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	STANDARD OPERATING PROCEDURE

	Title
	RIE-Running a RIE-SOP

	Purpose
	To support the planning of a rapid improvement event (RIE) to ensure the success of the event and support achieving project objectives.

	Scope
	This SOP covers the running of an RIE from day 1 of the event through to day 5 and RIE completion. 

	Instruction
	Photograph/Diagram

	1 
	Stage 1
Kick – off 

· by the Executive Sponsor (sets the tone and shows support) 

· Team introductions- Icebreaker
· Overview of Project scope and outline including measurements and review dates

Training (as necessary) on Lean tools & creating change

Tips for creating change in organisations and established practices include:

· Involving people

· Presenting the facts and supporting evidence

· Communicating effectively 

· Communicating regularly
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	2 
	Create objective list for Stage 1
This will focus the team on the key deliverables for the day.

Use flip-chart to visually display objectives to the team throughout the day.

	3 
	Agree the scope with the team- i
nclude on the list what is In and what is out of scope (may not be obvious and will stop team wandering)- Use a page of the whiteboard material to write this up for all to see/agree
Create a problem and/or target statement-with the group to ensure everyone is clear what the issue and/or objectives are- Again use magic paper and make it visible to all.
A Problem Statement is a specific, descriptive, and actionable description of a failure. The key to good problem statements is making sure they are specific enough to be actionable, but general enough so as not imply any causes or solutions. Good problem statements state the failure, location where the failure occurs & frequency of the failure.
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[image: image23.emf]      Training required to use this procedure: -        Introductory training session using UK Newborn Screening Programme training resource pack      Opportunity to observe a competent practitioner undertake the procedure of blood spot  screening       Obtaining blood spot sa mples from 5 bab ies under supervision of competent practitioner       Reading UK Newborn Screening Programme health professional handbook      Refer to the following website for up to date information and resources  www.newbornscreening - bloodspot.org.uk         Risks identified with performing  this Standard Operation  Countermeasure   1 Risk of infection if the practitioner  does not follow infection control  guidelines  To be aware of content of guidelines and be  up to  date with infection control training    2 Risk of having to repeat the blood  spot screening if insufficient blood is  obtained   To be competent  in following the blood spot  screening procedure to prevent this from happening     4 Risk  of cross infection  due to  disposal of clinical waste    To be aware of current infection control guidelines  and good practice     5 Risk   of incorrect results    Ensure that the blood spot  card is completed  properly and details are confirmed with the  parent/guardian     Blood S pot Screening          Equipment required for blood  spot screening :      Screening tests for you and  your baby booklet      Blood spot card and glassine  envelope      Non sterile protective gloves      Automated lancet device  designed for use on  newborns      Cotton wool/gauze      Spot pl aster (if required)      Sharps box      Water fro cleansing or  alcohol swab      Prepaid/addressed envelope         

Community Health Stockport Health Visiting Service provide a Universal services across Stockport 

RESPOT 

Project Format 

“This  new screening  pathway 

is much easier to follow and 

benefits the mums, babies and 

staff”Health Visitor 

The aim of the project was to look at the whole 

process of blood spot screening to make 

appropriate changes in the process to ensure 

that all babies are tested in a timely way. 

It was hoped that a measure of success of the 

project would be a reduction in the number of  

incidents reported.

The whole project was completed in 3 days.

Day 1 included: 

Introduction to the group and expectations

Introduction to LEAN –presentation

Aeroplane Game

DVD and introduction to the afternoon

Introduction to Process mapping and starting the 

process

Day 2

Continuation of the process mapping –present state 

and future state

Day 3 (1/2 day)

Used to write the action plan which included 

allocating actions (49% of actions were compete at 

this stage

Day 4 (1/2 day)

Review of Action Plan –by end of this session 92%of 

actions had been implemented

•There has been a reduction in clinical incidents 

from 58 before the project to 3 since the 

project. ( the 3 incidents were within the last 7 

months).

•It has shown a financial saving when 

comparing costs of incident reporting with cost 

of undertaking the project and it should be 

noted this would be a year on year saving.

•This project will demonstrate improvements in 

patient safety which will be excellent evidence 

for internal and external reviews.

•There has been much learning from the 

project: the group members have gained 

considerable understanding of each others 

roles. 

•New guidelines have been written to reflect 

the process which also contains a Standard 

Operating Procedure. 

Re-design of the Neonatal Blood Screening Programme 

Project outcomes 

“I was astounded to 

see how long the 

process had gone on 

for without really 

knowing what 

happens to these 

bits of paper”



	4 
	Create Process Flow Map “Current State”  and / or go to work area to obtain “as is” condition- use magic paper and post-it notes.
(hint don’t add the arrows until the map is almost complete as steps are often missed early in mapping session)
Process Flow Analysis is a detailed look at systems and procedures employed. It enables seemingly complex, multidisciplinary activities (e.g. admissions, discharge, diagnostics) to be broken down into component parts for analysis and waste identification to facilitate improvements.
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	5 
	Issues while mapping ensure to keep the list of issues which can be problems/issues or ideas for the redesign.

It is common for the number of issues to far exceed the process steps. In this case the issues are more important that the process steps (a simple process on paper can hide many issues).
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	6 
	As a Facilitator it is very important that you ‘control’ the room i.e. ensure that everyone has a voice and an opportunity to express their input in a ‘safe’ and non-judgemental environment.

Your job is to make sure everyone is heard.


	[image: image3.png]



[image: image4.png]




	7 
	Wrap-up stage 1
Review objective list for Stage 1.

Team provide feedback on what has been achieved and completed through the day and update the objective list. (if required)
Create objective list for Stage 2 (if required).

	8 
	Stage 2
Begin by re-focusing on the objective list for the day.
Find out what still needs to be done- divide the team as required.
Continue with Process Mapping activity 

	9 
	Gather all relevant data- Visit Gemba
· Analyse the activity
· Visit the workplace- follow clients/patients

· Pull notes, examine real cases, not just theoretical

· Time activities, walk the process

· Examine the work in progress at each step how many are in the system, on desks, in files still to do?

· Gather the observations together

· Plot timeline of the activity - compare observations
	[image: image5.png]



Chalk cicles - go and observe/ discover

	10 
	Wrap-up stage 2
Review the objective list, and again team to provide feedback on achievements and tasks completed during the day.

Create objective list for day 3.

	11 
	Stage 3

Marshal the issues

There are often repetitive themes in the issues and these should be grouped together under relevant headings especially if the list is very long.

It is important to have a clear understanding of the issues and these will help shape the re-design
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	12 
	Formulate a plan to eliminate the waste steps
Start taking action implementing the team’s ideas to eliminate waste. Various techniques are available, examples include:

· Root cause analysis

· 5 Whys Questioning Technique (keep asking why the problem occurs until you get the root cause and not a symptom, a level that can be controlled)

· Event Trees (based on 5 why’s technique but where there are more than 1 potential causes)

· Fishbone Diagrams (structured analytical tool to group causes)
	



	13 
	Identify the value add
In most cases it is easier to identify the few Value added steps amongst the process than trying to identify the waste.

The redesign should focus on the value added steps.
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	14 
	Identify appropriate solution

Lean tools that can be considered when identifying the solution include:

· Standard operating procedures (SOPs) – documenting and sharing best practice.  

· 6S workplace organisation - a place for everything and everything in its place.

· Visual management - implement visual controls and communication methods
	


	15 
	Developing the future state

· Imagine an ‘ideal world’, ‘clean sheet of paper’ scenario

· Involve all appropriate stakeholders – consensus will increase the chances of success

· Be innovative

· Don’t worry at this stage about potential costs, resources, timings

· Finding a solution

· Brainstorming / Blue sky thinking
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	16 
	Map the ‘future state’ using post it notes

When faced with a blank “future state” teams often struggle where to aim for. The future state should be achievable (with hard work), innovative and challenging.

TIP: Focus on what’s sustainably best for the patient/client? In reality there will be many constraints to achieve this but that is where the innovation of the group will be tested.

	17 
	Review the future state
When the future state is outlined ensure:

· The process is coherent and as comprehensive as the current state (it does not skip steps or oversimplify the process)

· Compare the future state to the problem and target statement, does it address both?
· Run through the issues one by one and ensure that they are all answered by the future state

	18 
	Wrap-up Stage 3
Review the objective list and provide feedback on achievements and tasks completed during the day.

Create objective list for day 4.

	19 
	Stage 4
Review objective list.
Compare the Future state to the issues
Gap analysis and action planning

· Create an action plan

· Must be led by Management / Project Sponsors

· Create a detailed plan to change
· Focus on costs; resources; time

· Remember to assign actions to people not to departments

· The greater the level of detail the greater the level of successful implementation

· Get agreement and support for the transition plan from management / project sponsors

Remember, this is a team effort and if it was easy then it would already have been done.
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	20 
	Prioritisation

· Create an Ease Benefit matrix of all actions/solutions identified
· Identify the quick wins that can be introduced and plan for those that need further development or involvement.

· A transition plan might involve several phases of implementation
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	21 
	Wrap-up Stage 4
Review the objective list for outstanding actions from previous Stages.
Create final objective list for Stage 5

	22 
	Stage 5 Confirm Action Plan and Report back

Final review of week long objective list.

Prepare the Event Final Report covering the following:

· Team Objectives and Deliverables

· Activities and results of the Rapid Improvement Event

A simple PowerPoint presentation is useful. Use the Team and their work to explain their findings and intended changes. Highlight the Team’s plan to complete any open action list items. Feedback on the final day usually takes the form of a rough and ready presentation showing key points that the team have uncovered and then key points of the proposed future state. It is best presented by the team members themselves!!!

To help in this process during the week it is helpful to keep a PowerPoint program open and add information in the form of sheets/data and photos as the team collects it. This makes the collation of the final session feedback much easier and quicker.

The Final Report Data should cover Process Measures showing before and after, for example:  

· Charts of Process Times; Delay Times; Hand-offs; Approvals; Decisions; Turn-backs; Number of approvals or decisions; Capacity / Demand & Activity Analysis  

· Process Flow Maps (Current & Future)

· Spaghetti Charts - Floor Plans

· Organization Charts

· 6S Evaluation (with pictures)

· Video records as applicable

To help sustain the Rapid Improvement Event a team member will be responsible for implementing any actions. 
The quick feedback on the final day can then be supplemented with a report containing all the information collated during the week. It should not be a huge task to complete the report can take the form of an extended PowerPoint as a reference document.
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	23 
	Communication

Communicate results to inform all stakeholders of the results of the RIE.

Proven tips for creating change in organisations and established practices include:

· Involving people. 

· Presenting the facts and supporting evidence

· Communicating effectively 

· Communicating regularly

Create a newsletter/brief to share with the local team and department.
	

	24 
	There is a cycle of emotion during a typical 5 day RIE
Be prepared to keep the team energised

and focussed on the task at hand
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	25 
	Implement the Plan!!!!!
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Target Statement: 


“Our target is to reduce cancelled operations to < 0.8% and to improve Trust income per theatre hour usage”. 








Problem Statement: 


“We do not know why 10% of our operations are cancelled. When we do we will empower our staff to improve the patient pathway to prevent waste and unnecessary delays and thereby reduce the losses (£1.275M) incurred by the Trust on cancelled operations”.
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