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WELCOME!
Congratulations on your appointment to the Management Action Council (MAC).  

The Socialization Action Council (SAC), Communications Action Council (CAC), Training Action Council (TAC), Physician Action Council (PAC), Recognition Action Council (RAC) and the Standards Action Council (STAC) are key groups within your organization responsible for assisting executives to implement and lead the organization to a new and improved culture.  It is an honor to have been selected by your president to be a member of one of the councils.  This is an important moment in the history of your organization, and in your career development.  A tremendous trust has been placed in you by your chief executive. 

All members of these groups should read the following documents as part of their initial orientation:

•
Management Action Council (MAC) Guide

•
Socialization Action Council (SAC) Guide

•
Recognition Action Council (RAC) Guide

•
Communication Action Council (CAC) Guide

•
Training Action Council (TAC) Guide

•
Physician Action Council (PAC) Guide

•
Standards Action Council (STAC) Guide

•
Do It Groups (DIG) Guide
The purpose of the MAC Guide is to help you prepare for your responsibilities as a MAC member and a New American Hospital (NAH) leader.  Included in this packet you will find suggestions and ideas which have proven successful with other organizations who have gone through The Uncommon Leader (TUL) program.  Look upon this packet of information as a set of guidelines to help you do your job as a MAC member.  Feel free to embellish and improve upon these ideas in all ways possible.  Remember, our goal is excellence.  Your creativity and leadership will be essential to the program’s success.  

WHY THE MAC EXISTS
To build a New American Hospital (NAH) requires a great deal of hard work from everyone within the organization.  The energy and efforts expended along the Journey to Excellence must be guided and directed in very specific ways. The primary purpose of the MAC is to drive and guide the change process;  to assure that the change process is complete and effective in your organization.  MAC members should understand that successful implementation of The Uncommon Leader is dependent upon implementation of all program elements, and behavior change by members of the organization.  Management House assumes no responsibility for incomplete implementation on the part of the client organization.
REPRESENTATION OF MANAGERS’ VOICE IN THE ORGANIZATION

The MAC is created to represent the previously underutilized management strength within the organization.  This group should become a new power bloc.  There should be no undermining of executives or normal line authority, but rather the addition of power at the middle management level, and below.  One of the major concepts of the course is that decisions are made closer to the Customer.  Fewer approvals should be asked for.  Executives are learning too, so be patient as you help teach them and your fellow managers that a new group is stepping forward to help get things done.  An extension of this concept should be to inculcate this kind of thinking in all of the DIGs.

GUIDING CHANGE & ORGANIZATION RENEWAL

Throughout TUL, a large number of programmed changes will be made in the organization.  The MAC is charged with being “champions of change,” and with the responsibility for not letting the organization renewal effort become sidetracked.

As a MAC member you will need to be concerned with the following issues: 

1.
Teaching, supporting, and championing NAH concepts   throughout the organization.

2.
Breaking down the formal and informal barriers standing in the way of organization progress.

3. 
Motivating managers and Associates throughout the change process.

4.
Directing the energy and efforts expended in the change process.

5.
Monitoring and reporting on the progress of the change efforts within the organization.

6.
Establishing the operating rules and procedures of the MAC and The Uncommon Leader. 

7.
Identifying successive MAC members from the organization.

As a member of the MAC, plan on working harder and smarter than ever.  Your leadership in the MAC will consume a minimum estimated 8 hours of your time per week.  This is required for MAC meetings, follow-up, and leading the change effort.  This time estimate does not include the time that you will spend as an Associate involved in specific DIGs.

MAC MEMBERSHIP

A successful MAC has the following recommended components:

1.  
Includes 5 -6 members.  Each member has a specific function and responsibility area. 

2.  
Membership should be made up of the strongest, most competent managers, who are committed to excellence and the efforts to improve the organization culture through the change process.  During the formal TUL sessions, the MAC should be comprised of middle management leaders representing each of the major areas of the organization, i.e. nursing, clinical services, support services, administrative services, etc.  One member can represent more than one area.  Those areas where there are large numbers of Associates, such as nursing, may have more than one member on the MAC.  Some clients have included the president, or a vice president, on the MAC as an ex-officio member.  Even with ex-officio status for the executive, the MAC is still dominated and managed by middle management leaders.  However, the position power of an executive assures that the MAC is politically well-connected.  This also helps the MAC in making more informed recommendations and decisions. Because of the nature and importance of this project, it is prudent for the MAC Chair to have a direct reporting relationship to the president of the organization.  MAC members are the chairs of the CAC, SAC, RAC, PAC, STAC and TAC.

3.  It is strongly recommended that the MAC, RAC, STAC, and SAC remain  permanently in existence following the conclusion of TUL. The journey toward excellence is a constant effort, and does not end with the conclusion of formal TUL training.  The continuation of the MAC is critical to the maintenance and/or continual development of NAH concepts, and the corporate culture that is being developed.  From a practical and political viewpoint, however, the MAC's continuance will depend on how much it accomplishes, and how helpful it was during the first year of the change program.

4.  The leadership structure of the MAC should include a Chairperson and a Vice Chairperson.  The Chairperson has the ultimate responsibility and accountability for the action and direction of the MAC, which in turn, translates to the responsibility for the implementation of the TUL program within your organization.  A Vice Chairperson for the MAC should also be named.  The Vice Chairperson acts as the council leader in the absence of the Chairperson.  S/he also becomes the Chairperson when the MAC rotates membership, usually after the end of TUL.  This provides continuity within the leadership of the MAC during the rotation of members.  Specific duties for each of the MAC members are discussed in the following sections.

5.  
The membership of MAC should rotate on a predetermined basis after the conclusion of the formal TUL program.  The recommended schedule for membership rotation is every nine months for the Chair, and every six months for the balance of the membership positions following the conclusion of the formal TUL Program.  No more than one member should rotate off the committee in any one month.  This means that some of the initial MAC members will serve a slightly longer term on the committee, as the rotation schedule is initially implemented.  However, after the initial transition into the six month rotation schedule is completed, each MAC member will be serving an equal amount of time, with the exception of the Chair position.    

WHAT THE MAC DOES:  BROAD AREAS
MAC activities can be grouped into the broad areas mentioned below.  Before reviewing specific MAC responsibilities, it is a good idea to make sure you understand the framework in which the MAC is operating.  

TEACH & SUPPORT NAH CONCEPTS
The MAC helps sell TUL and the organization change effort.  As informal group leaders in your organization, one of the reasons you were selected to be a MAC member is because of your influence in the group.  Others will listen to you, and if you become convinced that we are on the right track, you can help sell the program initiatives to others.  
BREAK DOWN BARRIERS TO ORGANIZATION PROGRESS

A principle function of the MAC is to provide informal avenues to support the program, and internally spread the word about the program's values.  In most organizations the MAC sets up a mentoring program to ensure all managers keep pace with course work and assignments.  Each MAC member is assigned to mentor a number of the management team members  The executive group can be divided among MAC members, or mentors can be sought from within the executive team.  The bottom line is that each participant in the TUL course should be assigned to one MAC member as a mentor.  Mentor communications and meetings often become a regular occurrence during the busiest part of TUL.  The mentoring relationships prevent a number of managers from getting behind the pack, which would slow your change effort. 

The MAC also will be called upon from time to time to troubleshoot particular communications or other organization problems.  Recognize that the MAC has a finite amount of political capital to expend.  Choose your targets wisely.
DIRECT ENERGY & EFFORTS EXPENDED 

IN THE CHANGE EFFORT
The MAC provides the necessary TUL program coordination and support.  The MAC is supported by a part-time DIG Coordinator who handles the clerical support needed by this busy team.   

The MAC establishes, or refines, the program calendar of TUL Sessions, and makes decisions or recommendations regarding who will participate.  Managers who represent a selection error should not be included in the program.  Our experience is that every TUL client organization believes their marginal performers will turn over a new leaf during TUL.  Almost without exception, organizations who have implemented TUL indicate that they wished they had made the harder selection “correction” decisions before the program onset, and put their high potential supervisors or potential managers into the program rather than some of their non-performing managers.

The MAC should be politically neutral.  You must walk a balancing beam between support for the program and your executives, and the need to represent the manager’s interests.  In other words, don't be seen as agents of the executives, or some managers might consider that you've "sold out.”  Rather, as a MAC member you are an agent for excellence and what is best for the organization.

MONITOR & REPORT CHANGE PROCESS PROGRESS
This means monitoring and reporting on the progress of DIGs by department and executive responsibility area.  There will be departments and sometimes executives who are slower to embrace their responsibilities in this program.  By preparing a routine report for the President and special performance reports for Management House, you will be able to better recognize where additional performance needs reside.

The MAC is responsible for establishing Do It Groups (DIGs) and Just Do Its (JDIs).  Initially, the MAC may be able to handle the inflow of managers’ ideas and recommendations in the course sessions. The goal is to punch out results quickly.  The DIG Guide covers the support needs of this important change driver.

NOTE:  Do not begin the DIG process or even suggest the DIG concept to the organization until TUL Session I is complete.  All TUL participants need to hear the Management House explanation of how DIG’s work, what they mean, etc. as well as personally experience a DIG before releasing this powerful tool to the entire organization.  The MAC should identify 8-10 DIG ideas prior to the TUL Session I.  All managers and executives in Session I will be required to participate in one of these DIGs.  In summary, the first round of DIGs is composed totally of managers and executives.

Following a first hand experience on a DIG, you will be better able to advise others on DIG participation and management, and provide more effective DIG training and coaching for Associates.

During TUL Session II an additional 20 DIGs are to be identified and managers and executives will again be asked to sign up for a DIG.  This time (being their second experience on a DIG) it will run smoother.  Also in this second round of DIG participation each DIG will be comprised of a combination of management and Associates.  This is the time when Associate DIG participation begins.  However, some Associate training on DIG functioning and purpose also needs to occur prior to Associates acting on DIGs.  Just-in-time training is suggested.

Following the second round of DIGs, a third round of even more DIGs/JDIs will be established.  The third round of DIGs will include an additional 40 new ideas.  At this point in time, 30 DIGS will already been completed completed with another 40 DIGS in process.  The ramping up of DIGs will continue until the maximum DIGs in process number for your organization is reached.  Typically, the maximum number of DIGs in process that any organization can reasonably handle is equal to about 20% of the number of Associates on payroll.

ESTABLISH RULES & OPERATING PROCEDURES

The MAC initially approves TUL course curriculum, and suggests needed points of emphasis.  While TUL is based on a series of training needs analysis studies which determined the content most appropriate for middle and upper management audiences, the Customer always knows their needs better than any outsider.  Discussion among group members to confirm or clarify program content will assure that the rifle is pointed at the right targets.

The MAC sets rules for TUL participation, for DIG administration, and establishes TUL graduation requirements.  It is not unusual that there may be new management members appointed to the TUL program after the program starts.  Whether they will be allowed to participate, and under what conditions they would be granted certification, are to be established by the MAC.  Through the SAC, the MAC is responsible for making plans for graduation and determining graduation requirements for all TUL participants.  Recommendations for graduation requirements are found in the SAC Guide.

The MAC will be reviewing recommendations for organization change stemming from group discussion opportunities in the TUL classroom sessions.  There will be a number of suggested organization changes.  These will need MAC review, development, and MAC recommendations for implementation. 

While it is possible to assign all of the above tasks to a staff group, our experience is that by establishing the MAC, a more diverse and rich organization transformation program is built.  This allows for greater connection between the subject matter and the impact of ideas on the organization.  

Although we’ve outlined some broad areas in which the MAC will impact the change effort, we encourage you to be creative.  What else could/should your group do to benefit the cause of excellence, service, and occurrence?

ESTABLISH GRADUATION REQUIREMENTS

The Uncommon Leader program is a comprehensive change management and professional development program.  In order to assure that change is occurring within the organization all participants are required to meet minimal performance standards associated with The Uncommon Leader in order to be eligible for graduation from the program and the award of 7.2 CEUs. (7.2 CEUs are available only for Uncommon Leader programs involving 12 management development seminar days.)

There are a few fundamental graduation requirements established by Management House in conjunction with offering The Uncommon Leader.  In addition to these requirements, your organization should establish additional performance criteria that reflects the new culture that is being created.

The minimal performance standards for graduation for The Uncommon Leader process, as established by Management House, are as follows:

1.
Each manager will have 100% of their Associates trained on the organization values, what the New American Hospital means, and DIGs prior to the completion of the formal TUL classroom sessions.

2.
Each manager will have a minimum of 90% of their Associates having served on at least one DIG before the conclusion of TUL classes.

3.
Before the conclusion of the TUL sessions, each manager is to have implemented at least two ideas or JDIs in their department for each person working in the department.  For example, if there are 12 people working in the department, either full time or part time, at least 24 DIGs or JDIs are expected to be implemented   With each DIG or JDI, a return on investment, or ROI, is to be reported to the MAC.

4.
Each manager is to have flow charted the three primary work processes in their department and identify where there are periods of “waiting” time and/or“wasted” time.  “Waiting time” is time spent waiting for equipment, patients, supplies, people, or anything.  Waiting time is unproductive time.  “Wasted” time is time spent walking to and from supply or equipment locations, work that must be redone, work that is duplicated by someone else (i.e. taking patient identification data more than once when the patient is admitted to the hospital).  Resolve and/or improve the “wait” and “waste” time that is identified in each of the processes.  Calculate the value of the improved productivity by multiplying the amount of “wait” and “waste” time identified and corrected, annualized for a one year period and multiplied by the average hourly rate of a person employed during the “wait” and “waste” time.  Report the ROI to the MAC.  A minimum of 10% reduction in the amount of time required for any one process should be found with reductions of up to 35% being common.  Use the Cycle Time Analysis Chart to organize and manage this work.  

4.
Each manager is to have attended all TUL classroom sessions conducted by Management House, or the designated executive at your organization.  

5.
Each manager is to have served on at least 4 DIGS and chaired at least 2 DIGs prior to the conclusion of the formal TUL classroom sessions.

6.
Each manager is to have sponsored at least 2 social events in their department that are new and different from past or traditionally offered social events.

7.
Each manager, as evaluated by their supervisor, is to be appropriately using the MANSYS forms, particularly the Work Planning and the accompanying Work Review and Redirection forms.

8.
Each manager is to have full compliance with each of the TUL assignments and tasks given to them.  

SPECIFIC MAC RESPONSIBILITIES
ALL MAC MEMBERS
Through the SAC, the MAC arranges for a Victory Scoreboard to be placed in the cafeteria to indicate the progress of the organization development effort.  It is desirable to have the Scoreboard on the wall and ready for operation at the start of TUL Session I.  This is an important communication tool, and will spark interest and comment among the troops.  Complete instructions for this task are in the CAC Guide.  Keep your creativity for scoreboard design within the guidelines of the task.  A simply designed scoreboard is best and most effective.  The communication is clear and simple which makes maintenance of the scoreboard information much easier.  

The scoreboard is to be a wall-size design, large and overbearing.  Deviations from the structural guidelines generally result in an ineffective scoreboard that must be redone.  

The MAC is responsible for monitoring the progress of implementation of the New American Hospital Action Plan which is constructed session by session and correlates to each Task in each Module Guide book.  Think of the NAH Action Plan as the abbreviated version of all Module Guides.

MAC CHAIRPERSON
The MAC Chairperson should arrange for Management House and MAC members to meet during lunch the first day of each two-day session.  Special reports from each particular Module Leader may be requested.  Management House will advise you of such reporting requests in advance of the sessions.

Before each TUL session, the MAC Chairperson is to prepare a series of performance reports.  One performance report in particular will be presented to the management group. This report, known as the NAH Change Summary Form, states the organization's achievement on key performance issues.  Sharing of this information is an opportunity for Management House to provide recognition for work well done by the organization, or to identify where the organization is falling behind on their efforts to achieve excellence. 

Other MAC Chair Duties

The MAC Chair has an extremely important leadership role to carry out.  Listed below are a number of specific work duties for the MAC Chair:

•
Set the agenda for each of the MAC meetings.

•
Assist the MAC in identifying, creating, and prioritizing DIG/JDI work.

•
Act as the key contact to the president and executive group in reporting the progress and/or difficulties of the NAH.

•
Act as the key liaison with Management House during and after each TUL presentation.

•
Follow-up on and solve problems as they relate to TUL.

•
Act as the in-house resource and champion of the change process.

•  
Maintain the database of DIG information.  Forms and full instructions will be found in the DIG Guide.

•   
Prepare and analyze change management reports as required.

More importantly, the MAC Chairperson brings people together, builds consensus, and pushes the work toward a successful conclusion.  Although creativity is emphasized in TUL, there is no room for the MAC Chair or client organization to reconfigure or modify the structure of the TUL program, Tasks or councils.  Clients who insist on modifying the system waive their right to a guaranteed return on investment.  The change model that is represented by Management House Inc. is tried and true.  Modifications to this model of change management are an unknown for which Management House Inc.cannot be responsible.

SAC CHAIRPERSON
Celebration is an important component of TUL, and is the main responsibility of the SAC.  A full description of SAC responsibilities is provided in the SAC Guide.  The SAC Chairperson is a permanent member of MAC.  This arrangement facilitates clear communication and coordination of SAC events with TUL program content and other components of the change effort.  You may sometimes find that the momentum for social events will fall off as the management team becomes more familiar with one another, and feels less of a need to organize formal social functions.  Beware of this situation.  Socialization must continue during TUL classroom sessions and in between scheduled TUL sessions.
CAC CHAIRPERSON

The Communication Action Council (CAC) manages the flow of information and messages about TUL, NAH, and socialization events.  The CAC Chairperson is a permanent member of the MAC, and ensures coordination between the activities of the TUL participants, Associates and physicians.  

The CAC is responsible for:

•
Promotion of DIG work and achievements via maintenance


of an updated scoreboard, announcements, articles within the organization newsletter, and publication of a NAH Newsletter.  The NAH Newsletter is the communication piece used to advise all managers and supervisors and Associates of the progress of the program, as well as a tool for organizing and managing TUL, i.e. providing reminders of work assignments that are due.  Newsletters and other sample communication pieces are found in the CAC Guide.  

•
Assist in the recruitment of Associates to participate in the DIGs which require additional members.

•
Act as the internal public relations campaign director for TUL.

•
Create and implement ways in which to move the message of the NAH to all Associates and physicians within the organization.

•
Work with the RAC to recognize the achievements and work of DIG members and Chairpersons.

•
Work with the SAC to publicize social and celebration events and opportunities.

•
Work to help culturize NAH concepts in the minds of Associates, visitors, community members, etc.  

It is important for all members of TUL coordination councils to place consistent emphasis on communication efforts regarding the New American Hospital—the vibrant new organization we are building.  TUL is a vehicle to help your management team build a high performance organization.  Avoid the trap of trumpeting the program, rather than the end result.  It is the results that are achieved that are news worthy.  The CAC must assure that all audiences are receiving full communication on the many changes that are occurring.

TAC CHAIRPERSON 

TUL training needs are extensive.  They begin immediately with the need for full-house DIG training, specialized DIG Chair training, and management MANSYS training.  About the time that this training slows down, new training on CQI tools are introduced.  In addition, specialty training on other policy changes etc. may also be requested.  The importance of effective and timely training cannot be underestimated.  Poor or limited training directly impacts the quality of DIGs, and thus the quality and effectiveness of the change effort.  Poor or ineffective training further complicates the situation by creating unnecessary chaos.

The TAC Chair must be an effective trainer and communicator, extremely organized, creative in problem-solving, and motivating as a leader.  In addition, s/he must be viewed as a credible training/teaching resource in the organization.

The TAC Chair is a member of the MAC and is responsible for recruiting 12-15 TAC trainers from within the organization.  A profile of the TAC trainer is found in the TAC Guide.

RAC CHAIRPERSON
Reward, Recognition and Reinforcement (3R’s) are led by the Recognition Action Council (RAC).  Behavior that is reinforced will repeat itself.  TUL strives to change the behavior of Associates, managers and executives.  Therefore, the 3R’s must be actively vibrant within the organization if change in behavior is to be experienced.  If the 3R’s are weak, absent or stale, it will cause the change effort to falter.

The RAC is responsible for:

•
Development and installation of instant reward and recognition programs which include all Associates.

•
Development and installation of 3R programs for DIG participation, implementation and results.

•
Develop and install 3Rs (Reward, Recognition and Reinforcement) for substantial contribution to organization performance.

•
Revise and refresh all recognition, reward, and reinforcement program efforts occurring within the organization.

The RAC chair is also a permanent member of the MAC.

Note:  In organizations of 120 or fewer beds, the RAC Chair and the SAC Chair functions are often combined into one job.

PAC CHAIRPERSON

Physicians are both members of the team and customers of the organization— two important roles.  Thus, they must be consulted and involved on both levels;  as a customer and as a member of the team.  The PAC is responsible for coordinating the physician components of TUL.  This means representing physician points of view with respect to priorities for DIGs, work, and TUL project work, as well as involving physicians in thoroughly understanding where the organization is going with the NAH philosophy and how they, the physician, can contribute to the effort.

The PAC is also responsible for assisting in breaking down barriers to the change effort that involves physician resistance.

The PAC Chair does not have to attend all MAC meetings, but rather is called upon when an issue or decision that would significantly impact physicians is to be decided. At that time, the PAC is conferred with for purposes of providing insight on how best to implement the change and achieve the greatest amount of physician support.
DIG COORDINATOR

As part of TUL's impact on organization functioning, there will be a sustained effort to solicit ideas regarding improvements and changes to be made regarding how things are done at your hospital.  During each day of TUL training, small groups are formed asking managers for recommendations.  Not every idea is worth its weight in gold, but there is much value in most of them.

How are these ideas turned into reality? The DIG process is the vehicle used to move ideas/recommendations into actions and results.  One of your most important functions is to support DIGs as the organization-wide mechanism for creating change.  The primary source of operational information will be the DIG Guide.

The responsibilities of the DIG coordinator are:

•
Follow-up on the activities of DIGs/JDIs within the organization.  Assure that DIGs in process remain on the prescribed time frame and that appropriate reports on DIG progress are submitted and managed appropriately. 

•
Review DIG Creation Forms to assure that the appropriate work area(s), and people are involved in the DIG, as well as to assure duplication of effort does not occur. 

•
Review DIG Interim Reports to assist in keeping the DIG progress on track.

•
Follow up with DIGs to assure that barriers are eliminated and implementation plans are finalized.  Holding people responsible for promised DIG implementation is one of the hardest jobs a DIG Coordinator has.

•
Track DIG/JDI performance and completion of other TUL assignments by manager and/or department and prepare reports on DIG/JDI progress as requested.

STAC CHAIRPERSON

In order to attain top organization performance, and then sustain top performance, as many aspects of personal and organizational performance as are possible are to be standardized.  

The purpose of the STAC is to determine standards of performance in the areas of Customer Satisfaction, Quality, Cost and People management.  Such standards of performance are to be greater than the minimum standards required by JCAHO and much more far reaching.  As many pieces of individual behavior as is possible are to be standardized or operated in a uniform manner.

The STAC will begin with establishing standards of performance for behaviors that will impact on Customer Satisfaction ratings, then move to Quality standards and then to people management issues, and finally to cost issues.  

The number of operating standards currently in place in healthcare are minimum at best.  The STAC is responsible for identifying and implementing multiples of these standards in a manner that will directly impact upon the BHAGs.  It is recommended that the MAC undertake the STAC responsibilities.
HOW MAC PERFORMS ITS FUNCTIONS

DIG RECOMMENDATIONS

Recommendations for change/improvement will be generated from every department and every level of your organization.  The organization of ideas, as well as the tracking and action planning for implementation, must be well-managed to assure continued credibility for the program.

It is important that a reasonably short response time to DIG Creation Forms be established as a standard protocol.  Most organizations have determined that 72 hours is a reasonable time frame within which recommendations will be processed through the MAC.  See the DIG Guide for details on this, and the flow of DIG ideas from creation to implementation and follow-up.

The MAC must be empowered to approve or deny recommendations submitted by the DIGs.  The idea here is to free up executives from most of this decision-making, and to place the accountability and responsibility for good decision making with the people who are in the best position to make and enforce those decisions—the Associates and middle managers.  For each organization, authorization levels for decision-making are different.  We suggest setting a maximum financial limit on the authorization level for the MAC for any one recommendation.  A MAC authorization level in the $500-$1000 range for any one recommendation is usually a comfortable level for all parties involved.  See your CEO for your MAC authorization level and total financial MAC seed budget.  The seed budget is the initial funding of the MAC.  In other words, the amount of money that is provided to the MAC for use in approving DIG recommendations.  From this seed money recommendations with a positive return on investment are approved and implemented, thus returning to the MAC budget the money initially allocated for implementation of the DIG idea plus a surplus.  This arrangement limits the amount of expenditure that the MAC can make. 

DIG recommendations that involve either additional financial or human resource needs, above a specified level that the MAC is authorized to approve, would then be reviewed by the executive team for final decision.  In the old hospital, additional staffing was a constant band-aid request to solve problems.  In the NAH, we are looking for smarter and better ways of solving problems which may, or may not, involve the addition of staff.  So, until the time occurs when we convert our thinking to problem-solving alternatives other than staffing, the executive team may also want to reserve unto itself the power of authority for approval of additional staffing.  In summary, the MAC should have limited powers.  The recommended levels of authority are:


1.  Expenses of $500- $1000 each with a total expense budget of $XXXX


(we recommend $10,000) to start with.


Recommendations requiring executive approval include the following:


1.  Any addition to staff or scheduled hours of work.


2.  Any change in compensation, benefits.


3.  Any idea that affects the entire organization.

Managing Ideation
Setting expectations for implementation of recommendations is one way to assure that recommendations are being carefully reviewed by the appropriate parties, and that improvement ideas are made to work.  It is recommended that each organization set a minimal standard of 70% acceptance of the recommendations submitted from DIGs in the first year.  If the acceptance rate of any manager is less than 70%, or if the acceptance rate for the overall organization during the first twelve months of TUL is less than 70%, then all further DIG recommendations which are declined by a department head or MAC should be further reviewed by executives with the objective being to improve the percentage of acceptance of DIG ideas.  This secondary review process would continue until the situation is corrected and the manager(s) could see their way clear to accepting at least 70% of the recommendations provided.  The idea is to make continuous improvements and to keep things moving as well as to assure that the majority of Associate ideas are being listened to and tried.  

Acceptance of 70% of DIG ideas does not mean that a manager must accept and implement an idea that is known to be a loser or half baked.  However, when recommendations that are not fully thought through are submitted, it is incumbent upon the manager to try to find some small piece of the recommendation to accept and implement and recycle the problem for further problem-solving either back to the original DIG members if they seem to have the potential to solve the problem, or recycle it to another DIG group to solve.  Portions of a recommendation that are accepted and implemented count as accepted recommendations.

Any department head or Vice President who is rejecting more than 30% of the recommendations submitted within their area of responsibility should be carefully looked at in terms of their support for the philosophy of the New American Hospital as well as their ability to effectively manage their responsibilities. One of two potential problems exist in a situation of this nature.  Either the Associates working on all the DIGs associated with this department are inadequate for your organization in that they cannot solve some piece of many different problems, or the manager's attitude toward innovation is problemed.  

Managers and executives with a high percentage of successful adoptions and implementations of DIG recommendations should be rewarded with additional and expanded areas of responsibilities.  Managers and executives who are consistently stumbling and declining recommendations from DIGs represent ineffective managers.  Their positions of responsibility should be reduced.

POLITICAL REALITIES

MAC members will be privy to inside information regarding the degree of alliance that managers may or may not be showing to the program.  It is important for the MAC to be nonpolitical.  If the MAC becomes viewed as a conduit of confidential information to executives, it will seriously erode the power base of both the MAC and the executives.  At the same time that there is sensitivity to the confidential nature of performance information for all managers there is also the distinct responsibility of the MAC to keep executives aware of managers who are behind the performance curve.  The best way to do this is through facts and data provided by the data base kept by the DIG Coordinator position.  Factual information is unbiased.  Political influencing up, down, and sideways, in the organization will be a key role of the MAC.  

Remember, that the MAC is not a new layer of management.  Its power stems from its advisory role to executives, and from interpersonal and persuasion skills of members.  MAC members are to never undercut executives, nor appear to be acting in a way that is contrary to the "big picture" of what is being attempted in the pursuit of organization excellence.  If executives are wrong on an issue, or need counsel as to how to improve their performance, give them appropriate advice and feedback.  Bosses need help too, and developing your executives is part of your role.  “Team player” is not just a nice phrase, it is the core of what being a MAC member is all about.  Any MAC member who cannot support the program or the organization's executives should not be on the MAC.  

It is not unusual to find that 5% to 10% of the management staff in any organization will not move to the NAH culture with the organization flow.  As MAC members, you will be in the best position to initially observe this problem performance.  Use your position on the MAC to assist these individuals through the transition process.  You can provide coaching on how to revamp their thinking to the NAH philosophy, or how to transition to another staff position in the organization, or perhaps to an entirely different employer.

Essentially, the task of problem performance management needs to remain with the chain of command, not the MAC.  However, if bottlenecks in performance tend to routinely occur with the same individuals, you may wish to consult with their supervisor on a plan for correction of this performance.  If performance continues to fail, this represents a work performance problem, and should be handled as such.  

Both positive and corrective feedback should be given to DIG members and chairs relative to their performance as a DIG member or leader.  Remember, DIG management will be a new skill area for your managers.  Help them through it!

In summary, the MAC is to be viewed by all as an objective body whose recommendations and actions are heavily considered in major organization decision-making, and the maintenance of the new organization culture. 

MAC DO’S AND DON’TS
DO:
1.
Integrate the NAH philosophy into orientation programs for new Associates, managers, medical staff and volunteers. 

2.
Provide adequate in-service educational opportunities on DIG management and membership responsibilities.  See the DIG Guide for assistance.  

3.
Assure that the NAH Action Plan is complete.  A common problem for some organizations is that they attack a large number of operational problems in their DIGs but never get around to building the “management machine.”  The NAH Action List contains most of these “machine” pieces.  If these are not put in place during the first year of the change effort, it will be very difficult to continue the momentum in the second year.  Make sure that the pieces of the action plan get put into place as rapidly and completely as possible.

4.
Continue to champion and promote NAH concepts in all ways.  Make a plan for continued excellence within your organization.

5.
Encourage, coach and support executives who are living the new philosophy.

6.
Communicate, Communicate, Communicate.  Do not underestimate the value of constant, creative, frequent and straight-forward communication.

7.
Report poor TUL performers to their respective executives for corrective action.

8.
Be cognizant of the organizational return on investment for this effort.  This is why you began the process in the first place.

Keep in touch with Management House.  We want to know of your victories, and are available to help you think through the tough spots that inevitably arise.

DON'T:

1.
Allow the old hospital to creep back!

2.
Limit your creative thinking for any reason; budgetary or otherwise.  Seek greater levels of excellence each day.

3.
Let the DIG process become a way to dump problems that cannot be solved within a department.

4.
Let the DIG process become bogged down in paperwork or poor response time.

5.
Let executives who are not “walking the talk” intimidate you or hold down the organization’s progress.

6.  Change the role of the MAC in DIG management.  Leave departmental DIG work to the department managers to handle.  MAC work as it relates to DIGs is limited to interdepartmental ideas and problem-solving.

7.  Track all change and ideation that is occurring in the organization, not only that which the MAC is directly involved with.  This means tracking all DIG/JDI work accomplished in each department each month.

8.  Be shy about pointing out areas or departments that are lagging in ideation implementation as those departments will hinder the entire organization's efforts to achieve Excellence.

INTERFACE WITH OTHER GROUPS

EXECUTIVES    

The usual and best arrangement is to have the MAC report to the president.  At the president's pleasure, the executive team is periodically convened to meet with the MAC or MAC Chair.  The purpose of the meeting is two-fold:

1.
Provide a channel of information from the MAC to the executive team in order to keep them apprised of the changes that are occurring within the organization. 

2.
Provide an authorization channel for DIG recommendations that require additional financial or human resources.

Remember, executive roles are changing dramatically as a result of TUL and the strengthening of the management team.  Often, executives experience “decision withdrawal” as decisions that previously came to their desk are now decided closer to the Customer.  Resist the temptation to revert to old hospital behavior by taking decisions to the executive team unnecessarily.

Usually the executive team meets on a weekly schedule and TUL/MAC issues can be scheduled on the agenda of these meetings. Typical agenda items include a brief review TUL progress, discussion of problems, seeking support to knocking down barriers, and gaining support for new ideas.  Executives have opened the door to excellence for you, but it is up to the MAC to persuade and sell your ideas convincingly.  Executives are not your subordinates, and they are not your enemies (these mistaken perceptions have sometimes occurred in other groups).  Executive careers are on the line with this program, and they will be "suffering the slings and arrows."  Let's make them look like heroes.  Don't let the frustrations and difficulties of working through the change program divide you from the organization leaders.

SOCIALIZATION ACTION COUNCIL

Socialization is the grease for the organization’s wheels.  As such, it is an important skill for the organization to learn.  It is sometimes hard for an organization to learn to socialize well.  Some organizations seem to have no problems at all!  The idea of socialization is to break down barriers, and create greater team cohesion.  The value of continued socialization after TUL sessions are completed cannot be underestimated.  The SAC Guide provides specific direction and examples for this group to use.  The MAC is responsible for the performance of the SAC and assuring that socialization is occurring within each department and for the organization as an entire family.  Socialization activities are to be carried out in good taste and with common sense.  The Chairperson for the SAC is a member of the MAC.

COMMUNICATION ACTION COUNCIL
Essential to the success of the program is the CAC.  This group is responsible for developing and carrying out a full communication campaign to Associates, physicians, visitors, and community.  This aggressive, internal marketing campaign should not be underestimated in its' importance and effect upon the change effort.  The CAC Guide provides specific direction and examples for this group to use. The Chairperson for the CAC is a member of the MAC who is held accountable for the performance of the CAC.  

TRAINING ACTION COUNCIL

Interaction and support of the TAC will be needed from the start.  Recruitment of effective trainers is the key to success as is the monitoring and support from managers for training release time.  It is likely that the MAC may have to exert some specific pressure and assist in problem-solving when resistant managers who do not see how they can provide training release time.  Details of the TAC are outlined in the TAC Guide.  The chairperson for the TAC is a member of the MAC who is ultimately responsible for the performance of the TAC.

RECOGNITION ACTION COUNCIL

The RAC is responsible for creating, implementing and refreshing the reward and recognition programs within the organization.  However, recognition program development does not necessarily end with the RAC.  Managers should feel free to create additional reward, recognition and reinforcement (3Rs) programs for Associates within their area of responsibility.  Use the 3Rs to recruit and motivate Associates to participate in the DIG process.  The following  ideas will assist you in involving Associates in the DIG process:

1.
Create an inventive, fun approach, to motivate Associates to participate in a DIG.  Some organizations have awarded points for each DIG that an Associate participates on, and more points if they have chaired a DIG.  A predetermined minimal number of points would be established for eligibility into a raffle of multiple cash or merchandise prizes.  If you choose to use this idea, make the prizes substantial, at least a $20.00 value.  For example:


10 points
=
raffle for $20.00 valued prizes


25 points
=
raffle for $50.00 valued prizes


50 points
=
raffle for $100.00 valued prizes


100 points
=
raffle for $250.00 valued prizes


To make this more fun, create a "President's Academy" which is a roster of the names of Associates in each of the three or four categories of participation.  Create a name for each of the four categories within the newly designed “President’s Academy.”


Another idea is to award a lapel pin, designed like a mini shovel (related to the DIG theme) to each participant of a DIG.   The idea is to recognize participation in the DIG process.  

2.
Provide a recognition packet for each manager to use— inventory of items, some with the NAH and your hospital logo on them, to be given away by the supervisor to Associates who have gone above and beyond the call of duty.  For example:  T-shirts, movie tickets, flowers, candy, $25.00 gift certificates, etc. are examples of immediate rewards in recognition of behavior above and beyond the call of duty.  To be fiscally responsible, limit the budget that each department has for recognition.  A good idea is to set a maximum expenditure for each department based upon the number of FTEs in the department.  This tends to equalize the financial investment in rewards between departments and puts equal emphasis on being creative in giving recognition.  Some of the most powerful and influential recognition and rewards come from the personal recognition that a person of influence may give to an individual, either in private or in the company of peers.

3.
Create a DIG Showcase.  This is a display case where symbols of major DIG accomplishments are put on display as a reminder of the change/progress that has occurred.  For example, if the time clock is eliminated at your organization, then a dismantled time clock might be in the display case.  If a new Associate telephone book is created, put the old phone book with a large "X" through it next to the new phone book in the display case.  If a policy is deleted, put a copy of the old policy with a big red "X" through it into the show case.  The DIG Showcase becomes a great generator of NAH conversation, and a powerful, visible reminder of all of the change that's occurring. 
PHYSICIAN ACTION COUNCIL

The PAC chairperson will interface most frequently with the MAC Chair.  There will be need for support by the other council chairs on occasion, but the primary communication will be with the MAC chair.  For example, the PAC Chair may need assistance from the TAC Chair in order to develop a short training or informational presentation for the physician group, or from the RAC to design a PAC recognition program, etc.  In these cases the PAC Chair goes directly to the source to ask for assistance and need not go through the MAC Chair which would represent additional bureaucracy.  However, the MAC Chair is to be informed of major activities occurring under the direction of the PAC.  

This is a two way street, MAC members will work directly with the PAC Chair when they need input, information or advice from the physician constituency.

Communication and involvement among the RAC, TAC, SAC, CAC, and MAC will be substantially greater than communication with the PAC.

STANDARDS ACTION COUNCIL

The STAC reports to the MAC for purposes of coordinating STAC activity only.  STAC members or chairperson need not attend the weekly MAC meetings.  However, as STAC standards are established, they are to report to the MAC on what the standards are and how they propose introducing, implementing, and measuring such standards in the organization.  

The STAC will rely on the TAC for a great deal of training support.  As new standards of performance and behavior are instituted, training on how to achieve and perform in new ways will be needed.  It is recommended that the STAC assignments be handled by the MAC.

THE UNCOMMON LEADER PROGRAM CHRONOLOGY
COORDINATION GUIDES
A number of coordination guides have been written to orchestrate TUL.  The MAC Guide, SAC Guide, CAC Guide, TAC Guide,  PAC Guide, STAC Guide, RAC Guide,  and Executive Guide explain TUL in terms of each group’s role.  The DIG Guide explains the DIG process, and is designed so that individual chapters can be pulled out of the guide and reassembled as needed for different audiences (DIG members, DIG Chairpersons, managers, etc.).  CEO Action Follow-Up Forms are designed to track and measure the degree of participation, buy-in, and behavior change for each manager and executive across the organization.

The TUL Administration Guide  explains the coordination and seminar arrangement needs to support TUL.  The Total Customer Satisfaction Guide is a booklet and process that allows the management team to rapidly form a coordinated Customer Strategy.  The Low Cost and High Quality Strategy Guides coordinate their respective titles and focus.  Growing The Best People Strategy Guide focuses on people management issues.   

MAC RESPONSIBILITIES BEFORE TUL

Upon review of these guides and other TUL materials, the MAC should meet with the organization president to review and clearly understand the scope of their responsibilities.  Issues to be addressed at this initial meeting are:

•  
Expected leadership performance

•  
Expected program objectives and results

•  
Establishment of budgetary guidelines

•  
Routine meeting times for the executive team and MAC Chair 

•  
Selection of Module Leaders and initiative team leaders

•
Approval of graduation criteria

•
Establishment of BHAGs, Big Hairy Audacious Goals and breaking


such organization BHAGs into departmental specific BHAGs

•
Establishment of baseline measurements prior to program launch

A review of the Executive Guide, and materials from the Planning Conference, are helpful in orienting executives to the new and unfamiliar role of the MAC.

If not yet established, determinations need to be made on the following TUL program items:

•
Number of participants in TUL.  See your TUL Agreement for audience size limitations.

•
Finalize the authority levels of the MAC including financial seed money for DIG approvals, and limits of authorization such as no new FTEs or changes in benefit programs, or changes that will affect the entire organization.

•
The site location and dates for each two-day educational session and follow up WorkOut Sessions.

•
TUL Orientation dates.

•
Assignment of clerical support staff to the MAC.

•
Calendar TUL Orientation Days 

•
TUL performance standards in order for graduation.

•
Determination of organization BHAGs (Big Hairy Audacious Goals) and Departmental BHAG goals.

•
Site location, design and schedule for installation of the Victory Scoreboard.

MAC RESPONSIBILITIES DURING TUL

•
MAC members must be leaders.  There are many opportunities during TUL where classroom participation and follow-up assignments are made.  MAC members should be setting the standard example for participation and contribution levels for other managers to follow.  Don't hesitant to speak up and lead during the sessions!  What others see in your behavior will influence what they do.

•
Ideas and problems for DIGs to attack will be generated throughout each TUL session and beyond.  MAC members should take notes during the sessions when topics of concern, or areas for problem resolution, are identified.  This typically will occur in the afternoon portion of each TUL Classroom session where the breakout groups start to do their work, but periodically throughout the morning session new ideas will be offered by the Management House.  These ideas are to be captured and operationalized within your organization.  It is the MAC's responsibility to follow-up on the newly identified problems at the sessions and assure the DIG/JDIs are put into place in a timely fashion to address these issues.

•
MAC members help recruit Associates to participate on DIGs.  Recognition and incentive programs will be needed to reward Associates actively participating on DIGs.  Initially, there will be more DIGs needed than can possibly be staffed.  So, motivating Associates to become more involved will be a major key in the success formula for TUL.

•
MAC members are a resource to others who have questions relative to the change process and the expectations of the NAH.  DIG management will be a new skill for many of the managers and Associates.  Therefore, education for DIG Chairs, as well as DIG members, will be key to the success of the change process.  A sample DIG Training Guide, developed by a client, is included in the DIG Guide as a starting point for our training efforts.  Some clients have used a simplified DIG Guide provided to DIG members to assist in the educational effort.  Generally, this approach leaves something to be desired.  Associates are hungry for in-service education on this topic.  A 30 minute in-service educational program is more effective.

•
MAC members are TUL program champions.  Massive change creates many questions and perhaps insecurities for some management team members.  MAC members need to reassure the team that change is good for the organization.  A positive attitude is expected from all Associates.  Support for TUL concepts is imperative.  Situations and questions may arise where you do not have an immediate answer.  If it is an organization-based question, consult your executive team.  If it is a TUL program based question, contact Management House.  The resources to be an effective MAC member are available to you. Your positive attitude and support for the program are the most critical assets you have to offer to the success of the program.

•
Bottlenecks in the flow of paper, or politics in the organization, will occur, and will tend to slow down your progress toward change.  As a MAC member, you have the responsibility to identify bottlenecks, and resolve them.  If the situation is outside your realm of power as a MAC member, then bring the specific situation to the attention of the president of the organization for resolution, direction, and empowerment.

•
Track and monitor the DIG change progress and corresponding ROI.  Guide the DIG effort, when needed, to focus on areas where performance improvements are prioritized. 

•
MAC is responsible for processing DIG Creation Forms, and referring them to appropriate department managers for review and improvement.  This processing involves sorting out DIG Creation forms which are duplicate in nature, and reviewing them for quality and completeness.  The Interim Report and recommendations which are generated from DIGs are also reviewed by the MAC for completeness and approval, or processing to the appropriate approval body.

•
A critical MAC responsibility is completion of the items on the New American Hospital Action Plan.  The Action Plan is to be reviewed and the ideas implemented in the order most appropriate for your organization.  If less than 90 percent of the checklist items are completed, the result will be a reduction in the amount of change created during TUL.  Executives will be following up with the MAC to ensure that these items have been completed.  While the MAC can change the suggested timing of the checklist based on their perception of priorities, completion of the list by the end of TUL is essential to organization development.  


Although some of the item descriptions on the Action Plan are cryptic (due to the space on the checklist), many are easily understood without any supplemental explanation.  Each item on the Action Plan correlates to a specific, detailed and assigned task in the corresponding Module Guide where more complete information is provided.  If guidance is needed on any items, please contact Management House for either elaboration or clarification.  


Note:  In addition to DIGs, the MAC should consider assignments to individuals or departments for projects that do not warrant a DIG.  These are called “Just-Do-Its” or “JDIs.”  Over-reliance on DIGs to solve problems when one person or department can handle it will increase frustration with the DIG process and hurt your change effort.

• 
Recognition, reinforcement and rewards.  Just as the 3Rs represent basic skills learned in elementary school, the 3Rs of management are Recognition, Reinforcement & Rewards.  Recognize and reinforce the work done by DIG members and Chairs.  Positive reinforcement makes the work experience more meaningful.  As a MAC member recognition from you is highly regarded.

•
Maximize participation. There is a great deal of improvement that can be accomplished within your organization, and it can be done now if all Associates get involved.  One of your greatest challenges is to involve as many Associates as possible, as soon as possible.  

MAC RESPONSIBILITIES AFTER TUL

When the formal TUL classroom session concludes at the end of the first year, the question is asked, "Is there life after TUL?"  The answer is "Yes!"  The MAC structure must continue after the formal TUL sessions.  Responsibilities of MAC membership at this point are to:  

1.
Rotate membership. Original MAC members will be exhausted at this point.  Rotation of MAC, SAC, RAC, TAC, PAC, STAC and CAC membership is a good idea for a number of reasons:  

•
It provides a source of new and fresh energy and ideas.

•
It provides opportunities for visibility, recognition, and professional development for a number of people.

•
It allows the organization to involve more first line Associates and supervisors in the leadership of the organization; one of the key ways in which you can "institutionalize" TUL in your organization.


MAC achievements should be recognized by the organization in some formal manner as well as informal manner.  To be a member of the MAC is an honor and should be recognized as such.  One terrific way to recognize MAC membership is with a special plaque from the President, awarded to each MAC member at TUL Graduation.  Outstanding performance by MAC members is sometimes recognized with temporary or one time only compensatory awards, or paid time off.

2.
Maintain the motivation and energy level of TUL/NAH within the organization.  Guard against returning to old hospital ways.  Without the routine timely visits from Management House staff to prod the team toward further progress and performance, the MAC and executive team must look within their ranks for individuals to take on this role.  Creation of BHAGs for the twelve month period following TUL continues the management skills and techniques introduced in TUL and allows the organization to continue to build upon past performances.  Institutionalizing organization BHAGs and departmental BHAGs into the compensation structure, promotional structure, hiring structure, and discipline structure of the organization assures the continuation of this key component of the culture.  A compensation structure is provided in Growing The Best People Strategy Guide.  If you are in need of assistance in installing this structure or some form of it into your organization, contact Management House.

3.
Plan for the continued education of TUL to new Associates and managers.  With the assistance of the TAC, the  MAC is to create an internal mini-TUL program to be offered to new managers and supervisors in the year following the conclusion of TUL and all further years.  This training should be provided by your in-house TAC members and can/should utilize TUL materials.  Call Management House for program presentation planning and a supply of course instruments, etc.

4.
Direct TUL efforts to achieve new BHAG goals.

When considering new MAC members, demonstrated and continuous leadership qualities are essential.  MAC members must be viewed by their peers and Associates as competent organization leaders with a proud history and exciting future.  Personal and professional qualities that are desireable for MAC members include:

•
A high energy level

•
Demonstrated leadership within the organization and within the TUL process

•
Demonstrated competency within their field of specialty.

•
Competency as a manager

•
Commitment to organization excellence and change

•
Skillful in management and motivation of people

•
In good standing within the organization

•
Results orientation

Addendum A

COMMONLY USED NAH TERMS

NAH



New American Hospital

MAC



Management Action Council

SAC



Socialization Action Council

RAC



Recognition Action Council

PAC



Physician Action Council

STAC



Standards Action Council

TAC



Training Action Council

PAC



Physician Action Council

DIG



Do It Group

JDI



Just Do It

EVC



Executive Vision Council

Module Leader

Individual in charge of accomplishing all the Tasks in 





a particular Module, or section of change 





management work.

Initiative Leader

Individual in charge of accomplishing all the Tasks in 





a particular Initiative within a Module, or section of 




change management work.

Task



A specific piece of work to be done within a 





prescribed time frame.

Addendum B

SAMPLE MAC AGENDA
Date:_____________________________________

Meeting Time:______________________________

Meeting Location:___________________________


I.   
Review of current DIG recommendations


II.  
Review of Executive Vision agenda items for next meeting if any


III. 
Report from SAC, RAC, TAC, PAC, and CAC Chairs


IV.  
Report from DIG Coordinators on delinquent DIGs


V.  
Old business


VII. 
New business


VIII. 
Other
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