


MANAGEMENT IMPROVEMENT PLAN





HOW TO IMPROVE IT





	Before deciding how to implement a plan of this sort, which requires years of sustained effort, the following aspects must be perfectly clear:





1.	Philosophy and strategy of the plan


2.	Tools to be used


3.	Steps for establishing a detailed programme








1.	Philosophy and Strategy of the Plan





	Objective:  "To endow the organization with the ability to maintain an on-going and participative comprehensive system of change and innovation, including feedback."





	Strategy:  "Full and active participation of the agents of change, from top management downwards, for generating solutions with a minimum of outside participation."





	Tool:  Comprehensive and systematic management improvement plan, enabling an on-going comprehensive system to be established, with feedback, for the planned and controlled introduction of management improvements.  The aim is to ensure that:





--	corporate management is expressed through the joint participation of all managers in systematic action;





--	the company develops the ability to analyze its problems and generate its own solutions;





--	the role of the consultant (if required) is simply that of a process facilitator and is faded out once the process finds its feet;





--	managers keep an open mind and are prepared to interact cooperatively.








2.	Tools to be Used:





	There are 3 main tools for implementing the instrument referred to above as the Comprehensive and Systematic Management Improvement Plan:





(a)	Group of Facilitators:  a small group of persons experienced in management training, behavioural science and organizational development, and thoroughly familiar with the instrument.





	As its name suggests, the group's task will be to facilitate the implementation of the process.  It must be an advisory group directly under the organization's senior authority, to which it will be answerable for the implementation of all process plans.





	The group must be chosen from among the organization's staff; its members must be people of experience, aware of what can and cannot be done within the organization, respected by the entire staff but without managerial authority or the ability to make decisions.  They will act as "Facilitating Consultants" on the process and, insofar as possible, will eliminate the need for outside consultants.





	At the start of the process, the group may not know the instrument or its implementation techniques, so outside advice may be needed for training it and helping it in the initial stages.  However, such advice will be of short duration, will gradually be phased out and will not create dependency among the experts implementing the plan.  [The ITU's BDT could collaborate in different ways in training and guiding the group.]








(b)	Determination of Management Training Needs:





	This activity should be performed by the Group of Facilitators, which may rely on the assistance of training analysts from the organization's training department.





	The requirements study should cover all managers in the organization or in the group that are to follow the management improvement process (Director-General or Executive President) to supervisory-level managers.





`	Although surveys may extend to all levels of management, for the purposes of statistical processing, the formulation of conclusions and above all training plans, it is recommended that the company's organizational pyramid be divided into 3 management levels:





--	senior managers responsible for all the organization's strategic decisions, its development and supervision of the implementation of short-, medium- and long-term plans;





--	intermediate (middle) managers responsible for the organization's activities and for taking the action needed for fulfilling the strategic plans handed down from the top;





--	operational and supervisory managers.





	The management training activities of these 3 managerial groups or levels may cover the same subjects but with different emphasis.  The first group will pay greater attention to areas such as strategic planning, whereas the last 2 may need to go more deeply into implementation and control or resource and budget handling techniques.





	On the basis of the management training needs study, plans of action for meeting the needs must be formulated on the understanding that courses alone do not provide the agent of change.  The instrument regards this management training activity simply as a step.








(c)	Performance Improvement Programming (PIP) seminar:





	This is the most important event in the process since it takes place with the senior authorities, generates all the plans of action for improving management and provides the means for penetrating downwards through the organizational pyramid.





	The seminar is already structured; it is based on a considerable accumulation of experience and its purpose is to provide the point of departure and guidelines for the process.





	Its structure is designed to ensure that the senior authorities define the objectives and measure performance.  They establish goals, indicators and priorities, analyze performance problems and their possible causes, define strategies and programmes of action for improving management and draw up the provisions needed for implementing them.





	The essential point about the training to be given to the Group of Facilitators is to ensure that they are familiar with the Organizational Development Workshop and able to apply it for generating the management improvement plans to be developed within the organization applying for the instrument.





	Since several cycles of application are required before the system can start free-wheeling as the organization's new management style, the first cycle may require the assistance of an expert who, together with the members of the Group of Facilitators, will produce the first plan and oversee its application.  Here again, the ITU/BDT could collaborate in different ways, both in training the facilitators and applying the tool.








3.	Steps to be taken for Implementing a Management Improvement Plan





	A series of prerequisites must be met when carrying out a survey and measuring the results before implementing a management improvement plan, one which involves the entire agency or a complete section of it, and, indeed, may affect many of the ways in which things are done.





	For those wishing to initiate a programme of this sort, the steps to be taken may be summarized as follows:





1.	DECISION TO IMPLEMENT THE PLAN





1.1	Explanation of the plan to the organization's senior authority, i.e., the Governing Body and the Executive President or Director-General.





1.2	If it is decided to go ahead, the plan must be explained to the next most senior authorities (executive managers or similar).  Here it is essential to secure the collaboration of such people since they must be involved in the entire process.





1.3	The philosophy of the plan to be applied must be disseminated among all levels of management, i.e., the idea must be sold.








2.	DEFINITION OF RESOURCES FOR THE PLAN





2.1	The resources required for the plan, apart from the work of the organization's own staff, must be defined with organization's senior authority.  The first thing will be to decide what is expected of the plan and, to that end, it is recommended that use be made of a summarizing matrix possibly entitled as follows:





	         "Objectives  --  Results --  Activities  --  Resources"





2.2	Group of Facilitators:  it must be decided with the organization's senior authority who will be members of the group, where they will be physically located and to whom they will be answerable.  It must be understood that the group will have to devote itself full-time to facilitating the implementation of the plan.





2.3	Outside Advisors:  the use of outside advisors must be defined in such a way as to ensure that they do not create dependency.  Accordingly, their basic task will be to train the Group of Facilitators and work with it constantly until it can manage the process without help.  At this point, the outside advisors will become superfluous.





2.4	Consultants and specialists:  it must be made clear to the senior authorities that such people may be needed when it comes to analyzing the problems and their causes and producing solutions which require outside assistance.  For instance, if the problem is one of information and the solution is to design a management information system that may later be automated, a specialist in those areas may be required.





2.5	The cost of any resources required for implementing a plan of this sort must be evaluated; this refers to resources which are not directly chargeable to the MANAGEMENT IMPROVEMENT PLAN, not to the solutions produced as a result of the plan.








3.	FORMULATION OF PROJECT DOCUMENT





3.1	Whether the plan is financed and organized as an internal activity of the organization or the organization pursues the possibility of financing and organizing a project with the United Nations (including participation by the UNDP, the ITU or any other agency, World Bank, etc.), a document covering all the parameters of the plan must be drafted.  Such a document must include:





--	objectives and activities of the project, detailing all objectives, criteria for success, verifiers and external factors to be considered;





--	the results needed in order to achieve the objectives.  For each objective, details must be given of the results, those which must be quantified, the verifiers and whether any other factors are to be considered;





--	a detailed workplan indicating the estimated duration of each activity and the use of experts in the process;





--	the inputs needed for implementing the plan, including both resources available within the organization and any others which need financing.





3.2	If a project can be organized within the framework of ITU/UNDP programmes or FIT, the ITU/BDT will be prepared to cooperate in formulating the project document.
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