point person identified prior to to evaluate virtual leadership programs 
the VLDP representing the team who will ensure that the teams 
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1. The timing of the follow-up evaluation is essential to capturing hgh-quality 
information from participants. The Challenges of Evaluating Leadership Development 
pletion, the lower the response rate to e-mail questio at the Team and Organizational Levels 
requests and the greater the risk of recall bias Yet at the same time, d 
follow-up is necessary to allow teams enough time to practice new skills Experience in numerous developing countries with managers and their teams 
implement their action plans. It is therefore necessary from central and peripheral levels of the health sector has led M&L to iden- 
tween recall and results: the evaluator must allow enough time to pass tify key challenges and conclusions that may help to strengthen the evaluation 
able to document organizational results and yet not too much time to of leadership outcomes. 
promise recall among respondents. Realistic and 
should be identified at the outset of the program for the chosen Th qualig and auailabilig o f  data is unevm. Evaluations are highly dependent 

2. Without adequate preparation, e-md questio- are a poor m on the way in which the program facilitator introduces and uses measure- 
for gathering postcourse data from VLDP teams. Teams need to. ment tools that supply data for the evaluation. Likewise, evaluations are de- 
formed ahead of time that e-mail questionnaires will be sent after pendent on the monitoring and evaluation systems and practices of the 
pletion of the program. A point person should be selected to facili , client organization. Evaluation data is only as good as the client organiza- 
dissemination and collection of questionnaires ,. tion's data. Participants from organizations with weak M&E systems are 

3. Similarly participant interviews with respondents selected at r often unable to provide a suitable baseline measure, which only complicates 
ineffective way to capture results on action plans or organization the setting of appmpriate targets to accomplish within the timeframe of a 
Quality interviews depend on the knowledge ften participants do not use the indicators in their action plans 
or may not have accurate information r e w g  indicators from erformance, and as a result postprogram data are unavailable 
action plan or data on organizational performance in general, hange in relation to a baseline. This is particularly the case 
on her role in the organization. Instead, :. when the team has identified an organizational process or system as its pri- 
spokesperson or representative who will be p . .ority challenge; it is less often the case when the team has identified a ser- 
views or requests for information throughout the monitorin related challenge. The collection and analysis of qualitative 
period. data is usually carried out by the MSH evaluators. The value of this data 

4. Strengthened teams, in addition to workgroup climate an strengthen our qualitative approaches and consider offer- 
~lementation, is a viable outcome measure for the VLDP. g M&E technical assistance to the dient organization and participating 
tion plans are needed to provide the basis their ability to collect qualitative data. 
richness of the process is in pmducing the plans. It is nec ~~ o f  the laadmh$ demhfmmtprogram a f f h  h ab@ to me- outcomes. 
the internal cohesion of the team that d ause of difficulties in attributing results to program inputs, evaluators 
veloping the plan. dprogram designers need to define where and how they expect to see 

5. WCA online response rates are gener program. Logic models should be used to make 
ticipants complete the survey on p ips between leadership inputs and expected outputs and 
Web site. Or it could be because efine how the expected outputs and outcomes relate to 
fd way for teams to monitor their p rogram content. Further, programs should develop performance 
course diploma to WCA completio that can be used along the way during the program, especially 

6. The AAR and tracking of back-end participation dat to change slowly and if it wiU be difficult to gather 
providing rapid process data on ipants at a point after the program has ended. For 
data provides a foundation for sub e):programs can include and routinely use output indicators, such 
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as those presented in this chapter, at http://erc.msh.org/newpages/english~1eaderspworktep. A hard 
practices and complement the copy can be ordered through MSH's e-bookstore located on the MSH Web 
Finally, measuring change needs to become a program strategy SO that site at www.msh.org. 
ticipants learn to value the collection and use of data to measure their 0 We also recommend the seminal works by Litwin and Stringer, who pioneered 
progress. Programs should use simple measurement instruments that the study of climate in corporate settings: Motivation and andganizational Climate 
ticipants also find usehl in their own work. This is especially imp Fitwin and Stringer, 1968), and Leadnship and Organitational Climat~ (Stringer, 
if the program relies on p 2002). The full references are available at the end of this chapter. . E;nsu&g adequafe response rates 

essen&l. Program facilitators For information on the design and content of M&L leadership development 
in a way that is meaningful to programs, we recommend the publication by MSH, Managers Who Lead: A 
spend to the survey. Appropriate timing of follow-up data collection su , Handbookfor Improving Health Services. The handbook is available for order 

interviews and e-mail questionnaires maximizes the quality of the through MSH's e-bookstore located on the MSH Web site at www.msh.org. 
lected (not too soon after the program to  OW teams S Another new manual recently developed by MSH provides guidance on ap- 
progress and not too long after the program to affect participant re plying the WCA as well as tabulating and interpreting the results: Work Climate 
facilitators should enlist the key informants early in th 

i Assessment: Guzdefr Facilitators. Copies are available for download from the 
aware of their responsibilities to represent the team in the interview. MSH Manager's Electronic Resource Center Web site (http://erc.msh.org/). 
E(~~&$ndirgpressure.s @unzce the scqe, tinin& and 
ited time frames for project implementation For information on measuring leadership competencies, see the Leadership 
of broad organizational cha ..&sessment Instrument (LAS), a self-assessment tool developed by Linkages, 
donor to report results during these short h information at www.linkageinc.com/research~products/assess 
tangible, quantifiable evidence of outcomes in a largely qualitative nt-instruments.aspx. This tool is also available on the MSH Manager's 

merit in which qualitative methods are o c Resource Center Web site (http://erc.msh.org). 
ture change. Programs can respond to this pressure sever ation on the performance improvement process that provides the 
should be oriented to select si&cant for our leadership programs, please see the International Society 
to organizational performance and rformance Improvement Web site, www.ispi.org. 
some point after the program ends. In addition, immedidte pro 
puts can be defined and measured in order to satisfy the need to y, the full evaluation reports for the leadership programs in Egypt, 

suits in the short term (imm gua, and the VLDP are available from MSH on request. Brief evalua- 
systematic reporting of results us summarizing the results of these evaluations are available at 
comes combined with evocative data, may meet donors' need sh.org/projects/mandl/3.4.1 .html. 
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