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	Choose an item.




	WELL-BEING OF FUTURE GENERATIONS ACT 
	A prosperous Wales
	If more than one standard applies, please list below:





	DHCW QUALITY STANDARDS
	ISO 20000
	If more than one standard applies, please list below:





	HEALTH CARE STANDARD 
	Governance, leadership and acccountability

	If more than one standard applies, please list below:
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	IMPACT ASSESSMENT  

	QUALITY AND SAFETY IMPLICATIONS/IMPACT
	No, there are no specific quality and safety implications related to the activity outlined in this report.
	
	


	LEGAL 
IMPLICATIONS/IMPACT
	No, there are no specific legal implications related to the activity outlined in this report.
	
	


	FINANCIAL 
IMPLICATION/IMPACT
	No, there are no specific financial implication related to the activity outlined in this report
	
	


	WORKFORCE IMPLICATION/IMPACT
	No, there is no direct impact on resources as a result of the activity outlined in this report.
	
	


	SOCIO ECONOMIC IMPLICATION/IMPACT
	No. there are no specific socio-economic implications related to the activity outlined in this report
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PURPOSE
The purpose is to provide structured guidance in order to give any subsequent improvement recommendations the best chance of succeeding by following a logical process of collation, analysis, recommendation and overarching governance.
This document will detail the approach to be taken to create an overarching plan for implementing medium to large scale service improvements. The following sections will document a step by step process which will guide you through identification through to completion of a Service Improvement Plan. (SIP)

SCOPE
This procedure/plan is intended to provide guidance and a template for the completion of a medium to large scale Service Improvement plan and can be used by all members of DHCW when embarking on a structured Service Improvement initiative.
The likelihood is that this guidance will be of most value to the DHCW Service Management department given their focus on quality and improvement.

PROCEDURE/PLAN START
(Guidance text in italics)
[bookmark: _Toc75350196]SIP Triggers
Give the background to how the need for a SIP was triggered (Check SIP trigger examples on the attached process Visio) and what the initial intention of the SIP is e.g. reduce numbers of breached calls with a brief prediction of the areas thought to be at fault.

[bookmark: _Toc64969593][bookmark: _Toc75350197]Baseline score(s)
Detail what the current baseline starting point is. e.g. average SLA score of 72% over the last 3 months.
The aim is the eventual outcome required e.g. Improve SLA score to 90%+ and the scope is limited to this one service area. The aim can be decided later through discussion with the SIP team.
[bookmark: _Toc64969595][bookmark: _Toc75350198]Data Sample & Analysis Methodology 
Summarise data samples being analysed such as time period under review e.g. 2018-20 Breached Incidents and refer to embedded data analysis templates for full details.
Detail the analysis methodology adopted to inform the recommendations in the report along the lines of:  Consisted of a structured approach using qualitative* and quantitative* data (*delete as appropriate).  This included: (Examples below)
· Baseline of existing processes and data:
· Average call closure data per day as a percentage of daily active users, with a comparison to other ‘Clinical Critical’ national services.
· Team responsible for breach and reasons for breach
· Resolved calls by team and call type.
· Average number of calls resolved by individual team members.
· Anecdotal testimonies from team members.
· Analysis of baseline information:
· Pareto analysis of call findings.
· Logged and resolved call comparison.
· Process mapping of complicated workflows from breached calls.
· High-level improvement proposals scored using ‘Ease/Benefit’ methodology.

[bookmark: _Toc64969596][bookmark: _Toc75350199]Analysis 1 (Rename as appropriate)
This is where you interpret the data findings and provide an analysis of each one to start building up your conclusions and recommendations.
Here is a recent example: -
The National **** Support Team field more Incidents than any other national service in terms of average numbers of daily users next to average numbers of calls received. (650 average daily active users with an average of 25 daily calls logged—4% of users calling for assistance daily).  As a comparison, **** service averages a similar number of calls—a daily average of 26.   The service sees 4000 daily users and fields calls from 0.7% of daily active **** users.  The most likely reasons for the disparity are:

· A complex support model resulting in large numbers of ‘bounced’ calls.
· Complicated workflows for certain scenarios (multiple teams required to work on simple requests, such as password resets).
· Lack of understanding of support roles and responsibilities for each team in the support model.
· Lack of business knowledge resulting in repeat calls and breaches.
· Lack of automated support tools.

The following table provides the average call data for 2019 and supports the above findings: (Insert table below)

[bookmark: _Toc64969597][bookmark: _Toc75350200]Analysis 2 (Rename as appropriate)

Insert summary of findings
[bookmark: _Toc64969598][bookmark: _Toc75350201]Analysis 3 (Rename as appropriate)
Insert summary of findings

Add/delete sections if required.







[bookmark: _Toc64969599][bookmark: _Toc75350202]Anecdotal Evidence
Anecdotal evidence is important as it can help to validate the data analysis. Ensure you engage with as many relevant stakeholders as possible including system users, support staff, service desk etc
Here are some recent examples: -

· Some merges and casenote amendments can take days or weeks to complete.
· Whilst a vast majority of calls are prioritised as P6s, within this priority there are calls which need to be dealt first based on clinical priority, resulting in less clinically important calls moved to the bottom of the list.
· Call volumes are high and there is insufficient bandwidth in the team to deal with calls within SLA timeframes.
· A recent reduction in long-serving experienced team members has meant that junior members are having to wait for assistant to resolve calls which subsequently breach in a lot of cases, as these individuals have other priorities.  This is validated by data which showed that of the 33 calls resolved by a long-serving experienced member of the team, 80% (29) of calls breached and this was likely due to the individual only being available on a part-time basis due to other responsibilities.  
· Multi-step workflows for certain call scenarios causes calls to bounce in and out of local/national support teams, introducing delays.


[bookmark: _Toc64969600][bookmark: _Toc75350203]Summary & interpretation of the Data Analysis exercise
Include key findings and initial recommendations drawn from the data analysis exercise which will help to inform what Changes could possibly be taken forward to improve the situation

[bookmark: _Full_service_by][bookmark: _Toc64969601][bookmark: _Toc75350204]Change candidates for ‘Ease/Benefit’ scoring
Following all the previous analysis, you should now be in a position to discuss change candidates with the SIP team and score them using the ‘Ease/Benefit’ matrix. Ease/Benefit looks at a combination of how easy it would be to get a change over the line, both from a technical and organisational standpoint and what potential benefit to the user/organisation etc would be felt if successful

· [bookmark: _Hlk55992880]Insert Change Candidate
· Insert Change Candidate
· Insert Change Candidate

[bookmark: _Toc64969602][bookmark: _Toc75350205]Change proposals to submit to governance group for a final decision
The following recommendations for change have been approved by the SIP Team for submission to the governance group for a final decision following a review of the findings and completion of the ‘Ease/Benefit’ scoring exercise. Change candidates with both high benefit and high difficulty and high benefit and easy implementation should be considered.
Changes that would be of low benefit and are difficult to implement should be discarded.

· Insert Change proposal
· Insert Change proposal
· Insert Change proposal



[bookmark: _Toc64969603][bookmark: _Toc75350206]Approved Changes inc. baseline scores
Changes approved for implementation by the Governance group should be detailed here along with implementation start and end dates and review intervals.

•	Example approved change 1
•	Example approved change 2
•	Example approved change 3

[bookmark: _Toc64969604][bookmark: _Toc75350207]Final Conclusions and Lessons to learn from
Include details of what went well and what didn’t, how many changes were required to achieve the aim/new service level and anything else deemed relevant



[bookmark: _Toc75350208]REFERENCES
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	VERSION

	
	


[bookmark: _Toc75350209]DEFINITIONS
	TERM
	DEFINITION

	SIP
	Service Improvement Plan

	Ease/Benefit
	Difficulty level of proposed changes/benefit to the user/organisation if achieved

	Pareto Analysis
	A technique used for business decision making based on the 80/20 rule. Pareto analysis is based on the idea that 80% of a project's benefit can be achieved by doing 20% of the work or conversely 80% of problems are traced to 20% of the causes

	Baseline
	Current position/score etc prior to the implementation of any approved changes



[bookmark: _Toc75350210]ATTACHMENTS
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SIP Process Flow.vsdx
Service Improvement Process Flow
A. SIP Triggers
B. Authorisation & Drafting
F. SIP Closure
C. Initial Engagement & Planning
D. Data Analysis & Change Approval
E. Change Implementation
User


Performance Report
(Breached SLA Targets)
Request assistance from appropriate individuals by providing background & draft SIP plan

Set up planning meeting with SIP team to review and update initial draft
SIP Candidate accepted?
Update plan and include eventual aim, data samples being analysed  & 
reporting measures

Specific ITIL Process Maturity Assessment
ISO 20000 Dashboard Review
Lessons learned from Major Incident Reviews
Internal/External Audit Findings (NCs & OFIs)
Specific request from Operational Service Lead or a governance group (SMB, OSG etc)


Review SIP candidate and re-present or select another area
No
Begin plan/procedure
(Template 1)
Record outline SIP Candidate on Planner
Plan approved by SIP team?


Document conclusions  & lessons learned 
(Template 1)
Share final report with governance group(s)


Update & close SIP on Planner

Attach plan to Planner board entry
Shapes highlighted in blue denote when you need to use a template(s)
Trending of MI Causes/QIAL Actions etc highlight repeat offenders requiring further analysis
Update plan on Planner board


Extract raw data, collate & analyse 
 (Templates 2-8)
Finalise proposed changes based on the ‘Ease Benefit’ scoring exercise and agree target(s) & review interval

Engage with the SIP team to discuss the draft recommendations
Score ‘change candidates’ using the ‘Ease Benefit’ template
(Template 8)


Present proposed changes to governance group for final ‘go/no go’ decision  
(Template 9)

Change(s) approved?

There is likely to be more than one approved change and on occasions, these Changes require a large amount of planning. Depending on what the changes are will determine the process thereafter and may require inclusion in the annual Business Plan
No
Target Service Level attained?
Review new Service Level with SIP team
Implement approved Changes
Engage with the SIP team to plan the approved changes
(Template 10/11)

Yes
Consider other tests of change previously approved by the SIP sponsor/governance group


Interpret findings and draft change recommendations  (Template 1)

At each review interval, rescore the problem area and document progress
(Template 12)

Start from one of these SIP triggers (Not an exhaustive list)

No
Yes


Yes
No
Yes


Approach stakeholders with findings to gather key anecdotal evidence (Support team members, HB users etc)
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