Appendix C.
Resources on Organizational Readiness
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Resource C.1: How to Assess and Enhance Your Organization’s
Readiness to Improve Consumer Experience

The very nature of performance improvement requires organizational change—always challenging but especially
so in a fast-paced Marketplace environment. Before executing small or large changes, take a step back and assess
your Marketplace’s readiness for change. Assessing readiness for change is an ongoing process and helps make
sure that all staff and leaders have the commitment and confidence to do what is needed to improve

performance.'*’

Lack of organizational readiness is a major reason
why attempts to change are unsuccessful.'**
Exhibit C.1 lists factors associated with
organizational readiness to implement change.

Assessing Readiness to Improve

You can conduct a readiness assessment to find
out how prepared the organization is to take on
improvement initiatives.'* A readiness assessment
enables you to determine:

e  What types of change the organization is
ready to make.

e The barriers to and facilitators of change.

e The areas where support may be needed.

Barriers to change may include insufficient
resources, staffing, or systems, as well as

Factors Associated with Readiness to
Change (Exhibit C.1)

>>

Organizational structure and commitment: executive
commitment to performance improvement and a consumer focus.
Organizational culture or climate: shared beliefs, perceptions,
and expectations of all organization members.

Leadership: strong and positive leadership that supports change.
Employee-level attributes and beliefs: employee beliefs about
the problem, need for change, and motivation to change.
Resources: resources available to implement, monitor, and
sustain the initiative.

Performance improvement team(s): a diverse group from all
areas and levels involved in and affected by changes.

Past experiences: organizational, leadership, or employee past
experience with change.

Learn more: More information about these concepts is available in
appendix C, resource 2.

employees’ beliefs, attitudes, knowledge, experience, motivation, or skills. Leadership support, existing resources,
systems, and employee strengths are factors that can facilitate positive change. A realistic assessment of your
organization enables you to identify and mitigate barriers to change and leverage factors that contribute to

successful performance improvement. A secondary benefit of a readiness assessment is the opportunity for you

and others to collaborate and build solid working relationships before initiating changes.
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How Your Marketplace Can Assess Readiness for Improvement

An organizational readiness assessment need not be
time-consuming or complex. It involves four basic steps.

Step 1: Plan the Assessment

Determine what questions to ask staff and
leaders. Ask your colleagues key questions to
add to and confirm what you already know about
the organization and to obtain a variety of
perspectives.

>> Learn more: Exhibit C.2 suggests a set of
questions to ask your staff and leadership to
gauge your Marketplace’s
readiness, 126 127 128, 129

Determine who to collect feedback from and
how. Include leadership, managers, and staff
working in areas affected by or involved with
the changes. You can get feedback through a
discussion or by asking them to fill out the
questionnaire.

Plan how you will assess your findings.
Prepare a spreadsheet to organize the
questionnaire responses or review your notes to
identify major issues.

Step 2: Collect the Data

Select a person or team to collect the data.
Ideally, people collecting data should be
knowledgeable about the content area but, to
minimize bias, not from a department expected
to undergo the change.

Collect data. Encourage participants to provide
open and honest feedback by emphasizing a
confidential approach to data collection. Take
notes during discussions and review them once
your discussions are complete.
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Assess Your Marketplace’s
Readiness (Exhibit C.2)

Below are some statements that you can use when talking with
your staff and leadership to assess your Marketplace’s
readiness:

= We need this project.

= We are committed to this project.

= We are determined to implement this project.

= We believe this project will make things better.

= We believe this project is a priority for the Marketplace.

= We believe our leadership will support this project.

= We believe this project matches our Marketplace’s mission
and goals.

= We believe now is the right time for this project.

= We believe our Marketplace will provide the time for this
project.

= We believe our Marketplace will provide the personnel for
this project.

= We believe our Marketplace will provide the training for this
project.

= We believe our Marketplace will provide the money for this
project.

= We believe our Marketplace will be willing to assess
progress on this project over time.

= What other comments do you want to share about this
project? What will make this work well? What could prevent
this from working?

Sources:

Shea, C. M., Jacobs, S. R., Esserman, D. A., Bruce, K., & Weiner, B. J.
(2014). Organizational readiness for implementing change: A
psychometric assessment of a new measure. Implementation
Science, 9, 7.

Stratis Health. (2009). Organizational readiness assessment. In Health
information technology toolkit for critical access and small hospitals
(section 1.1. Adopt-Assess). Retrieved from
http://www.stratishealth.org/expertise/healthit/hospitals/htoolkit.html

U.S. Department of Health and Human Services, Agency for Healthcare
Research and Quality. (n.d.). Instructions: Getting ready for change
self-assessment. In AHRQ Quality Indicators™ toolkit for hospitals
(tool A.3). Retrieved from
http://www.ahrg.gov/professionals/systems/hospital/gitoolkit/a3-
selfassessment.pdf

U.S. Department of Health and Human Services, Agency for Healthcare
Research and Quality. (n.d.). Organizational readiness assessment
checklist. Retrieved from http://teamstepps.ahrg.gov/readiness/
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Step 3: Summarize the Data
e When you review and summarize the data, aim to identify:

—  Which changes your organization is most ready to make.

— The existing human resources, structures, systems, beliefs, and processes that can likely facilitate
change or may create barriers to positive organizational change.

Step 4: Review Assessment Findings
e Meet with key people, including frontline staff, administrators, managers, and other leaders to review key
findings and identify feasible improvement projects to start now versus those to take on in the future.

e Identify the project(s) that the organization is most committed to and that staff members feel most
capable of performing.®

e Identify where to start implementing the changes; consider making smaller changes, if possible, before
spreading changes throughout the Marketplace.'*

e Develop a plan to strengthen the organizational infrastructure and/or culture to better support
change. The plan should address potential barriers to change as well as ways to leverage the
organization’s positive attributes.

Enhancing Marketplace Readiness to Improve

With the results of the organizational readiness assessment in hand, you can begin leveraging your strengths and
minimizing major barriers or weaknesses. These actions can benefit the performance improvement effort at hand
as well as future long-term initiatives.

Actions to improve your Marketplace’s organizational readiness may involve strengthening organizational or
project team leadership and aligning resources, including human resources, with organizational change and
performance improvement. '*'- 3% 133 134

Strengthening Organizational or Project Team Leadership
Leadership support is critical to the success of your Marketplace’s improvement projects. Suggestions for how to
influence your leadership to support the change include the following:
e Explain the benefits of an improved consumer experience from a management perspective (e.g., greater
efficiency of operations, improved reputation, enhanced ability to compete).
>> Learn more: For talking points to use when speaking with the Marketplace’s leaders, see appendix B.

e Explain the evidence for the need for change (e.g., from your Marketplace Survey results and other data
you may collect from staff and consumers).

e Explain the benefits of the specific change to your Marketplace and provide evidence when possible (e.g.,
has this worked in other settings?).

That said, leaders are not just senior-level Marketplace executives. Everyone involved in managing performance
improvement initiatives or organizational change can demonstrate positive leadership in various ways:
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Serve as role models of positive customer service.

Involve and motivate representatives of internal and
external stakeholder groups (e.g., vendors,
contractors).

Provide resources (e.g., time, money, and personnel)
and ongoing training necessary to facilitate change.

Coach team members—rather than policing them—
to improve effectiveness and serve consumers.

Foster an environment where it is acceptable for
employees to report problems when consumers are
not having a good experience and create systems to
casily report problems.

Exhibit C.3 summarizes key characteristics of a great leader.

What Is a Great Leader?
(Exhibit C.3)

A great leader exhibits the five skills of emotional
intelligence: i

Self-awareness—knowing one’s strengths,
weaknesses, drives, values, and impact on others.
Self-regulation—controlling or redirecting disruptive
impulses and moods.

Motivation—relishing achievement for its own sake.
Empathy—understanding other people’s emotional
makeup and considering other people’s feelings.
Social skill—building rapport with others to move
them in desired directions.

Aligning Resources, Including Human Resources, with Organizational Change and
Performance Improvement
Marketplaces need to demonstrate commitment to positive organizational change by visibly investing in human
resources, systems, technology, and other resources needed to support the desired change. The commitment can
be demonstrated by:

Staffing the Marketplace adequately to provide employees with the time to serve internal and external

customers.

Including customer-service skills, experience, and philosophy as employee recruitment and hiring criteria.

Measuring customer service and consumer experience in employee performance appraisals.

Rewarding and recognizing employees for serving internal and external customers well.

More information on strategies and interventions to improve customer-service skills is included in Strategy 3,

Develop consumer-focused staff.

* Harvard Business Review. (2011). HBR's 10 must reads on leadership. Boston: Harvard Business School Publishing.
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Resource C.2: Characteristics of Organizations That May Influence
Readiness to Improve Performance

Readiness Content Area ‘ Readiness Characteristic or Factor

Organizational structure and =  Executive commitment to performance improvement initiatives, especially from people
commitment who have the authority and power to make decisions and allocate resources

= Understanding and willingness to invest resources, such as time and money, into the
performance improvement initiatives

= Alignment of performance improvement initiatives with organizational mission, vision
statement, and goals; employees understand and are supportive of this connection

Organizational culture or climate =  Clear organizational mission and goals
= Shared vision for performance improvement, where employees are actively engaged
in performance improvement

Leadership = Performance improvement viewed as a priority by senior leadership

= Designated and recognized leadership for the performance improvement team
= Employee involvement in leadership roles in promoting change

= Ability of leaders to influence coworkers

Employee-level attributes and = Perceived need for improvement

beliefs = Employee buy-in or adoption of the performance improvement initiative or
organizational change

= Employees’ beliefs that the performance improvement initiative will be a positive
change and improve the consumer experience

=  Employees’ active participation in the change process

=  Motivational readiness of employees

= Perceived self-efficacy

= Employee cohesiveness

Resource readiness =  Financial resources

= Technology and computer access

=  Training and expertise

= Human resources (personnel)

= Space and facilities, such as office space

=  Plans and systems for measuring and monitoring performance
=  Plans and systems for reporting results

Performance improvement team(s) | =  Representatives from workgroups that are affected by or involved with the expected
changes

= Team members with different knowledge and skill sets

= Team that is viewed as credible and trustworthy by the organization

= Consumer involvement in planning change

Past experiences = Previous experience with positive change in organizations
=  Previous experience with performance improvement initiatives

Sources:

ArtsWave. (n.d.). Organizational readiness assessment. Retrieved from http://www.theartswave.org/docs/default-source/impact-toolkit/measuring-the-
impact-workshops/miw_organizational-readiness-assessment.pdf?sfvrsn=4

Association of State and Territorial Health Officials and The North Carolina Institute for Public Health. (2014). Quality improvement plan toolkit: Guidance
and resources to assist state and territorial health agencies in developing a quality improvement plan. Retrieved from
http://www.astho.org/Accreditation-and-Performance/Quality-Improvement/Ql-Plan-Toolkit/

Child and Family Policy Institute of California. (2013). A framework for advancing a culture of customer service in health and human services. Retrieved
from http://www.cfpic.org/pdfs/Framework-for-Advancing-a-Culture-of-Customer-Service-Final.pdf
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Collins, J. C. (2001). Good to great: Why some companies make the leap and others don't. New York, NY: Harper Business.

Helfrich, C. D., Li, Y.-F., Sharp, N. D., & Sales, A. E. (2009). Organizational readiness to change assessment (ORCA): Development of an instrument
based on the Promoting Action on Research in Health Services (PARIHS) framework. Implementation Science, 4(38). Retrieved from
http://www.implementationscience.com/content/4/1/38

Huber, D. L. (2010). Leadership and nursing care management (4th ed.) Philadelphia, PA: Saunders.

International Customer Management Institute. (2001). Call center mission statement examples. Retrieved from
http://www.icmi.com/Resources/QueueTips/2005/March/Call-Center-Mission-Statement-Examples

Mossman, J. (2013, April 21). Employee-friendly workplace culture a key to company success. The Denver Post. Retrieved from
http://www.denverpost.com/topworkplaces2013/ci_22970656/employee-friendly-workplace-culture-key-company-success

Prosci. (n.d.) Six keys to prepare for change. Retrieved from http://www.change-management.com/tutorial-preparing-keys-mod4.htm

Rogel, C. (2014). The 12 attributes of a strong organizational culture. Retrieved from http://www.tint.com/2014/03/18/the-12-attributes-of-a-strong-
organizational-culture/

Roos, W., & Van Eeden, R. (2005). The relationship between employee motivation, job satisfaction and corporate culture. SA Journal of Industrial
Psychology, 31(1), 54-63. Retrieved from http://www.sajip.co.za/index.php/sajip/article/viewFile/420/695

U.S. Department of Health and Human Services, Health Resources and Services Administration. (n.d.). Readiness assessment & developing project aims.
Retrieved from http://www.hrsa.gov/quality/toolbox/508pdfs/readinessassessment.pdf

U.S. Department of Health and Human Services, Agency for Healthcare Research and Quality. (2012). Instructions: Getting ready for change self-
assessment. In AHRQ Quality Indicators™ toolkit for hospitals (tool A.3). Retrieved from
http://www.ahrg.gov/professionals/systems/hospital/gitoolkit/a3-selfassessment.pdf

Vij, V. (2011). Tips for coming up with a great vision statement. Retrieved from http://www.brighthub.com/office/entrepreneurs/articles/95766.aspx

Work Group for Community Health and Development, University of Kansas. (n.d.). Proclaiming your dream: Developing vision and mission statements. In
Community tool box (chapter 8, section 2). Retrieved from http://ctb.ku.edu/en/table-of-contents/structure/strategic-planning/vision-mission-
statements/main
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