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1. Introduction
This document has been prepared based on the document developed by the Ministry of Health as a guide to its Interdisciplinary Transition Team (IDTT) for the transformation of their Ministry under the Public Sector Transformation Project. The document serves as a general guide to all Ministries but it should be modified as necessary to suit the specifics of the transformation process within each Ministry.

2. 
Roles and Functions of the Interdisciplinary Transition Team

The Permanent Secretary (PS) or Head of Entity is responsible for the selection and establishment of their respective Interdisciplinary Transformation Team (IDTT). The IDTT will be responsible for the identification and implementation of the transformation activities for the entity. The Ministry’s IDTT will also have general management oversight of its portfolio Entities by monitoring and reporting on the execution of the Entity specific transformation activities. 
At the strategic level the IDTT is responsible for the:
· identification and implementation of specific activities that will lead to a more efficient, responsive and cost effective framework of operations within the Ministry/Entity;
· documentation of all changes to business processes so as to create a “knowledge/learning environment” and to enable the continuous improvement of service delivery within agreed budgetary ceilings;
·  identification of employees that require professional assistance during and/or after the transition and ensure that the appropriate services are made available;
· communication of all changes in service delivery to stakeholders (internal to the Government of Jamaica and to the general public) and provision of any assistance required to ensure that all stakeholders receives the appropriate level of service as per the agreed to standards/performance targets.
Specific responsibilities include:

1. Preparing a Transformation Implementation Plan (the Plan) and organizing the execution of relevant activities (including a Change Management Plan
 and Communication Strategy
) with clear timelines for completion;

2. Reviewing all business processes and identifying where changes can be introduced to improve service delivery in a more efficient and cost effective manner and developing the appropriate mechanisms to bring about the requisite changes (see Appendix 1). During the transformation, the Team will identify issues which may arise as a result of changes implemented and ensure that controls are put in place to mitigate adverse effects;
3. Preparing a risk profile and assessment, including policy and legal implications based on decisions regarding the restructuring and recommending/implementing measures to minimize the risks;
4. Developing an appropriate method of information gathering and dissemination;
5. Reviewing and approving the contents of specific documents/deliverables;
6. Monitoring the expected outputs, the duration of tasks and overall budget;
7. Resolving all Project issues by the most appropriate mechanism; prioritizing competing objectives and the allocation of necessary resources;
8. Meeting with the Minister, PS or Head of Entity to determine the appropriateness of the results being presented and to identify where there are actions that may be implemented immediately as “quick wins” and to monitor and evaluate all aspects of the Plan (including the signing off on the respective deliverables);
9. Working closely together, as required to facilitate the transformation process. Recommending the establishment of specialist committees where necessary to address technical details which may arise as a result of the restructuring of the Ministry’s/Entity’s approach to service delivery;
10. Monitoring the implementation process in the Ministry and each entity including approved expenditure allocations by following the required financial management procedures. Developing a monitoring mechanism to track the implementation of the changes;
11. Assisting staff members in adjusting to changes in their respective job responsibilities and ensuring, as much as possible, that each staff member understands and implements the agreed upon transformation changes;
12. Monitoring the assistance offered to affected staff members so as to enable them to adjust to the loss of employment and ensuring, as much as possible, that each affected staff member has access to various facilities that have been identified (includes exploring avenues for business opportunities and training);
13. Working with Human Resources Management Development (HRMD) to establish and maintain a database of knowledge, skills and expertise;
14. Working with HRMD to process staff entitlements in a timely basis and ensuring that personal updates are provided to affected staff;
15. Reporting to the Public Sector Transformation Unit (PSTU) in a timely basis
 on the progress of the transformation.
3. Composition and Selection Criteria for IDTT Members

It is highly recommended that the following functional areas be represented on the IDTT:

· Human Resource Management Development and (if available) Industrial Relations
· Communications
· Information & Communications Technology
· Finance/Budgeting 
· Union representative
· A cross section of other members of staff representing all major functional areas
· Technical Specialists as required
Team members should be selected based on the following criteria:
· Good practical knowledge of at least one component of the process,

· Good technical background,

· Represents the cross-functional groups involved,

· High credibility (seen by their colleagues as representing their views),

· Strong analytical skills,

· Strong persuasive and interpersonal skills (for interviews, focus groups, etc.),

· Creative (ability to conceptualize),

· Enthusiastic about the assignment (believes that significant change is required and is possible),

· A team player who thrives on empowerment, is willing to take risks, and is ready for change,

· Is seen as a “winner”/a person with the potential for growth and upward movement in the organization,

· Good work habits, self-starter, self motivated and innovative,

·  Willingness and ability to commit the time necessary for the Team to achieve its mandate.

It is recommended that the Team consists of a minimum of six core members who can be drawn from within the Ministry. Based on the “diversity” of the Ministry’s portfolio subjects, it may be advisable to pull on wide range of expertise from across all Entities to make the process more inclusive and to avail oneself of a range of talents. In this way, the Team members can provide expertise and advice to all portfolio Entities and all staff members will be included in the transformation process. The PS or Head of Entity will nominate a Team Leader, who will have the overall responsibility for guiding the execution of the specific transformation activities. The following other specialists could also be co-opted as necessary:

· Legal

· Research/Statistician

· Policy Analyst
The PSTU can also be called upon for assistance as required.
4. Duration 

The IDTT should be in place for a period of eighteen (18) months in keeping with the stated deadline of the PSTU. Entities are encouraged to identify activities that can be implemented within this timeframe. Notwithstanding this limited framework there will be activities that will extend beyond the stated time which will require the input of the IDTT. Transformation is a continuous process that requires constant review of service delivery mechanisms (i.e. business processes) and the reaction of customers, therefore, the Team should remain in place to conduct ongoing evaluation and continued to support to their Entities.

5. Quarterly Reports

Appendix 2 contains the standard format to be used for quarterly reporting by the IDTT
. This evaluation and reporting will form part of the required progress report to the Consultative Monitoring Group and the Sub-Committee of Cabinet.

Appendix 1

 Process Analysis
There are elements that form part of the overall transformation process that will require detailed attention by the IDTT. The table below indicates those elements that should be covered. 

	Element


	Sub-element

	Determine Business Needs and Benefits
	· review of the organization’s needs and planned outputs

· establish a case for change



	Benefits, Projects and Change Management


	· project and output management plans are prepared and managed

· major change management activities identified



	Analysis of existing Environment (Processes)
	· current external environment, business processes, organization, technologies, facilities, change environment potential and performance measures are assessed to identify areas for improvement

· benchmarking should take place to establish current performance levels



	Identify and Agree Improvement Opportunities


	· base on the business needs identified and the agreed on status of the current environment identify opportunities (with alternative scenarios)



	Design New Operational Environment


	· relevant policies, procedures, organizational structure, technology and facility requirements are designed to support the achievement of the improved business opportunities



	Training


	· training needs assessment completed

· training programme is designed and delivered



	Develop Implementation Strategies


	· implementation alternatives explored

· most appropriate strategies to support the change process are agreed



	Document Business Process Changes


	· appropriate processes and procedures are designed, documented and tested

	Document Technology, Organization and Facilities Changes


	· applicable technology, requirements are built, or acquired, documented and tested

· organizational structure to support the change is designed, implemented and maintained to include:

a) resource needs,

b) training needs,

c) logistics needs

d) recruitment needs

e) performance needs and measurements

· facilities are built or put in place



	Documentation of procedures


	· documentation of the new policies, processes, organizational structure and inter-relationships are made available



	Design migration and implementation plan


	· detailed plans are developed to support changed environment



	Migration & implementation


	· changed processes, procedures, technologies, organizational structure and facilities are implemented



	Monitoring of operations and continuous improvements


	· mechanisms in place to ensure that the change initiative goals  are monitored and maintained and areas for continued improvement are identified and appropriate action taken to bring these opportunities to life
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Appendix 2 
Reporting Template
	Ministry/Entity Name:
	Name of Responsible Interdisciplinary Transformation Team Chairman (Print):



	Reporting Period: 
	IDTT Chairman’s Signature:
	Date:

	Agenda Item /Issue 
	Objectives 
	Strategies
	Specific outputs/ expected outcomes
	Critical Actions/

Decisions Taken
	Responsibility and timeframe
	General comments

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	


Permanent Secretary’s Signature:   ___________________________________________

Head of Entity’s Signature:   _____________________________________________







Date:
_________________________________  





 Date:
_________________________________

Appendix 3

 Elements for Consideration
In determining how the way forward with the implementation of any recommendations, the IDTT should take the following factors into consideration.
	FACTORS/
CRITERIA
	ISSUES TO BE CONSIDERED
	IMPLICATIONS
	CHALLENGES

	Cost 


	Impact on Ministry’s budget.
	Examine appropriateness in respect of GoJ fiscal policy.
	Determining if expenditure is defensible in terms of cost savings and/or efficiency gains.


	Timeliness of implementation


	Determine the extent of displacement of staff.
Determine the implementation method and period of time to achieve full implementation
	Will a policy shifts be required.
Assess whether there would be a breach of any agreement national, regional or international.
	Defining the circle of influence and opposition.
Assessing the transition period necessary.
Managing the Communication process (timing the flow of information).
Managing the involvement of Trades Unions


	Practicality/ Resistance to Change

	Assess the extent of the impact on the values of the organization and entrenched culture.
Determine any legal changes that would be required.

	Examine the extent of the impact on the Ministry’s/Entity’s mandate.
	The Ministry’s/Entity’s change management capacity.
Potential resistance to change.


	Benefits
	Impact on the size of the organization
Determine the efficiency gains
Identify the “quick wins”.

	Assess impact on quality and service delivery internally, to other entities and the general public.
	Determining the opportunity costs
Identifying the productivity gains.

	Risks
	Examine the benefits vis a vis the risks.

	Determine whether the decision will result in uncertainty/ambiguity to customers/stakeholders.

	Identifying centres of influence i.e. of opposition and support. 
Assessing capacity of Ministry/Entity to manage the risks.



Appendix 4

Implementation Plan 
The IDTT is required to prepare an Implementation Plan which will serve as the means of tracking the progress towards implementing the agreed transformation recommendations and activities and identifying the method by which they can be adjudged successful (i.e. Key Performance Indicators and Targets). Depending on the complexity of the function/processes being reviewed the IDTT could use one of the following formats (with modification as applicable).
Format 1

	Strategic Objectives
	Activities
	Key Performance Indicators (KPIs) and Targets


	Performance To-date
	Responsibility
	Indicative Timeframe

	
	
	
	
	
	

	
	
	
	
	
	


Format 2

	PROJECT CHARTER



	Project Title:



	Project Leader:


	Team Members:

	Benefits to be derived from completing the Project:

	

	Problem/Opportunity Statement:


	Goal Statement:

	Project Scope:
	Stakeholders:

	Timeframe
(Could be maintained in an automated Project manager Tool e.g. Micro Soft Project)



	Action
	KPI
	Responsibility
	Target Date
	Actual Date
	Team Member’s Signature

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	Project leader’s Signature



	Date:
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Appendix 5
An Example of a Problem/Opportunity Identification Worksheet

	Problem/Opportunity Statement:



	Potential Problem/Opportunity

(provide an brief explanation if necessary)
	Yes
	No



	Will there be an impact on service delivery?


	
	

	Are there any safety issues?


	
	

	Can the costs of service delivery be reduced?


	
	

	Can any tasks be eliminated?


	
	

	Can someone else perform the task(s)?


	
	

	Can waiting time for client be reduced?


	
	

	Are results inconsistent?


	
	

	Is the materials/technology to get the task(s) completed always available?


	
	

	Are the work processes well organized?


	
	

	Do the work processes run smoothly?


	
	

	Does the equipment used operate properly?


	
	

	Do any tasks detract from quality?


	
	

	Are there processes that hinder productivity?



	What, if anything, has been done in the past to resolve the problem/take advantage of the opportunity?



	Is all the relevant information to solve the problem/take advantage of the opportunity readily available?           Y/N



	List the information resources:



	What information, if any, is missing?



	What are the potential benefits of solving the problem/taking advantage of the opportunity?



	What is the potential cost of any improvements?
Human Resources

Equipment

Technology

Facilities

Other




� This Plan will highlight the measures that will be incorporated to ensure that the execution of the transformation activities are conducted professionally with the utmost consideration for staff.


� The strategy should be simple and designed to ensure the active participation of all staff in the process and assist with the smooth implementation of the exercise. The strategy must be clearly defined and endorsed by the PS or Head of Entity and where deemed necessary the Minister. It must also be discussed with the relevant Trade Union representative.





� Reports are to be received in the PSTU within ten (10) working days of the end of the quarter. The fourth quarter report will be expanded to include an evaluation of the year to-date performance with respect to the key performance indicators (KPIs) and should highlight any new recommendations or changes for improving the process.


� The Ministry IDTT should  summarize all  reports received from its Entities


� There may be some recommendations that will require financial resources or the restructuring of a function with higher qualified staff to achieve the necessary productivity and efficiency gains. Where these are justifiable IDTTs should make the recommendations and seek the requisite approvals. 
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