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WELCOME!
Congratulations on your appointment to the Standards Action Council (STAC).  The Standards Action Council (STAC), Management Action Council (MAC), Communications Action Council (CAC), Training Action Council (TAC), Physician Action Council (PAC), Socialization Action Council (SAC) and Do It Groups (DIGs) are the 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 these 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, and a great deal of responsibility for the success of The Uncommon Leader in your organization is yours.  

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

•
Management Action Council (MAC) Guide
•
Socialization Action Council (SAC) Guide
•
Communication Action Council (CAC) Guide
•
Training Action Council (TAC) Guide

•
Recognition Action Council (RAC) Guide

•
Physician Action Council (PAC) Guide

•
Do It Groups (DIG) Guide

•  
Standards Action Guide (STAC)
The purpose of this STAC Guide is to help you prepare for your responsibilities as a STAC 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 RAC member.  Feel free to embellish and improve upon these ideas and create totally new ones.  Remember, our goal is excellence.  Your creativity and leadership will be essential to the program’s success.

PURPOSE & GOALS OF STAC

The purpose of the Standards Action Council is to develop and implement uniform standards of performance for all people within the organization family.  In other words, standard ways of behaving as a member of this organizational family.

What is known is that there is a great deal of variance in the way departments handle common aspects of the business such as courtesy in telephone manners, standards of performance in answering the telephone, standards of performance in the area of how Associates communicate and interact with one another and with Customers, and so on.  This variance is not good for organization productivity and it is counter productive to improved customer satisfaction initiatives. 

Your goal is to identify where standards of performance should be installed in the organization, arrange for training and support as needed in the implementation and on-going prioritization of such standards, including how to monitor that such standards are carried out, and what recognitions pro and con will be developed to help modify behavior.

MEMBERSHIP

STAC SIZE & MEMBER CHARACTERISTICS

The STAC is comprised of 3 - 5 members in organizations of 100 beds or larger, and 3- 4 members in smaller organizations.  Regardless of the number of members, the function of the STAC is the same for all TUL clients.

The entire STAC should meet as frequently as needed throughout TUL.  It is likely that you will not meet at all until after TUL Session I where the Operational Excellence approach is explained in full to the management team.  

Then, weekly meetings will be required early on as you figure out what standards you will be adopting for your organization and how these standards will be implemented, maintained and even improved upon over time.  

By the time TUL Session II is completed, you should have your first round of performance standards ready to roll out to the entire organization.  (See the recommended list of standards at the end of this document.)

By the end of TUL Session III where Customer Satisfaction is focused upon, a second set of performance standards should be ready to roll out that will complete the customer satisfaction and personal/professional standards component for a first effort.   (See the recommended list of standards at the end of this document.)

Following TUL Session IV or V, when quality improvement is the focus, the Standards Action Council will intensely focus on what needs to be standardized in the clinical and administrative functions in the organization.  (See the recommended list of standards at the end of this document.)

With superior efforts to standardize, your organization will minimize the amount of variance in the way customers and processes are handled, and thus will stabilize or standardize clinical quality outcomes as well as improve and stability customer satisfaction ratings.  The work of the STAC is essential to the success of the TUL effort and the sustenance of progress that is made.

At the conclusion of the first twelve months of STAC work, all STAC initiatives should be reviewed and evaluated for effectiveness and/or need for further structure. 

The STAC is lead by a Chairperson, who is also a member of the MAC, and supported by a Vice Chairperson who shares in the responsibility for all STAC functions.  The personal characteristics of STAC membership include people who have:

•
High personal and professional standards of performance


individually and for staff.

•
An understanding of how standardization of performance


positively impacts upon organization results.

•
Effective communicators and persuasive marketers of


ideas.

•
Fully supportive of the NAH philosophy.

•
In good standing with the organization.

STAC CHAIRPERSON

The STAC Chair is also a member of the MAC.  Initially, however, the STAC reports to the Module Leader for Total Customer Satisfaction until such time that the Customer Satisfaction standards are in place and effective.  Meanwhile, while the STAC Chairperson officially reports to the Customer Satisfaction Module Leader for direction and timing, they are also responsible for keeping the MAC Chairperson informed of DIGs, JDIs and special assignments made by the Customer Satisfaction Module Leader in order to boost Customer Satisfaction ratings.  Such DIGs, JDIs etc. are to be posted on the Victory Scoreboard.

The amount of work and time commitment required of the STAC Chair is approximately 4 hours per week beginning at TUL Session II and continuing until all standards are developed, implemented and in the measuring phase.  

STAC VICE CHAIRPERSON

The vice chairperson acts on behalf of the chairperson in his/her absence, is responsible for taking minutes or notes for the council meetings, and will eventually move to the chair’s role at the time of membership rotation.  Because the role of the STAC impacts upon the entire organization, the STAC Chair and vice chair must be able to communicate with all levels and types of people, and must have at least a general understanding of the barriers and work environments associated with the concept of standardizing work and personal behaviors.

MEMBERSHIP ROTATION

There are two time periods when rotation of STAC members would seem to be most appropriate:

1.
If a STAC member is not fulfilling his/her responsibility to the council. This should rarely, if ever, be the situation.  However, it is best to replace a troubled council member as soon as possible.  Otherwise, the mission of the STAC may be jeopardized.

2.
At the conclusion of the first wave, or subsequent waves of implemented standards.  A change in leadership at this point allows council members to experience the full spirit and pride of


instituting an important piece of higher organization performance results.

Participation in the STAC should be seen as a privilege or honor; a recognition in its own right.  This allows various people to rotate in and out of the STAC, adding to their personal development, and being recognized more widely by others in the organization.  

STAC MEMBER ACCOUNTABILITY

In terms of STAC responsibilities, all STAC members are responsible to the Customer Satisfaction Module Leader and then subsequently to the High Quality Module Leader for development and implementation of standards. 

The STAC chair is also responsible to the MAC for communication of DIG, JDIs and other special assignments made in order to improve organization performance from which the MAC will assure that such work is recorded in the TUL data base, on the Victory Scoreboard, and that appropriate recognition is provided.  They are responsible to their regular supervisor as well as for all other work and responsibilities. 
STAC RESPONSIBILITIES

STAC RESPONSIBILITIES BEFORE TUL
ROLE DEFINITION & BUDGET GUIDELINES

As a team, the Chairperson for the STAC, SAC, MAC, RAC, PAC, TAC and CAC should meet with the organization’s president to review and clearly understand one another’s mission, role, and responsibility in the organization change effort.  This may also be a good time to discuss budgetary guidelines for carrying out each council’s role.  The STAC should not be generating much, if any expense for the organization.  Other councils will be generating some expense. 

STRUCTURING STANDARDIZATION ASSIGNMENTS

The STAC reports initially to the Customer Satisfaction Module Leader for purposes of putting standards that relate to improved Customer Satisfaction into place within the organization.

Once the standards relating to Customer Satisfaction are in place, then the STAC will move to support the standardization of efforts which increase quality outcome results.  They will report directly to the High Quality Module Leader and will develop and implement and track the results of efforts to standardize administrative and clinical activities in order to minimize quality outcomes.  Again, the STAC Chairperson is responsible for communicating to the MAC all improvement DIG, JDI and special assignments for purposes of getting such change posted on the Victory Scoreboard and in the TUL data base. 

PREPARATION FOR STAC TASKS

The best way to prepare for STAC Tasks is to identify the best practices and the most desirable means of individual behaviors as viewed from the patient's perspective and assess which behavior the organization will standardize Associate behavior upon.  

Although there are 3 or 4 ways to great a visitor or patient, or 3 or 4 acceptable ways to provide directions, or 3 or 4 acceptable ways to answer the telephones, your organization will pick just one and all Associates will follow that standard. This will reduce the unfavorable variance in performance as viewed by the customer. 

When the most desirable means of conducting oneself in all the categories listed at the end of this guide as completed, the STAC is to take a long look at the organization and add 50% new standards in order to assure that the first wave of standardization is adequate. Even at this heightened level of standardization, your organization is likely to be a far distance from where it needs to get in order to achieve and sustain top customer satisfaction and quality levels.  Be prepared to hear comments regarding the "controlled" nature of the organization. That is exactly right.  Excellently managed organizations do control the performance of the hundreds and thousands of people making daily decisions and impacting customers and quality outcomes.   

STAC RESPONSIBILITIES DURING TUL

During TUL Session I there will be little that the STAC can do other than to consider the re-energized Values of the organization and how to use those Values to build and support standards of performance across all aspects of the organization.

By the time TUL Session II arrives, the STAC will be in a position to use the Operational Excellence strategy of High Customer Satisfaction, High Quality, Low Cost and Best People to determine what personal and professional and work system standards should be put into place in the organization.

By the time TUL Session III arrives the STAC should be in full swing with many new standards of performance, communication, etc. in place in order to support and bolster high customer satisfaction levels.

By the time TUL Session IV and V arrive, the STAC should be ready to move to the High Quality and Low Cost Module Leaders for development and implementation of standards of performance to support these organization goals.

STAC RESPONSIBILITIES AFTER TUL

Following the formal TUL Classroom series, much change will have already been institutionalized in the organization, and yet all the standards that need to be in place will not yet be there. 

At this point in time many standards will be implemented, and yet many staff will not be meeting or enforcing these standards.  This is the time in which the STAC needs to create and implement pieces of structure in the organization to assure that the standards of performance that were adopted and implemented are lived at your organization.  This is the really difficult work of change management.  What will you do when a department or individual consistently does not measure up to the standards?

The following are recommended structures to help manage the sustenance of new performance standards in the organization.

In the category of Customer Satisfaction:

1.  High Light/Spot Light meetings.  See the book, Total Customer Satisfaction: A Comprehensive Approach For Healthcare Providers for details on how to manage these meetings.

2.  Departmental Customer Satisfaction Teams.  See the book, Total Customer Satisfaction: A Comprehensive Approach For Healthcare Providers for details on how to manage these meetings.

3.  SWAT teams.   See the book, Total Customer Satisfaction: A Comprehensive Approach For Healthcare Providers for details on how to manage these meetings.

In the category of High Quality:

1.  CHIPs departmental meeting and CHIPS medical staff meeting quarterly.  CHIPS comparative data on the top 25 DRGS presented and 3 DRGS per quarter identified for revamping services for purposes of improving quality and reducing costs.  

2.  Service Line Quality Teams assigned to meet specific goals in quality outcomes for the complete service line.

NEEDED COMPONENTS OF AN EFFECTIVE STAC PROGRAM
Every STAC effort will require the following three components in order to operate and effectively contribute the achievement of a new and better organization culture. 

ADMINISTRATIVE SUPPORT

Administrative support includes the adoption and enforcement of standards with all staff that relate to that standard.  Exceptions to standards are a means of reintroducing variance into the performance system again.  There will be challenges to the STAC efforts as some managers and Associates will not want to standardize their behavior or push for standardization of their Associate's behavior.  At this point, administrative support for standardization will be critical to the success of the initiative.

RECOGNITION TRAINING/COMMUNICATION

Before any standardization program or effort can be effective it must be fully communicated and understood by those affected by the standards.  The STAC is to work with the CAC and TAC to communicate the new standards and train staff on how to deliver and perform in accordance with the new standards.  Communication in this sense relates to communicating the introduction and intention of the standards as they are rolled out connecting them with the Values of the organization and the payoff or penalty to the individual and organization when compliance with the standards occurs or not

Finally, when the standards are in place and the results of the work of the STAC is apparent then recognition to those on the council as well as those involved in delivering the standards should take place.  Work with the RAC on this part.

EVALUATION OF STANDARDIZATION OF PROGRAMS

Standardization is of value to the organization only when there is a pay off in terms of greater organization performance results.  Standards that are put into place today will need to be revised and improved twelve months from now as you are operating in a highly competitive and challenging market.  While your organization is establishing and implementing standards so too are your competitors.  Your organization standards must always match, and preferably exceed the standards of competitors if you are to reach the summit of performance.  Consequently, todays standards will not be good enough next year.  There is a need for continuous improvement in the standards.

FOCUSING STANDARDS

Organizations are limited in the time, energy and financial resources that they can attach to any one effort.  Therefore, standardization efforts should be focused first on Customer Satisfaction initiatives as there are little if any other standardization efforts occurring on behalf of Customer Satisfaction in the organization.

Then, the focus should shift to quality standards and be integrated as a part of the quality improvement initiative, but not bogged down by the bureaucracy and politics of quality efforts.  Quality is second in the hierarchy as there are already some efforts to improve and standardize quality occurring within the organization.  Therefore standardization of quality initiatives is to some degree already underway.  It simply needs to be sped up.

Standardization of behaviors should swing to support the low cost initiatives next. There are already numerous efforts in this arena underway as sponsored by the finance division and the materials management people.  There are, however, even greater results to be reaped and improvements to be made in this arena.  

Finally, standardization will move to support the Best People Strategy.  This is scheduled last as your personal and professional standards need to be defined before you can recruit and retain people who can deliver such standards of performance and continue to push higher standards of performance on the organization.

CHARACTERISTICS OF EFFECTIVE RAC PROGRAMS
All effective STAC programs share the following set of characteristics.  Check your current and future STAC efforts against this list of criteria for effectiveness.

1.
Is the standard of performance easily understood by all involved with it in any way?  If yes, the program will likely succeed.  If not,simplify it for success.

2.
Is the standard easily monitored or measured?  If yes, then the program design is manageable as you can make adjustments where needed.

3.
Did the staff feel good about the program results and rewards?  If yes, the program was a success.  If no, the program may need more marketing to win the hearts and minds of the people. Find out from the root source, the staff, why they do not feel good about the standard.  Make changes as needed without compromising on  the goal of your standard.

4.
Are results of the standard starting to show up in organization


performance statistics?

If yes, then you are on the right track.  If no, then reassess the standard to see if it is addressing the root problem. Changes may be needed.  Do not give up on your performance goals.
GETTING STARTED

There are numerous Tasks for the STAC to attend to through the TUL program.  

Consider the following recommended standards for Customer Satisfaction starters.

1.  How quickly will the telephone be answered by the switchboard operators?  We recommend that it be answered within 3 rings.

2.  How quickly will departmental and other personal telephones be answered?  3 rings is recommended.

3. How long will a person be put "on hold" before someone gets back with them with a status report?  We recommend that all departments and telephone put people "on hold" for no longer than 15 - 30 seconds ( you decide ) before someone gets back to them with some status report.

4.  What will the script be for all staff answering the telephone?   It needs to be the same no matter who is answering the phone.  We recommend the following:

"Good morning, afternoon, evening.  Department name.  This is staff name, how may I help you today?"  For example,  "Good morning.  Radiology Department. This is Irene.  How may I help you today?"

5.  How will visitors and other who are looking for directions through the facility be handled?  We recommend that anyone looking for directions be personally escorted to the department they are looking for.

6.  How quickly will people entering a department be acknowledged by staff?

We recommend that they are acknowledged within 15 seconds and that staff make eye contact during the acknowledgement and that a standardized approach to the patient or visitors name be used, such as Mr. Mrs. or Ms. 

7.  How quickly will a call light be answered?  We recommend acknowledgement within at least 3 minutes and resolution within 10 minutes.  Higher standards then this are better.

8.  How quickly will patient dissatisfaction issues be resolved.  We recommend acknowledgement of the issue within 10 minutes and resolution within 30 minutes if possible.  In no case should resolution of a problem go for longer than 24 hours.

9.  How long will people be expected to "wait" before they are addressed when they have a particular time for an appointment?  People presently wait hours.  The standard should be minutes.  

10.  How often should those who are waiting for service be updated on the status of their situation.  We recommend every 15 minutes.  

These are the types of standards to begin the Customer Satisfaction Standards with.  There are many more that your organization should add.  These are simply examples to get your thinking on the right track.
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