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SAP CO2 Resource Efficiency Tools – start here
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SUSTAINABLE ACTION PLANNING (SAP)

CO2 Resource Efficiency Tools – start here
This is a complete resource efficiency package.  The three steps A, B, C outlined below can each be read in about 10 minutes.  As you can see from the diagram there are then some practical tools you may wish to use with each step.  Many make good workshops. 

Sometimes called ‘lean healthcare’, we have taken the best concepts and methods from top world companies and processes like Total Quality Management, and repackaged them for NHS use.  You can expect to achieve improvements to patient experience and healthcare, a better place to work, and more efficient use of all kinds of resources – producing a lighter footprint with greater front line resilience.
Finding and achieving opportunities for CO2 reduction is best done as action learning workshops with a team from the unit.  A facilitator to lead the workshops will make best use of these tools.  It is important the team has authority and responsibility to carry through the actions it identifies.  Their motto is “we’ll do it better tomorrow, and better still the day after.”  This is a programme for long-term on-going improvement.

Just about everything we do and use in modern life involves carbon.  This is where your team really gets to grips with CO2 in the myriad ways it is used in your unit – identifying the issues, spotting the opportunities, prioritising the few big issues to act on.  Then making an action plan that will work and choosing measurables so you know what you are achieving.  It should be fun.  It should feel good to work in a department that is on top of its game.
The SAP CO2 Resource Efficiency Tools:
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	STEP A   Spotting Opportunity
	TIME:  Depends on scope and size of unit.  Including collection of data necessary for prioritising - estimated time 2 – 8 hours

	AIM:  To identify all the opportunities for CO2 resource efficiency.

	Feedback from pioneers
This is the fun bit.  Rather like a good brainstorm (which can be a useful technique at this stage) you should aim to get many ideas, which can be sorted later.

The first trick is to get out of your normal mode of thinking.  We want to see the NHS in terms of its impact on the planet, particularly its carbon.  To see it with new eyes it may help literally to invite in new eyes:  someone from another department perhaps.  Think about the life cycle of what you use.  Very expensive items are likely to have a big carbon footprint in manufacture – like pharmaceuticals.  Inefficient items will have a big carbon footprint in use, like Grandma’s old washing machine.  Disposal can also be carbon intensive.

We are not just looking for carbon that goes up the chimney, or heat out of the window, or getting the right waste into the right bags, important though that is.  Any inefficient use of any resource and any impact on the world’s environment is fair game at this stage – unnecessary journeys, half the windows open in mid winter to let the heat out, single-use disposables, unnecessary damage, DNAs, consultant outreach clinics – everything.  Put on these new ultra-violet specs and view your unit as a carbon waste creation machine.



	INSTRUCTIONS:  Have a look at the tools 1 to 6, printing them off as you need. 

TOOL 1 - euphemisms for carbon waste – a good introductory workshop - how many special NHS words can the team add?  Give them a prize, say a box of Ferrero Rocher chocolates, or a choice piece of medical kit.  Ask them to take it to bits and discuss the packaging and recommend how it can be reduced.

TOOL 2 - inputs and outputs – workshop - start seeing the machine for what it is.
TOOL 3 - Lean questionnaire – pre-workshop to get ideas from all staff in the unit

TOOL 4 – Developing a process flow - identify points where waste is created and resources are badly used.

TOOL 5 – Opportunity spotting – thinking out of the box and beyond.

TOOL 6 – Collecting data – some ways to write it down

TOOL 7 – Excel spreadsheet, an alternative way to manage all data in one place



	TIP:  spotting opportunities is a great team event
TIP:  Be brave – question why your department exists, question your process in detail, eyeball the wastes – of time and materials as well as energy.  Look in the skip, look under the maintenance workbench, look in the store and on top of the locker, ask the dumb questions, go walkabout.



	REALITY CHECK:  If you are not seeing CO2 resource efficiency issues everywhere you are not in the right frame of mind.  Perhaps you are allowing all the old excuses to blind you.  Get everybody’s ideas down on paper.  You can put a line through them later.




	STEP B  Prioritising

	TIME:    1-2 hours

	AIM:  To focus effort on a small number of important issues. 



	Feedback from pioneers
By this stage you may have identified dozens of CO2 resource efficiency issues.  It is a case of prioritise or drown.

Sometimes you need a formal listing of issues combined with a scoring matrix to convince colleagues and management that you have arrived at your conclusions by rigorous analysis.  This might apply to a hospital Trust which is subject to external verification, but for single unit a simpler way is suggested.

A team workshop is a good way to get ‘buy-in’ and ensures impartiality in scoring.



	INSTRUCTIONS:    Two methods are suggested below.  

The Simple Way:  Use Tool 8, Initial Options Identification.  Firstly spend a little time expanding your list of issues (from Tool 6 Collecting Data, if you used it) into possible actions for each issue.  Group and list these in the left hand column of Tool 8.  The really-really simple way is just to put a highlighter through the top two or three which the group agrees are most important.

Or the more rigorous approach: go a little further and score each issue for importance and ease of implementation.  Multiply one by the other. This picks up on the reality that identifying which issues are important is one thing, while which ones you can do anything about may be quite another.  Also that you are unlikely to be comparing like with like, more like apples and aardvarks.  One proposed action may improve patient care, while another could be good for the environment, and another will save money.

Once you have done this numerical ranking highlight the top two ranked issues in red.  Highlight two or three not so serious issues in yellow.  Leave everything else blank because they are not of concern at the moment.  Now you can move on to devise an action plan for the red issues.  When you have fixed those you may return to look at the yellow issues.  This is simple, quick, and it works - making use of the fuzzy logic human brains are so good at.  It is easy to do the ranking up on screen if you wish.



	TIP:   We want a system that gives a few key issues for immediate action, and possibly more ‘for later’. 

TIP:  Don’t get too sophisticated – use your intuition.


	REALITY CHECK:  Have you got the clout to make this happen?  Do you need to get management support?  If so, you now have some backup material to use with Tool 16.



	STEP C   Effective Action
	TIME:  Up to two days, and then two days per year.  Why – because that’s probably all the time you can squeeze.

	AIM:  Organise ideas into an Action Plan so that you can apply the ‘Plan, Do, Check, Act’ cycle – to turn them into reality.



	Feedback from pioneers
Pious hopes will not win management support.  A strong action plan needs to apply ‘Measure to Manage’ principles.  How will you measure success – in the jargon, what will be your ‘Key Performance Indicators’?

Selecting a good KPI is essential.  A good KPI is one that actually measures improvement in the issue due to the action taken (not due to some other action) with numbers that can be obtained with little inconvenience or cost, and which will be available year after year.



	INSTRUCTIONS:  Look at Tool 14 ‘Action Plan and Setting KPIs’ and the Tool 15 ‘Action Plan blank’ which gives you one of many formats to try.  

1. Take the short list of issues you prioritised at Step B.  Generate an Action Plan against each of them.  Here are some spanners and can-openers to use in workshops in case of need: 

· Tool 11 ‘From Cause to Effect’ may help you get to the roots of a problem. VERY important.

· Tool 12 ‘5S’ & Tool 9 ‘5-Why’s - reorganising your process, and make sure you are fixing the right problem.

· Tool 13 ‘Incentives that Work’ may help you get the traction needed for effective action. 

· Tool 14 ‘Action Plan and Setting KPIs’ may help to organise your thoughts about KPIs and targets.

· Tools 16 and 19 are designed to help you when someone decides to dig a trench and defend it to the last to prevent your planned action.

· Tool 17 ‘Sustainable Ethics’ helps you to examine the ethics behind your proposed actions.

· Tool 18, Mistake Proofing, may help you achieve 100% ‘right first time’. 

2. Set a KPI for each action – what you will measure.

3. ‘Measure to Manage’ means that for each action point you need to set ‘SMART’ targets (Specific, Measurable, Achievable, Realistic, and Timed).

4. Each action point should identify the resources required – time and money.

5. When actions are accepted by management they should be reviewed at, say, quarterly intervals.  To maintain momentum get your initiative onto the regular unit’s management agenda.  Make sure the cycle of plan, do, check, act is maintained, moving on to tackle the issues you put aside for later, reviewing new issues, setting new targets.  Lavish praise.  Use publicity.  Continuous improvement should make everybody feel good.  

6. Finally – how will you keep up with the science of climate change and its effects on health care, and other threats?  Plan a little time for exercising your antennae.  A team that is on top of this game will be resilient in the face of our many future uncertainties.

 

	TIP:  actions should be measured against targets which should have numerical KPIs whenever possible.

	REALITY CHECK:  Quick fixes are easy enough to come up with, but this toolkit is all about knowing if they add up to anything useful.  If the actions, targets and KPIs are sound it should be obvious to everybody that it is worth doing.  Still need top management support?  Have another look at Tool 16.




	BEYOND THE 3 STEPS Integrated Management
	TIME: Most managers in industry as well as the NHS find about two days per year is realistically all they can commit to.  So that’s probably what you’ve got to work with too.

	AIMS:  

1. To make the culture of on-going improvement “we’ll do it better tomorrow, and better still the day after” an integral part of the way we provide healthcare.
2. To make care for the environment and its resources part of our normal management so that everything we do passes the sustainability filter.
3. To reinforce team spirit so that it will be resilient in the face of climate change and other risks.



	Feedback from pioneers
1. It is all too easy to let day-to-day pressures overtake and overwhelm your project.  So you need to organise to prevent that.
2. The minimum is to get your team’s actions onto the unit’s management agenda and keep them there for regular review.
3. Often it is only when an outside facilitator or manager is booked to see you on Tuesday afternoon that you get around to taking the actions you promised.  So welcome that ‘outsider’ motivation and keep the date in your diary.
4. The team can be changed.  Something that works in industry is for the team that completes an action to choose the next improvement action and the team which will tackle it.  
5. Tackle one main action at a time and see it through.  If it makes a saving try to get that saving put aside to finance your next action.
6. Fully integrated management may be a pipe dream, but some NHS initiatives run parallel.  So for example if you already have a Productive Ward team it makes sense to add CO2 resource efficiency and sustainability to that team’s programme.  The Productive Series is based on exactly the same ‘lean’ thinking and uses the same tools.  It is just the focus on saving time that is slightly different. 
7. Motivation and message is everything.  Be positive, embrace the positive aspects of this programme and publicise them:  better patient experience, a better place to work, a lighter carbon footprint.  



	Measuring your carbon-saving achievements

Your team will want to know what they have achieved.  It is especially motivating if you can show them in carbon savings.  Energy use is metered, so energy efficiency should be easy to measure and convert into carbon.  Estates will probably do that, though not necessarily at unit level.  More difficult are all the other savings you may make – “Scope 3” in the jargon.  

For internal team use only:  If you can work out a reliable cost saving you can convert it to a CO2 equivalent.  From Defra’s website you can download “2009 Guidelines to Defra / DECC Conversion Factors for Company Reporting”.  Go for the Excel version.  Annex 13 is a spreadsheet.  Here you can enter your saving in the relevant ‘product’ heading and it does the conversion to CO2eq for you, and totals them. 
Keep in mind this is very much ‘work in progress’ for everybody in this new field.  The Annex 13 results are based on a life cycle analysis for hundreds of ‘products’.  Their use in the NHS in this context is not accepted or standardised.  If you put the right saving in the right box the result is probably within 20%.  No doubt in years to come we will get better way of accounting for carbon in everything we do and use.  Meanwhile this gives you and your team a simple easy way to estimate what you have contributed.





INTEGRATE INTO NORMAL MANAGEMENT OF THE UNIT


CYCLE OF ON-GOING IMPROVEMENT 


“We’ll do it better tomorrow, and better still the day after”








� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 9_The 5 Whys.doc" ��TOOL 9  - 5-whys �


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 10_Where Are We Going.doc" ��TOOL 10 – where are we going�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 11_From Cause To Effect.doc" ��TOOL 11 - from cause to effect�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 12_5-S.doc" ��TOOL 12 - 5S’s�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 13_Change Management.doc" ��TOOL 13 - incentives that work�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 14_Setting KPIs.doc" ��TOOL 14 - action plan & setting KPIs�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 15_Action Plan Blank.doc" ��TOOL 15 - example Action Plan & blank�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 16_Management Commitment.doc" ��TOOL 16 - management commitment�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 17_Sustainable Ethics.doc" ��TOOL 17 - sustainable ethics�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 18_Mistake Proofing.doc" ��TOOL 18 – mistake proofing�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 19_Engaging People.doc" ��TOOL 19 – engaging people�





� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 8_Simple Prioritising.doc" ��TOOL 8 - initial options & simple prioritising� 











STEP B


PRIORITISING








STEP C


EFFECTIVE ACTION








STEP A


SPOTTING


OPPORTUNITY








� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 1_Euphemisms.doc" ��TOOL 1 - euphemisms for carbon waste�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 2_Inputs Outputs.doc" ��TOOL 2 - inputs and outputs�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 3_Lean Questions.doc" ��TOOL 3 - lean questionnaire�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 4_Process Flow_1.doc" ��TOOL 4 - developing a process flow�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 5_Opportunity Spotting.doc" ��TOOL 5 - opportunity spotting�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 6_Collecting Data.doc" ��TOOL 6 - collecting data�


� HYPERLINK "http://sap.greenerhealthcare.org/sites/default/files/SAP Resource Efficiency Tool 7_Spreadsheet.xls" ��TOOL 7 – Excel spreadsheet for data�
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