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Contact Sheet

For more information on NatPaCT please find below a list of contacts:

Name/Areas
Contact
Strategic Areas

Angie Nisbet

Programme Lead
angela.nisbet@doh.gsi.gov.uk
Tel: 0161 743 2038

Mobile: 07958 490630
National Lead

Transformational Change Action Learning Sets

Jan Gibson

PA to Programme Lead
Jan.Gibson@salford-pct.nhs.uk
Tel: 0161 743 2038

Mobile: 07867 805975
National

Transformational Change Action Learning Sets

Dena Adamson – 

Associate Director East Midlands
Dena.Adamson@doh.gsi.gov.uk
Tel: 01484 689255

Mob: 07818 453147
Trent

Leicestershire & Northamptonshire & Rutland

Eastern
Jan.Gibson@salford-pct.nhs.uk
Tel: 0161 743 2038

Mobile: 07867 805975
Bedfordshire & Hertfordshire

Essex

Norfolk, Suffolk and Cambridgeshire

Ann Hepworth – 

Associate Director

London
Ann.Hepworth@doh.gsi.gov.uk
Mob: 07867 538165


London North West

London Central

London North East

London South East

London South West

Roy Paterson – 

Associate Director

North East
Roy.Paterson@doh.gsi.gov.uk
Mob: 07867 978917
Tyne, Wear & Northumberland

County Durham and Tees Valley



Denis Gizzi

Associate Director

 North West
Denis.gizzi@doh.gsi.gov.uk
Mob: 07787 536783

Tel: 0161 212 4829
Cumbria and Lancashire

Greater Manchester

Cheshire & Merseyside

Julia Ross – South 

Associate Director

East
Julia.Ross@doh.gsi.gov.uk
Mob: 07867 978924
Surrey and Sussex

Thames Valley

Hampshire & Isle of Wight

Kent

Topsy Murray –

Associate Director

South West
Topsy.Murray@doh.gsi.gov.uk
Mob: 07788 627661
Avon, Gloucestershire & Wiltshire

Somerset & Dorset

South West Peninsula

Carole Renshaw – 

Associate Director

West Midlands
Carole.renshaw@doh.gsi.gov.uk
Mob: 07818 453129
Birmingham & Black Country

West Midlands South

Shropshire & Staffordshire

Yorkshire
Jan.Gibson@salford-pct.nhs.uk
Tel: 0161 743 2038

Mobile: 07867 805975
North Yorkshire & North East Lincolnshire

West Yorkshire

South Yorkshire
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Action Learning in Practice

1 What is action learning? 
In summary, action learning brings together small groups of participants with the following intentions:

· To work on and through organisational/individual issues. This is most effective when the commitment is voluntary.

· To work on real problems. Situations in which "I am part of the problem and the problem is part of me."

· To work together to check individual perceptions, clarify (and render more manageable) the issue and explore alternatives for action.

· To take action in the light of new insight. Begin to change the situation. 

· Bring an account of the consequences back to the group for further shared reflection.

· To focus on learning, not only about the issue being tackled but also on what is being learned about oneself. This is essential to turn developing understanding into learning that can be transferred to other situations.

· To be aware of group processes and develop effective ways of working together.  

· To provide the balance of support and challenge that enables each person to manage themselves and others more effectively.

Each group is provided with a facilitator (set adviser) whose role is to help individuals and the group to identify and develop the necessary skills.
2 Key principles on which action learning is based

While the focus of learning sets differ according to the situation, they follow the same general principles and beliefs that participants gain by:

· Learning from experience and sharing that experience with others

· Being open to the challenge of colleagues and listening to alternative suggestions 

· Having time where they are listened too in a non-judgemental atmosphere 

· Having more choices about the way forward 

· Reviewing the outcome of actions with the support of fellow set members and sharing the lessons learned

How action learning differs from more traditional approaches

There are several ways in which action learning differs from more traditional approaches to the training and development of people.

DIFFERENCES BETWEEN TRADITIONAL AND ACTION LEARNING

Traditional Learning
Action Learning

Classroom Based
Work Based

Individual Orientation
Group Orientation

Input Orientation
Output Orientation

Knowledge Orientation
Action Orientation

Passive
Active

Historical Focus
Concern with Here and Now

Cost Investment
Investment Return Required

Producer Oriented
Market/Customer Oriented

From: Action Learning and Excellence in Management Development. Charles Margerison  

Examples of issues addressed through action learning 

Action Learning can be used to work on many issues. However, the most common applications can be divided into three main areas:  

1. A work based project in which you are involved and where you are able to influence the outcomes by your actions 

2. An issue which concerns how you operate in the work context (e.g. Giving feedback), which you want to change / improve and which you feel will benefit from the support and challenge of set members.   

3. An issue where you are required to produce an applied piece of work for an academic programme. Usually, group members are working on different areas and benefit from the support, challenge and opportunities for mutual learning.

There are many possibilities arising for category 2 and several post-graduate programmes now incorporate category 3. Below are examples of projects in category 1, which have been implemented with the support of action learning sets:

· Looking at the discharge procedure for hospital patients

· Improving the work allocation and communications within a large GP fund-holding medical centre

· Determining the required roles for night sisters in a general hospital

· Developing a plan for better utilisation of operating theatres involved in treating day patients

· Analysing the reasons for "no-shows" at an out patient clinic and making recommendations for improved utilisation

· Reduction of factory accidents

· Changing the procedures for and attitudes of the workforce to inter-site transfer of materials

· Getting internal designs changes signed off in aircraft manufacture

· Design of a supervisory development programme for new foremen

· Devising a training and development programme to make the workforce more aware of the implications of TQM

· Development of an export plan for a product

1 Critical aspects of the action learning process

Reg Revans, the 'father' of action learning and still active in his 90s, believes there are six important questions in action learning:

1. What am I (or what is my organisation) really trying to do, first and last?

2. What is stopping me (or my organisation) from doing it?

3. What can I (or my organisation) contrive to do about it?

4. Who knows what is the line of action that we are trying to implement?

5. Who cares about getting this line of action really implemented?

6. Who can actually contribute anything towards getting it implemented?

2 The elements of action learning

The basic unit of Action Learnings is a set of participants who learn with and from each other by working on real problem and engaging in group reflection on their experiences. The elements of Action Learning include the following:

Each participant is responsible for:

· Choosing a problem that is intellectually stretching and contains some element of risk 

· Researching, diagnosing and offering a solution to his \ her own problem

· Implementing of at least some of the solution

· Using the group's help in identifying, defining and analysing the problem. They can also assist with identifying where interest, energy and commitment lie, where power lies, where blockages are to be found.

Participants meet regularly as a group (set) to review and reflect on:

· Progress, set-backs and new proposals for tackling the problem

· The divergence between actual and expected results

· Their own development, attitudes and actions

· Need for additional resources, e.g. conventional training

The way a set meeting runs varies but here is a common format:  

· At meetings of the set, each participant describes his \ her problem and progress in detail. 

· Typically, the following questions will be addressed:

What have I done\not done since the last meeting?

What can I learn from this?

What do I want to do before the next set meeting? 

What is the best way of going about this?

· The other members of the set provide comment so that all members become involved in helping to solve each others' issues. However, each person retains responsibility for their own issue.

Action learning programmes - In conclusion

Action learning programmes are run for such diverse groups as US Generals, managers in a transportation company, post-graduate students, a world-wide group of team leaders in an oil company. No approach will be the ideal answer for all situations and groups of people. However Action Learning has an impressive track record of making a difference in practice in a range of organisations by bringing together individual learning and on-the-job action. 

Ian Hall & Jo Cumming
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NatPaCT Transformational Change Programme – Action Learning Sets

Question and Answer Section

1. What is the Transformational Change Programme?

· The transformational change programme is one of NatPaCTs original five strands of organisational development to support PCTs.

2. What is an Action Learning Set?

· A group of between 6-8 people who, with the support of a set advisor meet to learn from and with each other.

3. How long do they last?

· Each set will have 6 meetings in the year and last approximately 3 hours each.

4. What area should I choose and who are the set advisors?

· The area of change is chosen by you and your organisation. There are 15 set advisors.  A copy of your set advisor’s pen portrait can be found in Section 7 of this pack.

5. What do I need to do before the first set?

· Before you start your set you need to read the ‘preparing for action page’ in Section 4. You also need to seek board sponsorship so there is a mandate for change within your organisation.

6. What will it cost me?

· It will cost you your time, travel and shared cost of venues with partner PCTs. NatPaCT will pay for the set advisor, their expenses and the programme’s support.

7. How will I know it’s of benefit?

· It will be very important to be clear of your own goals before entering the Active Learning Set so you can make best use of the learning experience. NatPaCT will also be evaluating the programme for its impact on organisational development, Action Learning and sustainability.

8. If I need more help or information who do I ask?

· You can e-mail Angie Nisbet the Project Lead on angie.nisbet@doh.gs.gov.uk or 

· Jan Gibson Personal Assistant to Angie Nisbet on  jan.gibson@salford-pct.nhs.uk
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Preparing for Action

NatPaCT’s RADICAL CHANGE PROGRAMME

This paper aims to help those Primary Care Trust members who are considering joining this programme and becoming a member of an action learning set. 

'There can be no learning without action and no (sober and deliberate) action without learning' (Revans 1998).

This programme is intended to support PCTs in becoming transformational organisations, capable of leading radical change in improving health and in services and systems across health and social care. Action learning supports and challenges those individuals that carry the responsibility of doing something about this. 

In order to help you make the decision about joining, and to contribute to an effective first set meeting, we offer the following guidance. 

The diagnostic questions that you need to consider before attending the first set meeting are: 

What am I really trying to do? …………………………………………………………

……………………………………………………………………………………………

What is stopping me from doing it? ………………………………………………….

……………………………………………………………………………………………

What can I do about it? ……………………………………………………………….

……………………………………………………………………………………………

Your responses to these questions can then be explored further in the set, leading to your committing to the first action/s. 

Radical change means that action has to be taken before learning can be recognised, implementation is the aim, not feasibility studies, or theoretical plans, or therapy sessions, but actions taken in real time, with real uncertainties and real consequences. These actions will provide a rich source of learning as the set helps you come to an understanding of the effects of your actions; to the service, your organisation and your self. 

Are you equipped to explore the learning from this action? If not what do you need to be equipped? …………………………………………………………………

………………………………………………………..…………………………………

How committed are you to taking action? …………………………………………

………………………………………………………………………………………….

How committed are you to learning with and from others (the set)?…………………………………………………………………………………

Section 6
Meetings – Venues and Dates

Transformational Change Programme – Action Learning Sets

The first meeting of your Action Learning Set is:

Venue:




On:




Time:




We hope this will be an exciting year for you undertaking your action learning set. Outlined below are key points for your information:-

· NatPaCT will pay all costs for the action learning set advisor for up to six meetings over one year.

· You will need to attend up to six action learning set meetings over the year.

· It is the responsibility of set members to decide and arrange dates and venues.

· NatPaCT will not finance expenses of PCT set members or venue costs.

Section 7

Set Advisor’s CV

Section 8
Evaluation Sheet

Transformational Change Programme – Action Learning Sets

If you feel at any time during the year you need to let us have feedback on your set, in addition to the process you will undertake with your Set Advisor please send this form to Jan Gibson at NatPaCT office, 5th Floor, St James’s House, Pendleton Way, Salford, M6 5FW 

Action Learning Set ______________

Set Member:
Name

Set:
Date of Meeting

1. How has the facilitator helped the Set members learn from each other?



2. What action has been taken as a result of the set?



3. What have I learnt?



4. How has my practice changed?



5. Any other comments



