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Briefing Paper: May 2018
People’s Needs Defining Change – Health Services Change Guide
Introduction and Context
The Irish health and social care system is prioritising person-centred care – more choice, more personalised care, and real
empowerment of people to improve their health and wellbeing. This ‘shift in power’ moves us from a service that does things to and
for its service users to one which is service user-led, where the service works with people to support them with their health and
social care needs. Our public service accountability to deliver safer better healthcare in a context of increased demands and
finite resources requires healthcare staff to find innovative ways to develop services collaboratively with citizens, service users and
staff and to create public value. Change, uncertainty and development are now very much part of our reality.

Key Drivers for Change
From 2018 to 2028 the Irish health system will continue to navigate and plan to address the following key drivers for change.
These include high level changes in thinking about the nature of best practice in service provision and national health policy
drivers, as well as a range of practical factors with the potential to impact directly on provision:
1. Changing role of the State – the shift in thinking about the role of the State from a ‘welfare state’ to an ‘enabling state’
categorised by:
 a focus on providing public value
 moving from the ‘centre’ to ‘local’ service delivery units
 moving from individuals as recipients to co-producers of health
 shifting from ‘representation’ to ‘participation’
 increased focus on prevention and responsibility taking
 services being provided through the community, voluntary and private sectors
2. Move to needs-driven services – services that are person-centred and informed by citizen, community and staff
engagement; empowered leadership at the frontline to build capacity, improve quality, safety and outcomes.
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3. Policy and reform agenda – the recommendations of the Committee on the Future of Healthcare in the Sláintecare Report
(2017), Our Public Service 2020, Healthy Ireland: A Framework for Improved Health and Wellbeing and the Health Service
Capacity Review (2018) all set out a challenging agenda for reform, public accountability and greater productivity.
4. Standards and regulation – driving quality, service improvements and accountability.
5. Applying evidence and knowledge – an emphasis on learning from people’s lived experiences, research, practice wisdom,
demonstrating better ways of delivering outcomes.
6. Levering e-health and technology – bringing improved population wellbeing, health service efficiencies and economic
opportunity through the use of technology enabled solutions.
7. Increased demands – increased public expectation for improved patient and service user experiences, demographic and
epidemiological changes requiring more responsive delivery systems.
8. Resource pressures – finite capacity to meet demands, expectations and service developments means re-configuration,
innovation, adding value, leveraging e-health and accelerating digital fluency and delivery.
9. Multi-generational workforce – meeting the needs of our diverse workforce, competition for talent, attracting, recruiting and
retaining high calibre people.
10. Increase in social movement – citizens mobilised, digitally connected to global influences, investing in and becoming coproducers of health and social gain.

Why is a Health Services Change Framework Needed?
People’s Needs Defining Change – Health Services Change Guide presents the overarching Change Framework that connects
and enables a whole system approach to delivering change across the system. The Change Framework is a tailored
organisational offering that has adapted lessons from research and experience on change to an Irish health and social care
context – in this way it offers the best chance of success, is evidence informed, practice based and context specific.
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The Change Framework provides a coherent conceptual foundation and support for the major change programmes which the
health services are already undertaking or are about to embark upon. The approaches to managing change which have informed
the Change Framework include:





the changing nature of change itself
new models of power relationships that prioritise engagement and empowerment
the need to create a receptive environment for change that understands local needs and context
new understandings of complexity in health and social care systems

Agreed approach to change
 It is the agreed approach to change which is signed off by HSE Leadership and the Joint Information and Consultation
Forum representing the Trade Unions.

What is the Health Services Change Guide?
The Change Guide strengthens the people and culture focus and complements all of the other service, quality and culture change
programmes that are currently making progress towards the delivery of person centred care underpinned by our values of Care,
Compassion, Trust and Learning. It provides us with an opportunity to align our existing initiatives in order to benefit from the
collective energy created through an integrated approach. People are at the centre of all of these initiatives – the Change
Framework prioritises people’s needs defining change and recognises that a networked approach is required that supports current
ways of working and enables the power of our collective capacity to mobilise change.
The Change Guide is a helpful and practical resource to support managers and staff across the health and social care system to
undertake change initiatives and consists of the following:
 Health Services Change Framework (diagram page 6).
 Step-by-step guidance and templates to implement the Change Framework that can be adapted and used by local teams
and services.
 Additional Resources - signposting you to where you can get additional help.
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 It is supported by a Literature Review completed by the Centre for Health Policy and Management, Trinity College Dublin:
Understanding Change in Complex Health Systems – a review of the literature on change management in health and social
care 2007–2017.
 The Health Services Change Guide complements and supports the work of the Health Services People Strategy –
together these two offerings to the system set out our ambition to be leaders in people services working in partnership with
service managers to increase relevance and impact particularly for service users, families, communities and staff.

Change Framework
The Change Framework locates in one place all of the important elements that need to be focused on to deliver change well.
These include:
 People’s Needs Defining Change: working with people to understand their needs and support ongoing engagement.
 Create People and Culture Change Platform: the change priorities that need to be worked on together to create a healthy
culture and environment for change.
 Define, Design, Deliver: the change activities (diagram page 7)
Define: Initiate change, define the purpose, assess the context and scale and get prepared
Design: Determine the detail, plan and test, identify resources and agree Action Plan
Deliver: Implement change, measure outcomes and support sustainability
 Change Outcomes: Being accountable for performance and the delivery of safer better healthcare, and services that are

valued by the public and by staff.
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Change Activities

 Identify shared
purpose
 Understand
current services
 Agree better
outcomes
 Measure for
success
 Make case for
change

 Agree to codesign
 Design service
operational
model
 Test and refine
 Agree Action
Plan
 Communicate
Action Plan

 Implement
actions
 Support
implementation
 Measure
progress
 Celebrate
success
 Sustain
improvement
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Why would teams use the Change Guide?
Increases your chance of success
 Gathers in one place all of the guidance needed to undertake change and improve services. Sign posts you to where you
can get more help.
 Guides you on how best to work with service users, families and staff to understand their needs, value their experiences and
insights and work with them to design service improvements.
Simplifies change in a complex system
 Guides you through the change process in detail with supporting templates and resources that can be applied in an
adaptable manner to meet your needs.
Helps people to do change well
 Assists you and your team build change capacity to undertake change initiatives with confidence.
 Recognises the importance of working with people in their local context to deliver change that meets local needs.
Reduces fragmentation
 Provides an opportunity to network and align change and service improvement initiatives at local and national level.
Is robust and evidence informed
 Informed by widespread consultation, combined with evidence from the literature.

Development Process
The development of the Health Services Change Guide & Framework took place over two years (2016 – 2018) (see page 11). The
collaborative process of design was informed by the applied experiences, learning and practice of many individuals, groups and
organisations. The HSE Leadership Team commissioned this work through Rosarii Mannion, National Director of Human
Resources. Governance arrangements were put in place to provide oversight including guidance by the Joint Information and
Consultation Forum, the Programme for Health Service Improvement, Centre Transformation Programme and the HSE HR
Leadership Team.
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Stakeholder Engagement
A comprehensive stakeholder engagement process was designed and implemented. This included the establishment of Reference
Groups to provide assistance in relation to the early development phase, to inform the detailed design phase, to support testing and
refinement of the Change Framework, Guide and associated Templates. Engagement processes also included a significant number
of individual and group consultation sessions and workshops with content ‘experts’ in relation to key elements of the Change
Framework. Survey methods were also used to obtain feedback on the Change Framework. Members of the HSE National Staff
Engagement Forum based on their own personal experiences of change contributed to the process through submissions and
feedback and informed associated communication and implementation. Engagement with service users informed the process –
this was achieved through ongoing organisation development practice based sessions and other feedback methodologies
conducted during 2016/2017.
Research and Evidence
A formal literature review was commissioned from the Centre for Health Policy and Management, Trinity College Dublin and an
extensive review of the grey literature was also carried out by the authors to inform the development. This level of review has
ensured the Change Framework is informed by best current thinking on change and up to date evidence. Submissions were
sought from a wide number of people and organisations throughout the system reflecting change leaders, practitioners, academic
contributors across a range of behavioural and human science fields. Submissions were also sought from all parts of the HSE –
this included targeted consultation with teams across the system. An organisation wide broadcast issued to all HSE staff was
conducted in October 2016 yielding very insightful submissions from staff and teams at all levels.
Testing, Refinement and Document Drafting
The development process prioritised testing the Change Framework in order to ensure the guidance and Templates were
accessible, user friendly and could be applied within different local contexts. This included data gathering, analysis and significant
redrafting of documentation. The Health Services Change Guide was shared at different stages in its development and based on
extensive feedback was refined to support the final ‘sign off’. Different methodologies have also been explored to ‘bring the change
framework to life’ through visual representation (see imagery pages 11, 12).
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Progressing to Implementation – building change capacity
Being competent and maximising the organisational capacity to work in a complex environment is a key requirement over the next
10 years as the health system will continue to navigate and address key drivers for change. Fully utilising and resourcing the
implementation of the Change Guide is an organisational and HR priority – building individual and organisational change
capacity will enable and support staff to work with and embrace change as an enabler of better outcomes for service users,
families, citizens and local communities. Aligning changes with key service/business outcomes requires priority focus so that the
intended impact is fully realised.
The implementation phase will:






Require us to practice collective leadership and demonstrate visible commitment and decision making that supports the
agreed approach to change.
Include a dedicated focus on communication using a wide range of methodologies and digital platforms.
Improve capacity for change and co-production through applied practice based interventions, education, curriculum and
resource development, evaluation and refinement of the offering to the system to ensure accessibility and continued
relevance.
Explore ways to align development resources to add value at local level.

As highlighted by David Ulrich (2018) – people working in development roles including HR, service and quality improvement,
organisation development, leadership, education and talent development should be stewards for cultural transformation and
should do more than get change started – they have to be persistent at sustaining change. We need to master the insights on
change and become change champions.

How to access?
The Change Guide and associated resources will be available in June 2018 at www.hse.ie/changeguide and on the Change Hub at
www.hseland.ie. A broadcast will be issued to let people know that the Change Guide and supporting documentation is available.
C. Heslin & A.Ryan, Organisation Development and Design,
HR Division, Health Service Executive, Kells, 2018.
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Developed by: Eimear McNally (2018)
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Developed by: Eimear McNally (2018)
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