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SAP CO2 Resource Efficiency – Tool 16: Getting Management commitment


SUSTAINABLE ACTION PLANNING (SAP)

CO2 Resource Efficiency Tool 16: Getting Management Commitment

	
	Time  2 – 8 hours

	Average saving in large organisations:

£1,000 per  employee per year


	Comment from Trust Director: “I don’t believe you can make savings like that here!”

Well we did.  In his hospital.

	AIM:  To obtain full top management commitment to using all resources as efficiently as possible.

          Use this guide to get top management commitment to your whole programme, or for specific actions

          you have identified and need their to support to push through.


	Feedback from pioneers
You may have to convince your manager it is worthwhile giving you the time and space to do CO2 resource efficiency.  Everybody has found it is hard work making a good case if top management is to give more than lip service.  Putting together a good case is vital, so resist skipping this step.  



	Instructions
1. See ‘Time Estimator’ and ‘Management commitment and resources’ section below,

2. Find a way to book time.  You can’t do this initiative last thing on a Friday.

3. Start creating your project proposal:  identify the benefits to the NHS and to your department; how long it will take; what resources you will need; who you propose to involve.

4. Every organisation has its own unique reasons for doing things.  We believe CO2 reduction and resource efficiency in the NHS will lead to better patient care, and be more sustainable by reducing NHS demand on the natural world.  It will also save money, something all Boards like to hear.



	So what are we talking about?
Of course the efficient use of energy, heat, light, gas, water etc.  It could also be the mountains of packaging and disposables the NHS is wedded to.  It could be getting the lemonade bottles and Daily Excesses out of the expensive clinical waste system and into recycling where they belong.  Or it could be more subtle; the operation that has to be repeated; the time wasted by patients not arriving; the fact that in one operating theatre all waste is regarded as clinical waste, while in another theatre system only specified waste is clinical.  Or perhaps it is damage to the wraps for sterile operating trays caused by poor shelving, or aborted ambulance journeys..



	Pulling the right levers
In industry resource efficiency is always driven by savings and profits.  In the NHS we can look at things more calmly.  You may need to word your attempt to get top management commitment in terms of cost savings, and you can reliably expect £1,000 per year per employee based on NHS and industry’s experience.

Commitment from your colleagues may require a different approach.  They will be interested in improving their department’s work, in better patient care, in better working conditions, in making a better world for the kids.  You may need to be diplomatic with the arguments you use to gain commitment at the different levels.




MANAGEMENT COMMITMENT AND RESOURCE 
 
	WHY ARE WE DOING CO2 RESOURCE EFFICIENCY?  Some arguments in favour.


	YOUR COMMENTS

	COST BENEFIT – resource efficiency can provide cost benefits
	

	Resource efficiency (RE) thinking helps to focus on the process steps in an organisation’s activities and asks questions about the work practices, raw material and energy inputs, as well as the resultant waste outputs and impacts on the wider world, such as climate change.


	

	The RE approach provides new perspectives on the real costs of doing things and encourages innovative thinking about how to do things better.


	

	Savings of 10% on energy, water and raw materials bills are commonplace, savings of 20% are not unusual, while huge savings are also available from the reduction of waste.  (See www.envirowise.gov.uk) and Carbon Trust http://www.carbontrust.co.uk/default.ct )


	

	RE thinking should include the use of the whole resource – the whole hospital, the whole theatre, ward, intensive care unit, or clinic – not just visible waste.  It should also look ‘up the pipe’ asking why have we got sick people, or 15% blood samples going missing?


	

	INNOVATION – resource efficiency encourages innovation
	

	Thinking about the future and the resource implications can lead to innovative thinking about how the organisation achieves its goals.  For example the promotion of healthy living in the community rather than caring for the sick.


	

	LEAN BUT NOT MEAN – fits sustainability
	

	It requires us to challenge the use of energy and resources


	

	It constantly asks: “how can this be done more efficiently?”  “How can it be done better?”


	

	It requires management thinking that begins by targeting reduction and reuse of resources but ultimately aims to eliminate their use


	

	It can be done and is happening all around us.  Paper making today uses less than 1% of the water it needed 100 years ago.  The internal combustion engine is four times more fuel efficient than 100 years ago.  Freiburg Hospital in Germany creates a tiny fraction of the clinical waste of an equivalent hospital in the UK (Audit Commission).


	


	KEY STAKEHOLDERS – sustainability is an issue for Government, media and public
	

	Sustainability is written into government thinking – although very often as a platitude rather than a real aspiration.  


	

	The public increasingly expect to see recycling and are conscious of the unsustainability of resource use in our society.


	

	Government, local authorities, and regulators welcome action on resource efficiency and look favourably on organisations which have an action plan to deal with it.


	

	Nobody wants to work for a badly managed organisation that is wrecking the planet.


	

	With its huge and positive public interface the NHS is in a powerful position to lead society by example and raise awareness of how we can all be more efficient in the use of resources.  The NHS sees 1 million patients every 36 hours.


	

	Climate Change will impact health care in new ways such as changed disease vectors, increased trauma caused by flooding, wild weather, more sunlight and skin cancers, increased food poisoning etc.  Planning to cope with these changes – resilience – will save unexpected costs and breakdown later and underpin a more resilient UK society.


	

	ETHICAL MANAGEMENT – moral and ethical values are important
	

	Organisations are not just driven by market forces.  The NHS attitude to climate change and other resource efficiency issues has to support the long term health and well being of the nation.  


	

	INTEGRATED MANAGEMENT – an integrated and holistic vision
	

	In the last century management thinking moved increasingly to concepts where departments were seen as interdependent requiring the same management philosophy.


	

	Resource efficiency takes this one stage further.  We are now looking at how the organisation fits in with the whole supply chain from ‘cradle to grave’ and takes account of the global context.


	

	RISK REDUCTION – seeing the big picture helps manage risk
	

	Raw materials may become unavailable.  PVC for example is targeted by many environmental groups.  In the last few years ‘energy security’ and ‘peak oil’ have become prominent in political and industrial thinking.  Demographic change driven by climate linked migration is a real possibility and already a political issue in European Mediterranean countries.  
	

	Comfortable assumptions are challenged and can lead to a suitable risk management strategy.  The power of pressure groups was illustrated by Shell’s attempt to scrap ‘Brent Spar’ as a redundant resource.  Greenpeace may have used poor science, but delivered a marketing knockout.


	

	In 2005 utilities bills doubled for many NHS trusts.  In 2006 Russia held Ukraine to ransom over its gas supplies.  Strategic security of energy supply looks increasingly uncertain.


	

	Estimates of the impact of climate change for the UK can now be factored into management decisions (UK Climate Impacts Programme www.ukcip.org.uk ).    Health Warning – all climate change forecasts are fraught with uncertainty.  This is much more difficult than predicting the weather, and we all know predicting even next week’s weather is challenge enough for the Met Office.


	


For a refreshing summary of best practice in change management and resource efficiency see SAP Resource Efficiency Tool 13: Change Management
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