
C010268 ABSTRACT: An important problem in creating new programs and policies is how

to encourage the transfer of knowledge in non-hierarchical ways so

that new, relevant and specific knowledge is co-created by all

interested parties. In this paper, the authors suggest that a consensus

model ofpolicymaking is one response and identify four key

structural elements thought necessary for creating such a consensus

infrastructure. They examine these elements in action by describing

a particular problem solving and consensus building model for

developing and implementing a program, resolving group

differences, and evaluating the group's process and products.
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TABLE 1

Nine-Step Consensus Model, Steps 1-3" The Structure

Step Definition Activities Deliverables

Step 1: Identifying issues. 1. The project has support of govern- • Identification of stakeholders
Specify the activity or ment agencies, providers, advocates, and potential group members.

process that requires ira- consumers and family members. • Preliminary problem state-
provement. 2. The process targeted for improvement ment, addressing:

Identify potential support has direct impact on the target ser- • WHO is affected?
for an improvement acti- vice's external customers, internal ° WHAT is involved?
vity. customers, and stakeholders. * WHEN is it happening?

Identify stakeholders: 3. The process is related to: key issues, o WHERE is it happening?
strategic plan goals and objectives, * HOW often is it happening?
and mission. ° Identification of and contact

4. Infrastructure is in place to support with local and national ex-
the group's work. perts.

5. The scope of the project has identifi-
able start and end points.

6. Project goals are achievable and mea-
surable.

7. Potential financial resources are iden-
tified.

Step 2: Forming the coUa- 1. Appropriate members have volun- • Full group established; group
borative consortium, teered for the group and are knowl- rules, roles, and responsibi]-
Group members are selec- edgeable of the task. ities defined.

ted or asked to volunteer 2. Define mission and scope. • Work plan.
based on their under- 3. Develop communication plan to keep • Communication plans includ-
standing of an involve- key stakeholders informed and work ing templates for announcing
ment in the process. Select product flowing, and recording group activities
group leader and facili- 4. Define process for issue resolution, and events.
tator. 5. Meeting evaluation tool is developed • Issue resolution process.

to assess the group's "health" follow- • Evaluation tools to gauge pro-
ing each meeting, cess and project activities and

6. Baseline evaluation measures of products.
group composition and project focus
are developed and administered.

Step 3: Developing a vision. 1. Experts present detailed "best prac- • "Best practice" model is de-
Select an improvement tice" model, veloped.

strategy/model to be adap- 2. A fiowchar_ of the desired '_YoBe" pro- • Defined criteria for each corn-
ted for the group to pur- cess is completed, ponent.
sue; develop the "To Be" 3. Project and process goals and objec- • Flowchart of "To Be" process
process, tires are revisited, with benefits noted.

4. Performance measures are estab- • Performance measures.
lished. • Estimated cost of proposed

5. Qualitative and quantitative benefits recommendations.
of the recommendations have been
identified.

6. Costs to implement recommendations
have been estimated.
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TABLE 2
Nine-Step Consensus Model, Steps 4-7: The Process

Step Definition Activities Deliverables

Step 4: Analyzing the system 1. Process "inputs" and "outputs" are • Process map or flowchart of
of care. This step represents identified. "As Is" process.
the group's analysis of the 2. Identify current structures, processes, • Inputs, outputs, and outcomes
current process. Baseline per- and outcomes, of the process.
formance measures are es- 3. Add additional customers and stake- • Customer/stakeholder
tablished as an indicator of holders, analysis.
"As Is" process performance. 4. A process map or flowchart is corn- • Baseline measurements.

pleted to identify all activities in the • Gap analysis.
process. • Workgroups are established.

5. "Other" analysis tools are used to cap-
ture baseline measurements (number
of individuals served, outcomes, per
member/per month costs).

6. The gap between what the group
wants and what the group is getting
is determined.

Step 5: Identifying implementa- 1. An analysis of the _To Be" proce_ is • Flowchart indicating each
tion barriers. Obstacles and conducted with specific barriers iden- barrier and source.
barriers to implementing the tiffed. • Type of barrier is identified
'To Be" process are iden- 2. Obstacles and barriers with the great- (perception, financial, staff
tiffed, est impact are identified, knowledge, etc.).

3. Stakeholders associated with each
barrier are identified.
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Step 6: Identifying solutions to 1. Methods to overcome each obstacle or • A work plan with accountable
barriers. Barriers to imple- barrier are identified, parties and timelines is de-
mentation are examined; 2. Accountable parties or sub-work veloped.
methods to overcome each groups are identified for each obstacle • Initial work plan is reviewed

• barrier are identified, or barrier, and adjusted.
3. Time lines are established for work • Sub-workgroups may be es-

on each barrier, tablished.
4. A comprehensive work plan is de- "

veloped.

Step 7: Developing the imple- 1. Pilot implementation steps are out- • Pilot plan (Who and What
mentation plan. A plan to ira- lined, is involved? Where is it in-
plement the "To Be" process 2. Pilot area and population to test the volved?).
is developed. A pilot test of program or service has been iden- , Pilot milestones and due
the new process proposal is tiffed, dates.
conducted to test effec- 3. Due dates and milestones have been • Performance measures.
tiveness, targeted. • Training guidelines are

4. Methods for monitoring pilot progress developed.
have been put in place.

5. Training/guidelines have been af-
forded to everyone who will be in-
volved in the pilot.
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TABLE 3
Nine-Step Consensus Model, Steps 8-9: The Outcome

Step De]_nition Activities Deliverables

Step 8: Implementing the plan. 1. The implementation steps were fol- • Pilot project.
Evaluate Pilot. Refine imple- lowed (everyone did what they said • Gap analysis.
mentation plan. they would do). • Implementation action plan

2. Initial barriers were removed. (once no further modifications
3. Performance objectives were met or are required).

exceeded. • Evaluation report.
4. No gap between "As Is" and 'To Be"

states exist.

5. Modifications are or are not required
prior to full-scale implementation.

Step 9: Monitoring and holding 1. Steps have been proposed to assure • Operations]procedure manual
progress. Institutionalize the continued use of the process, is developed.
proposed process. Plan has 2. Stakeholders have been identified to • Performance measurement
sufficient detail so that it implement and monitor the process, system, goals and objectives.
can be replicated. 3. Performance measures have been hn- • Communication plan.

plemented. • Executive summary.
4. Methodology to communicate the_effi-

ciency and effectiveness of the process
has been chosen.

5. Actual project costs and results are re-
corded.
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