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INTERVENTION ACTION PLANNING

LESSON OBJECTIVES
LEVEL
MEASURE

A. Describe the intervention action planning process
Knowledge
Written

B. Explain the steps in planning process and describe problem-solving techniques to used in this process
Comprehension
Written

C. Identify action to be taken during the implementation step
Comprehension
Written

D. Determine what happens during the evaluation step
Comprehension
Written

SUPPORT MATERIAL AND GUIDANCE
Lesson Focus
Gain understanding of processing assessment data using the APIE model.  Focus on interventions and developing planning documents to improve organizational effectiveness.  Be able to recall terms associated with organizational assessments.  Be able to determine the steps involved in the assessment process to include the planning process and problem-solving techniques, implementation and evaluation.

Student Contributions
Take notes and ask questions to clarify material covered in the lecture.  Brainstorm possible solutions to EO issues and share your responses with the group.  Demonstrate understanding of the material through participation in the Sandy Beach Evaluation.

Student Instructional Material

Notetaking Guide

Sandy Beach Evaluation Package

Instructional Method

Lecture (1 Hr)

Sandy Beach Exercise (2 Hrs)

SUPPORT MATERIAL AND GUIDANCE (Cont.)
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NOTETAKING GUIDE

A. INTERVENTION ACTION PLANNING PROCESS

1. Intervention Action Planning - assisting the commander in planning and implementing change that will enhance the unit’s effectiveness in mission accomplishment.

2. A-P-I-E  -  Four-Step Process for Organizational Effectiveness

The letters stand for Assessment, Planning, Implementation, and Evaluation.  









B. PLANNING – (OR PROBLEM IDENTIFICATION/PROBLEM-SOLVING STEP)
1. Steps in the Planning Process
a. Determine What is Known
(1)  Review Organizational Assessment for actual discrimination or the perception of discrimination (impact).  If present, identify the area, to what degree, to what level, what is the cause (process, person, or area), and most importantly the cost if not corrected?

(2)  Mission

(3)  Policies and procedures

(4)  Available resources

b. Determine What is Not Known
(1)  Additional information

(2)  Who has knowledge/expertise?

c. Involve Others
A successful planning effort involves others who have information or expertise in the planning areas or interest in the outcome of the plan.

d. Identify Real Problems
(1) Which are EO related, which are not?

(2) Is it is a problem that needs attention and change or a one time issue?

e. Identify Solutions
(1) What will actually bring about change?

(2) What does the commander have the authority to implement?

f. Develop an Action Plan
(1)  Actions, milestones, responsibilities

(2)  EO/AAP

2. Problem-Solving Techniques: Outcomes - Methods - Resources (O-M-R)
a. Outcomes
(1)  What do we want to happen? What does success look like?  What do we want to avoid?  What results do we want?  What will be the impact on unit and mission?

(2)  Who is involved in setting objectives? Commitment

(3)  Effective Objectives

· Specific time frame

· Specific individual responsibilities

· Areas to be improved/changed

· Standards of success

· Impact on unit/mission considered

b. Methods
(1)  Brainstorming

(2)  Action Planning Model 

(3)  Force Field Analysis 

(4)  Intervention Model 

(5)  Common interventions

(6)  Evaluate alternatives

(7)  Select method(s)

c. Resources
(1)  People - number, skills, expertise

(2)  Time

(3)  Equipment

(4)  Facilities

(5)  Money

3. Documentation Formats

a. Action Plan Format

b. Milestone chart

c. Contingency plan

d. Goal setting procedures

C. IMPLEMENTATION – (OR ACTION STEP)

1. Brief Information to the Organization – This activity is critical.
This lets the unit members know the commander is aware of the unit assessment results and is prepared to take action as necessary.

2. Conduct Necessary Training

· To include workshops, classes, discussion groups, CC briefings, etc.,

-- (ie., Sexual Harassment training, Stress Management, Conflict Management)

· Determine what level the training should be at – all unit personnel, management only, executive level, etc.

3. Set or Redirect the Required Organizational Goals 

· Use of goal setting documents like Affirmative Action Plans

· Or integrate personal and organizational goals

4. Introduce Structural Changes
· Role definition and clarity

· Policy/Operating Procedure changes

D. EVALUATION – (STEP WHEN THE RESULTS OF CHANGE ARE EVALUATED)

1. Evaluate After a Reasonable Amount of Time has Passed
This is done to ensure that the changes made by the organization have stabilized

2. Determine Success of Change
· Is the change project meeting the established goals/outcomes?

· Is the change progressing as desired?

· Was the real problem identified?

· Was the action taken appropriate?  Successful?

3. Determine if Change Project Should be Terminated/Returned to Planning Stage

· Should the change project be continued or terminated?

· Should change project be returned to the planning stage for further action planning?

· Is additional training required?

4. Reassess the Unit 

· Use the same methods as in the original assessment.
· The main difference in the reassessment is that the focus is on expected outcomes from the action step.
ACTION PLANNING MODEL

PRESENT STATE
END STATE

· Current Situation

· How things Are Now

· Status Quo

· Perceptions/Reality


(
· Actions

· Processes

· Methods

· “Fixes”

(


· Mission Accomplished

· Desired Outcome(s)

· Present Tense
(As Though It 
Already Exists)


[image: image1.wmf]Force Field Analysis

B. Desired State or Goal

Outcome

A. Present State

Driving Forces

Restraining Forces


“What are all the things which are keeping the situation from getting any worse?  What’s working for you now? Now, what are all the forces keeping the situation from getting any better?”  (The idea is to improve the sustaining forces and reduce the restraining forces).

INTERVENTIONS
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COMMON INTERVENTIONS
Clarification/Communication Sessions:

These working sessions may include the commander, senior leaders, supervisors, or designated personnel.  The purpose is to lead discussion of issues raised in the survey and from other sources of information.  These sessions will allow different perspectives to be clarified.  For example, men/women, minority/majority, officer/enlisted, etc.  The results of these sessions are disseminated to every member of the command so that all understand and work with a common purpose.

Role Clarification:
These sessions are aimed at ensuring each member of the organization knows where he or she "fits" in the unit's scheme to accomplish its mission.  Eliminating job overlaps, while ensuring "all the bases are covered" is the expected outcome of these sessions.  People need to know what they are responsible for.

Problem Solving/Action Planning:
Generic terms for any of many models or designs resulting in "fixing" those things in the unit the commander is not fully pleased with.  Often forgotten, but equally important, is building on the strengths and applying lessons learned to other programs and processes.

Team Building/Conflict Resolution
Generic terms for a number of workshops designed to enhance cohesiveness and unit esprit.  Often the conflicts in units are no more than differing perceptions.  It is generally better to surface and discuss these perceptions than it is to try to ignore them; they rarely "go away."  Presentation of the "facts" can help dispel faulty perceptions and diffuse rumors, but this may not always be as easy as it sounds.  Perceptions ARE reality for those who hold them.  People do not change their perceptions easily or readily.

Time/Meeting Management:
There are many "off the shelf" films and workshops to address these all too common maladies.  Those who attend poorly managed meetings can almost always tell you what needs to be done to "fix" them if you simply ask them.  Unfortunately, those who are charged with running them are almost always oblivious to the discomfort experienced by everyone else.  If you want people to tell you the truth, though, you must ensure they know it is safe to do so, and they must sense that there is something in it for them.  These comments apply equally to those who are not optimal time managers.

Leadership/Management Training: 
The Department of Defense mandates ongoing training in leadership (equal opportunity) issues at all levels of the professional military education system, as well as at unit level.  The mistake to avoid here is to delegate this responsibility to a special office, instead of charging your leadership or training department with it, as you do with all your other training requirements.  This does not mean that "subject matter experts" are not included in the coordination process related to developing and delivering this training; it simply means the training is an integral part of the unit's total training package.

ACTION PLAN FORMAT

WHAT
WHO
RESOURCES
MILESTONE
STANDARDS /

EXPECTATIONS
EVALUATION
REMARKS









An action plan should state “what’ will be done, “who” is responsible, the “resources” allocated, “completion time,” and the “expected results.”  The format is an excellent tool for developing an action plan.
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