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CAseE SCENARIOS FOR TRAINING AND GRouP DiscussION

Staropol District Health Office Looks at the Human
Resource Implications of its New Responsibilities

Igor Ivanovich Stratonov, District Health Officer,
Staropol District Health Office, and hismanagement
team—M ariaStepanovnaK opchuk, Chief of Family
Planning Services, GdinaVictorovnaZarivskga, Chief
of Maternal and Child Health Services; Roman
Petrovich Maarenko, Immunization Officer; Andrel
Andrgevich Larchenko, Training Coordinator; and Irina
DmitrijevnaGorlova, Chief Accountant, sat around a
long tableinthe staff conference room. District Officer
Stratonov started the meeting. “\Wel come, colleagues,”
said Igor Ivanovich. “ Asyou know, rumors have been
flying for monthsabout changesin the management
structureof health servicesin our region. Inmeetingslast
week at the Regiona Office, wewereofficialy informed
of two mgjor changesfor management of our district
hedlth program:

» All staff working at thedigtrict level will become
district employeesand will nolonger be
employeesof theRegiona Office. They will be
managed through the District Health Office,
whichwill beresponsiblefor determining staffing
levels, hiringandfiring, skill development, and
performance management.

» TheRegiond Officewill provideeach Digtrict
Hedlth Officewith aset amount of annual funding.
Wewill haveto prepare an annua budget, submit
it tothe Regiona Officefor approval, and be
accountablefor managing our finances.”
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Theroom began to buzz astheteam reacted to this
news. GalinaVictorovnaresponded firdt. “ It seemsto
methat it isthe human resourceimplicationsthat we
should be concerned with. If wearegoingto be
responsiblefor managing al thestaff in our district, then
we better know who thoseworkersare, their job titles,
responsibilities, skills, and salaries. Doesthe Regiona
Officehavethat data?’

“You have made agood point,” said Igor Ivanovich.
“We should focustoday on the human resource
implicationsof thesechanges. Unfortunately, the
Regiona Officedoesn't have good dataon district-level
staff. Wewill haveto gather that ourselves. Thesedata
will help usassessour gaffing, skill, and funding needs.”

“Facility managershave aready beentelling usthat
wehavetoo many skilled staff in someservicedelivery
sitesand not enough in others,” said Roman Petrovich.
“Wewill haveto transfer some staff will from onefacility
toanother.”

“ Staff moraleand productivity arealready at anal-
timelow, with therumorsthat have been going around
about thesechanges,” said IrinaDmitrijevna. “ Some
managers have been having trouble providing cons stent
coverage, because peoplearen’t coming towork.”

“Oncewe haveidentified our staff and their skill
levelsand location, wewill haveto managethem, too,”
commented MariaStepanovna. “ The Regional Office's
performance management system does not have clear
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Case Scenario: Staropol District Looks at Human Resources

policiesand guidelinesfor performancereview. Many of
our staff have been grumbling for yearsabout the
random nature of promotionsand salary raises. Maybe
we should ook at thisasan opportunity todevelop a
better performance management system. But who
shouldtake onthat responsibility?’

“l amtheonly personinthedistrict who hasbeen
handling our human resourceresponsbilitiesto date,”
said Andrel Andrgevich. | have beenresponsiblefor
documenting our in-servicetraining needsand
coordinatingwith regiona staff to makesurethat training
isdone. And | have other respongbilities. | think wewill
need to have afull-time Human Resource Coordinator.
Heor shewill haveto act asaliaison with the Regiona
Officeand civil servicerepresentativesat al government
levels. Thisperson will dso havetowork with othersto
writejob descriptions, train supervisorsand staff inthe
new system, and managethehiring andfiring process.”

“Wewill haveto hire someonenew or identify
someone on our staff already whowould liketo takeon
theserespongbilities,” said Igor Ivanovich. “Thiswill
haveto beasenior position.”

“What about salary level S?Will webe ableto set
them at thedistrict level?” asked GalinaVictorovna

“No,” answered Igor Ivanovich. “ Thecivil service,
advised by the Regiond Office, will still bein charge of
sdary policy andlevels”

“What about the human resourceimplications of the
financial management side of these changes?’ said Irina
Dmitrijevna. “Wewill haveto create new positions, with

new sKills, to handle our increased responsbilities. Isthe
Regional Office going to help usdetermine our needs?
Will any Regiond Officedaf betranderredtoour level ?’

“Severd Didrict Officersbrought up thisconcern
during our meetingslast week,” said Igor Ivanovich.
“Nothing has been decided yet. Staff who areworking
inthe capital will probably resist any effortsto transfer
themtothedistricts. But therewastalk of the Regional
Officeprovidingtrainingfor digtrict-level saffin
preparing budgets. Wewill haveto work with themto
determineour financid management skill requirements.”

“1 suggest that weform aHuman Resource
Advisory Committee,” GalinaVictorovnasaid. “1 would
liketobeonit. I think we should besuretoincludea
union representative, too, who can beour liaisonwith
theworkers union. Theteam could be charged with
ng our human resource system needs, gathering
human resource data, and devel oping atransition plan.”

“Yes, establishing acommitteeisan excdlent idea,
asisincluding aunion representative,” Igor Ivanovich
said. “1 expect al of you to serve on thiscommittee. We
must takealeadership rolein ensuring that thetrangtion
goessmoothly, withlittleor no disruptionin services.
Andwemust think of waysto makefacility-level staff
part of thistransition process. Let’smeet again next
week. | would likeyouto have ready some suggestions
of facility managerstoinvitetojoinus. And Gdina
Victorovna, | would likeyou to prepare the draft of an
announcement about the Regiona Officeproposasand
the actionsthat we aretaking, that we can sendto all
digtrict gaff.”
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implications of these changes?

responsibilities?

responsibilities?

1. What arethe changesproposed by the Regional Office? What arethehuman resour ce

2. What kindsof actionsmight theDistrict Health Officetakein order to handleitsnew

3. What arefirst stepsthat theteam planstotakein preparingtotakeon their new

The Manager Spring 1999



Case Analysis: Staropol District Looks at Human Resources

1. What arethechangesproposed by the Regional Office? What arethehuman resour ce
implicationsof these changes?

Thechangesproposed by the Regiona Officeareto makeall district-level health staff employeesof the
Digtrict Hedlth Office, rather than employeesof the Regiona Office, and to provideannua fundinginalump
sumtothedistrict office, which will beresponsiblefor preparing an annua budget for thedistrict and
managing digtrict funds.

The primary implication of these changesisthat the Digtrict Officewill need toincreaseitshuman
resource management capacity. It will needto clarify itschanged roles, develop new skills, and reviseits
management structure. It must also devel op itscapacity to use datato make decisionson staffing, skill, and
funding needs, and when preparing abudget for the Regiond Office.

2. What kindsof actionsmight the District Health Officetakein order to handleitsnew
responsibilities?

Theactionsthat the team discussed taking in order to handleitsnew responsbilitiesinclude:

» Gatheringdataontheir current staff, including their job titles, skill levels, skill needs, sdlary levels, and
location;

» Determining the Digtrict Office sstaffing, skill, and training needs, given their new human resource
andfinancid management functions,

« Egablishing anew performance management systemwith clear policiesand guidelineson such
aspects of human resource management as performancereview and promotions;

» Hiringasenior, full-timepersonin charge of human resources. Thispersonwill bein charge of
managing the performance management system. Heor shemust act asaliaisonwith Regiona Office
staff and civil servicerepresentativesat all levels. Heor she must also work with othersto writejob
descriptions, train supervisorsand staff in the new system, and managethe hiring and firing process,

* Creating new positions, with new skills, to handle these new financial management responsbilities;
* Devdopatrangtion plan.
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Case Analysis: Staropol District Looks at Human Resources

3. What arefirst stepsthat theteam planstotakein preparingtotakeon their new
responsibilities?

Theteamisforming aHuman ResourceAdvisory Committee, headed up by the District Heal th Officer.
All membersof the management team will serve onthecommittee, which will dsoincludeaworkers union
representative, and some hedlth facility managersand employees. Theteam’sfirst taskswill beto assess
human resource system needs, ensurethat data.on district staff are gathered, and develop atransition plan.

Further, the District Office plansto circulateanoticeto al staff about the changes proposed by the Regional
Officeand theactionsthat the officeistaking asaresullt.
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