
                               
                           

The following slides provide details about planning to use the SDT and running SDT assessment and 
work‐planning sessions. It is designed for use by individuals who intend to facilitate the SDT. 
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               This slide lists the topics covered in ‘Facilitator’s Guide’. 
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The more that you know the NPHI and that you establish trust with key people, the easier and more 
successful the SDT process will be. Make sure you build in enough time either before you visit the NPHI 
or when you arrive to understand the priorities of leadership, as well as the political, financial, 
administrative, and other contexts that impact the NPHI. 

Getting expectations in writing is useful for clarifying goals and setting the agenda. They can suggest 
which Discussion Guides will be used and who needs to participate. If you do not identify at least some 
of the high‐priority topics in advance, you are unlikely to be able to arrange for all the critical individuals 
to attend the relevant assessment and planning meetings. 

A bad room setup can inhibit conversation. Have the room set up so that people are facing each other, so 
they can interact easily. 

It is helpful to have a point person at the NPHI who is responsible for logistic support. Ideally, you will 
work with that person before you travel to ensure issues related to room setup and supplies are 
addressed. 
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Once you have facilitated the SDT a few times, you will develop your own list of needed supplies. Those 
listed in this slide are a minimum. 
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Although the SDT is envisioned as a country‐owned process, it is best done with a trained facilitator, who 
is familiar with the underlying structure and flow of the SDT process. After an NPHI has used the SDT 
with a facilitator, it may be more prepared to manage the SDT process on its own. 
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The Parking Lot and Ground Rules are among your most important tools. 

Use the Parking Lot to keep the discussion focused. Tell participants they can put ideas on it at any time. 
When extraneous ideas arise, say, “Great idea. Is it ok to come back to that?” and post the idea on the 
Parking Lot. Make sure to return to all the Parking Lot issues before you end the session. 

At the beginning of the session, you can demonstrate that you will be seeking participant input, and 
that the group has the ultimate say, by presenting the Ground Rules and asking if these are ok with the 
participants. 
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You will need to record and project information on the Assessment and Work‐Planning forms. Some 
Facilitators also act as note‐takers, which ensures that what they consider the key ideas are captured. 
Others would rather focus on discussion and have someone else take notes. If you use a note‐taker, 
choose someone who will be able to capture the key ideas accurately without slowing the process. 

8 



                       
                             

                     

                               
                       

Keep explanations succinct. Aim to get participants actively engaged as quickly as possible. 
Participants are likely to have many questions about the process. Try to answer quickly, and 
reassure them the process will be clear once they get started. 

Emphasize that this is a self‐driven process. Your job is to help them clarify their thoughts, 
summarize, etc. Note that you will be checking in with them frequently. 
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The initial step of guessing the NPHI’s capacity is focused on the stage. Subsequent discussions focus on 
the numeric score and allow for a more refined estimate of the stage. 

Don’t let participants get stuck on this step. If there is disagreement, explore the reasons for this, as it 
will help with identifying gaps and issues to be addressed. However, once discussions are no longer 
moving the process forward, record the score or scores and continue to the next steps. 
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In a given Domain, it is not unusual for an NPHI to have achieved some aspects of more than one stage. 
So, for example, an NPHI might have half of the elements described in “developing” and a couple from 
“leading edge.” In general, the NPHI score should reflect where the NPHI has most or all elements in 
place. For example, if an NPHI has achieved most but not all of the components of the “developing” 
level and a couple of “leading edge,” it might score on the higher end of “developing.” 

Participants often prefer to score themselves within the range included in a higher stage, for example, 
where they have achieved some but not most items. Point out that if they overstate the current score, it 
will be harder to show progress made from implementing the plans developed using the SDT. But don’t 
get bogged down with scoring. The main purpose of scoring is to prompt discussion and clarify the 
difference between the current and desired states. 

Participants from NPHIs that are “leading edge” on some Domains might be reluctant to admit that they 
are “developing” in others. NPHIs that see themselves as world leaders might struggle with admitting 
they are “developing” in some topics covered by the Discussion Guides. Or a low‐resource NPHI may be 
surprised that it is “leading edge” in some topics. If this is an issue, the facilitator can point out that no 
NPHI is leading edge in every topic. Even NPHIs with low resources can be leaders in some topics. 
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The next step is to decide on highest priorities for planning. Whatever approach is used, it 
is important to review the identified gaps to ensure they cover the most important issues 
and are actionable, as well as any proposed activities, to ensure that they will be a good 
basis for work‐planning. 
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The group can either use the SDT forms or another template to record the gaps and 
indicate which are priorities. 

Make sure the list of gaps covers the key issues and that the gaps are “actionable.” 
An important role of the facilitator is to make sure the gaps identified are the critical ones. 
For example, often participants will call for activities that are relatively easy, such as 
distribution of documents or training to address performance issues. However, if the 
underlying problems are poorly designed systems or too few staff, documents and training 
will not lead to better performance. Discussions about how to address systems or staffing 
issues are difficult, but understanding these issues and developing approaches to 
addressing them is often critical if the NPHI is to achieve its goals. Facilitators should 
continue to probe until they are satisfied that the gaps identified are the significant ones. 
Facilitators can make it a point to repeatedly check by asking, “If this gap is addressed, will 
it solve the problem, or are there other issues to explore?” 

In some cases, activities will have been discussed during Assessment. If this is the case, as 
you prioritize, you will have revisit the proposed activities to make sure that they address 
the most important gaps and will solve the underlying issues needed to be addressed for 
the NPHI to move to the next stage. 
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Work‐planning using the SDT flows directly from the list of priorities identified in the 
assessment. 

Note that the Work‐Planning Form is easily adaptable. It is also fine to use other ways to 
record work plans, as long as they make explicit what will be done, who is responsible, and 
the timeline. 

While you are work‐planning, you may identify potential barriers to completing the work‐
plan that relate to NPHI‐wide issues, such as the need for further resource development or 
enhancing internal communications. Sometimes you can use Discussion Guides to develop 
plans for these. Even if you can’t address them during the week you are at the NPHI, 
identifying and understanding them can suggest further work the NPHI leadership should 
consider. 
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The exit meeting is a good opportunity to highlight key achievements from the visit and get 
leadership commitment to developing or implementing the plan. 

Depending on the focus of the planning, the exit meeting might be with the NPHI Director 
or a senior member of the MOH. This meeting can make the difference between the NPHI 
following up on next steps and not. 

If possible, it is good to develop a one‐ or two‐page summary for the meeting. Since the 
process is participant‐led, some aspects might be best presented by NPHI members. 
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