Epi. 247: Week 9 Assignment

Backward Mapping
HOMEWORK DUE BY COB ON THE MONDAY FOLLOWING THE CLASS

This week, we are honing in on why it is so often the case that the actual implementation of strategic change in healthcare fails.  Despite what people say, the implementation literature shows that, in case after case, top decision-makers tend to chase problems with solutions.  The reason strategic change so often fails is because the definitions of the problem and solutions favored by decision makers (e.g., TQM, P4P, EMRs, decision support tools, or whatever) have little to do with the actual problems of the organization.  For this exercise, I want you to consider ONE key problem or deficiency in your case study organization.  As always, try to focus on a problem that is of particular interest to your research (e.g., the need to improve quality, patient safety, increase community responsiveness, improve access to particular services by particular consumers). Respond to the following questions in 2-3 pages. You don’t need to give equal time to each question.

1. Briefly describe the standard way that analysts and decision-makers tend to think about the problem and its solution.  Typically, this will involve a FORWARD MAPPING approach that starts with the objective or canned solution favored by top decision-makers, and then moves on to figure out ways to require and monitor front-line workers to implement that solution.  So, for your case, describe: 1) what is the intent or goal for top decision-makers, 2) what specific steps are expected of those who will part of implementing the change? 3) what is a satisfactory outcome with respects to the objectives of top-level decision makers?
2. Next, approach the problem from the perspective of BACKWARD MAPPING. First, describe the actual behavior of those in the system who are closest to the problem--those who will have the greatest influence over what happens during implementation of any solution. Typically, they will be front-line staff and patients at the lowest level of the implementation process. The key is to define, as precisely as possible, what private decisions and choices they are making that influence the problem of interest.  Be as narrow, concrete and specific as possible.
3. Second, address the specific resources and organizational operations that are most proximal to the target behavior.  Here, you should start with those parts of the organization that are closest to the front-line implementers. What is the ability of this unit/division to affect the target behavior? Gradually move to other parts of the organization that have some influence over the target behavior.
4. Last, use this analysis to describe one or more specific changes in resource flows, rules and organizational routines--and to which units within the organization-- that would have the greatest effect on addressing the organizational problem/deficiency. What resources, systems of accountability or rule changes would be needed in order to have a significant effect on this behavior? These are the “policy recommendations” that have some chance to succeed at actually solving the problem.  How do they differ from the original intent or goal of top decision-makers that you described in Question 1?

