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Introduction

The purpose of this document is to describe certain of the
major aspects of the organizational structure of DPTD,
including management, personnel assignments, administrative,

and other activities.

The section on performance evaluation, career development,
and staff training will follow when completed.

This statement will be reviewed for accuracy and effectiveness

in six months and periodically thereafter.

I wish to thank the staff for their assistance in critiquing
the various drafts of this statement. Most of their sugges-
tions were incorporated in this final version.

i Q\NM\\, v\\{\@

Edward J. Hlnman, M.D., M.P.H.
Director

Division of Professional and
Technical Development

April 25, 1972




IT.

Organization Plan

. A. Executive, Management & Leadership Function

Executive, managerial, and leadership functions are distinct
but interrelated means of enabling the Division of
professional and Technical Development to carry out its

mission.

The executive function of DPTD requires decisionmaking

at the highest levels of RMPS to define tasks and their
priorities, and to establish programs, project teams, and
policies to carry out these responsibilities. Emerging
from this decisionmaking process are the operating policies
that must be complete and understandable before the project
teams begin their work. The project assignments must
specify what objectives are to be accomplished, in what
period and with what organizational means. The executive
function includes regulating relationships among the teams
to achieve desired results; and mobilizing resources to
accomplish the organizational goals.

The management function of DPTD requires skillful programming
of team assignments, controlling performance and scheduling
and allocating resources. The management function includes
establishing and maintaining a singular process to ensure
delegation of commensurate responsibility, authority, and
information to solve problems arising in the Division.

The leadership function involves three conditions that must
exist simultaneously before a DPTD staff member can contribute
to the goals of the Division. The individual must understand
what he is expected to do, he must have the competence to do
it and he must be willing to do it. The leadership function
in DPTD requires effective communication to increase staff
competence and motivation to do a job.

Balanced emphasis of these functions are essential and will
be sought among professionals and the supporting staff of
DPTD.




B. Characteristics of the Organization

DPTD has chosen an organizational form which provides professional
staff for routine tasks and for tasks which require problem
solving. Some of the tasks require little interaction

among specialists and are most effective when carried out

alone or with one or two others who may or may not be on

DPTD staff. Participation on a site visit to a region may

be one example of a solo activity. On the other hand, a

task such as shaping a strategy for development and imple-
mentation of quality of care guidelines requires input
simultaneously from several different professional back-

grounds.

DPTD has adopted a matrix or grid organization which combines
routine and complex problem solving activities by overlaying
them. Sometimes, managers wear functional hats and are
involved in the day-to-day, more routine activities. Other
times wearing project manager hats, they identify with
project goals and are reqguired to cope with long range

issues and to achieve interdisciplinary coordination.

This form of organization enables DPTD to deal with multiple
tasks, both routine and complex, simultaneously. Success lies
in the analysis of the multiple tasks that must be performed,
the differences between specialists, the integration that
must be achieved, and the mechanism and behavior required

to resolve conflict and arrive at balanced states of
differentiation and integration.

C. Supervisory Assignments

The activities of the Division of Professional and Technical
Development are supervised by a Director and Deputy Director
who are responsible for the overall operation and work of

the Division. The Director has four Associate Directors

who have special competency in Continuing Education and
Manpower, Program Development and Program Management, Health
Care Practice and Standards, and Health Care Delivery Methods.
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The Associate Director serves as the administrative super-
visor of individual staff members, providing performance
evaluation and career supervision. He assists staff members
to maintain professional identity and continuity of
experiénce; serves as the informational channel to and from
the Office of the Director, DPTD;. and plays. the creative
role of helping to formulate program policy and strategies
and proposes plans for their implementation.

D. Project Teams and the Criteria for Selecting Topics

The Division of Professional and Technical Development is
task oriented and can be described conceptually as utilizing
the management by objectives process to achieve goals

(in DPTD language, accomplishing the work as specified in
the Division Work Plans). Management by objectives is
closely related to individual performance appraisal and
review in fulfilling the goals of the organization. The
process of management by objectives is associated with an
effort to be fair and reasonable, to predict performance
and judge it more carefully and presumably to provide
individuals with an opportunity to be self-motivating by
setting their own objectives. Elements of the "ideal"
process include:

- measurement and judgment of individual performance

- relation of individual performance to the organizational
goals '

- clarification of what is to be done élong with the
expectations of the product

- stimulation of increasing competence and growth of
individual

— enhancement of communication between the supervisor
and the employee




- provision of a basis for making judgments about
promotions and recognition

- stimulation of self-motivation

- provision of organizational control, integration, and
coordination. ’ . . i

Each project team has a project manager who is a professional
and is responsible and accountable to the Director/Deputy
Director for accomplishing the work schedules. Professional
staff members make up the project teams and are either
officers of the Commissioned Corps of the Public Health
Service or members of the Classified Civil Service. To
assure personal and professional identity, staff members

may use their professional speciality titles. The support
staff complement of the Division provides secretarial
services, editorial assistance, correspondence coordination,
staff management services, and other functions essential

for the operation of the Division.

The Division Work Plans are a formulation of projects that
have been proposed and developed by professional staff of
the Division with appropriate input and feedback from the
Director, RMPS, the Division of Operations and Development,
and the RMP's. Currently, of greatest concern to DPTD are
issues relating to health manpower development and utiliza-
tion; improvement of the health care delivery system including
entry into the system; continuity, quality, and quantity

of health care; and needs of special population groups.

The project team addresses itself to a particular issue,
preparing background papers, specific guidelines, reference
and resource lists and/or recommending options for action.
The life span of a team may be determined by the state of
the art or the lack of technical development in a particular
area, or by political, social, economic or systems problem
forces DPTD does not control.




Division Work Plans take cognizance of research and develop-
ment that may identify future issues of significance to
problem oriented solutions. Ad hoc groups of professionals
from within HSMHA or elsewhere will be convened as needed

to provide information and sources of data on relevant issues
to which RMPS should address itself. Topics may also be
identified by the Administration, i.e., DPTD Director,

RMPS Director, RMPS National Advisory Council, HSMHA, DHEW;
by the professional staff of DPTD and by input from the DOD

and from RMP's themselves.

E. Communications

There are three kinds of communication which relate back to
the executive, management, and leadership functions.

The first kind (executive) is information sharing by the

Office of the Director with all staff, professional and
supportive. A general staff meeting will be held once every
two weeks chaired by the Office of the Director for the purpose
of providing staff with internal information from DPTD,

RMPS, HSMHA, DHEW, etc.

The second kind of communication'pertains to the management
function and meetings will be called by the Office of the
Director as needed. This kind of communication is problem-
solving in nature and will deal with specific problems
which require attention and recommendations of those staff
members directly concerned. This may take the form of
regular meetings with project managers.

The third kind of communication pertains to the leadership
function. It will be the responsibility of each Associate
Director to communicate needed information to staff members
he supervises. This will occur as needed and staff members
will be involved. Seminars, staff member presentations and
other kinds of learning experiences may be included in this

kind of communication.



III.

Iv.

Goals of the Division

The Division has operational and consulting functions leading
to the formulation of policy within RMPS and to its applica-
tions within Regional Medical Programs. This includes
consultation with the individual Regional Medical Programs
and other Federal programs, voluntary health organizations,
national professional societies and similar organizations.

To improve the accessibility, increase the effectiveness

and maintain the high guality of health services delivered

by the provider, the Division:

a. Identifies issues that affect the providers of health
care and develops strategies to solve these problems;

b. Serves as a creative force in the initiation of new
health care issues; = '

c. Stimulates communication between the RMP's and other
organizations (Federal, non-Federal) ;

d. Encourages the regions to consider changes in
organization and delivery of health services to
improve access and availability;

e. Assists in the development of multi-regional approaches
to health care issues;

f. Provides multi-disciplinary staff services to the
RMPS Director, other RMPS programs, Review Committee
and the National Advisory Council on RMP Programs
(including participation on site visits and in
grant application review).

Criteria for Determining Staff Assignments

A. To Project Teams

Assignment to project teams will be given with consideration
of the professional and technical expertise required for the
task and the individual's cumulative experience and training,
interests and career development objectives. The number of
project assignments given an individual will be affected by

the demand for his or her particular competencies. (For











































