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	STANDARD OPERATING PROCEDURE

	Title
	RIE-Preparation-SOP

	Purpose
	Preparation for the event is the most important element of the activity and will determine the potential level of success.

	Scope
	This documents supporting the preparation of a rapid improvement event (RIE) from defining the problem through to planning the actions required one week prior to the event.

	Instruction
	Photograph/Diagram

	1. 
	Define the area for Improvement

· Define the problem / opportunity in writing

· Resolve ambiguity

· Involve all appropriate stakeholders

· Agree a common understanding and the issue that needs to be resolved

· Use a Problem Statement 
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	2. 
	Project Diagnostic

Complete a project diagnostic to assist in defining the problem. (Refer to Project diagnostic template.)
The project diagnostic must contain key performance indicators (KPI’s). 
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Define The Problem

Who?
What?
When?
Where?
Why?
How?

Ensure the team agrees on what the
perceived problem is.
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	3. 
	KPIs should be:

· simple, clear and easy to understand 

· numeric and tangible

· encourage behaviours that have a positive effect on the organisation. 

· owned by those that influence their outcome

· something to be proud of that focuses the team on a common goal
	KPIs should not be:

· tough to compile taking valuable resources away from other activities

· used as a weapon for political ends or a tool to analyse staff

· confusing or ambiguous

· cause people to find “a way around” to make the number look good.


	

	4. 
	Creating a Benefits Profile 

Ensure all the foundations for benefits realisation are in place by identifying and recording the following:

· Desired benefits

· Stakeholders that will be affected by each identified benefit.

· Outcomes and enablers required for each benefit to be realised. 

· Determine how you will measure whether a particular benefit has been realised. Ideally, take a baseline measure before the project starts, and use this as a benchmark to determine realisation of the anticipated benefit. 

· Allocate responsibility for delivery of these benefits 

· Prioritise the benefits so that the most important always has the most focus. This ensures that the project makes the greatest impact.

· Dates for expected delivery of the benefits.
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21 Project Benefits

The project plan, as part of this document, is aimed at ensuring the successful delivery of
these benefits.

Benefits Profile

Benefit Description Measures/Indicator | Measures/Indicator
Current State Future State

2.2 Key Aims

The overall aims of the project are to ....
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	5. 
	Updating/reviewing a benefits realisation plan

· Having recorded the benefits realisation plan, you should aim to revisit the plan at agreed review points throughout the project and once the project has been completed. This can help you decide whether the changes made as a result of the project are still delivering the original desired benefits. If this is not the case, you need to consider corrective action.

· If the original desired benefits are no longer being achieved, it could be that the project has stalled and lost momentum. 

· To realise the full benefits in your plan, you may have to market and sell the change project to key individuals to ensure proper buy-in. The benefits will only be realised if all parties are on board and pulling in the same direction.

	6. 
	Select the Improvement Team 

It is important to select a balanced and complementary team. 
To do this:
· Identify the skills required

· Identify possible candidates

· Consider how that team might work together

· Finalise the team

· Enrol the team

The team needs to include all departments/ specialities involved. It should ideally be made up of;

· 1/3 Experts - people who work in the process every day

· 1/3 Familiars - people who work near the process.

· 1/3 Strangers - people who do not know the process at all. These people will bring fresh ideas and help eliminate assumptions.

Having the right team members is critical for a successful outcome. Respected Senior Clinical members make ideal Champions / Leaders and usually ensure successful events. 
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	7. 
	Plan the event

Identify stakeholders and communicate the event. The communicate again, then again!

	8. 
	Plan the event 

Establish a supportive culture from the outset using the following guidelines:

· Problems are recognised as opportunities

· It’s okay to make legitimate mistakes

· Problems are exposed because of increased trust

· People are not problems - they are problem solvers
· Emphasis is placed on finding solutions instead of “who did it”

	9. 
	For details on How to Run a Rapid Improvement Event please refer to ‘SOP_RIE – running a RIE’
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Preparation for a Rapid Improvement Event














Planning actions 8 week prior to the event








Planning actions 1 week prior to the event








Finalise the event scope, goals, and boundaries 


Contact Facilities and Services if movement of equipment or furniture might be needed


Ensure that IT / HR / Finance resources are either part of the Team or are available to support the event


Confirm attendance of Team Members and management participants


Meet with people from the affected area, who will not be on the Team to tell them about the RIE


Hold a pre-event meeting or conference call with the Team members, process owner, and management to review the team goals and ensure that all of the people needed to implement a process change are on the Team


Determine the break and lunch arrangements for the work period


Review any concerns with site management to assist in dealing with roadblocks and obtaining agreement 


Write the detailed event agenda 


Gather Materials





Tea bags, Toilets & Trivia - Do not forget to prepare:


Refreshments


Lunch


Comfort Breaks


Any specific requests from the team (access / directions etc)


Arrange for event generated rubbish / confidential material removal


Planning actions 1 day prior to the event:


Meet with the Champion and Deputy to talk about roles, responsibilities, and goals


Ensure that all required actions have been performed


Distribute the event agenda to team members


Confirm the attendance of all participants


Set up the tables in U-shape pattern if possible


Place the workbooks and tent cards for each Team member


Place all existing data and information in the workroom


Ensure that the projectors are available (with a spare bulb)


Ensure that the cameras, TV, & VCR are in good working order


Tape down any extension cords in the walk areas


Ensure that the flip charts and pens are in the room








Identify the Process Owner


Choose the project


Complete the diagnostic (and Terms of Reference where relevant)


Submit the diagnostic and Terms of Reference to your Lean Implementation Team for comment / support


Walk the Area that is affected 


Determine any training requirements


Take photographs and video if possible


Reserve an adequate room for the event


Invite off-site resources if required


Contact the Team Members and get RIE event commitment from their management


Identify the RIE Champion and Deputy


Set specific / measurable objectives


Identify and gather the needed documentation: work instructions & standards; relevant company policies; floor plans; baseline data


Notify Managers and Leaders of report out times 
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