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SAP CO2 Resource Efficiency – Tool 14: Setting targets and KPIs


SUSTAINABLE ACTION PLANNING (SAP)

CO2 Resource Efficiency Tool 14: Setting Targets and KPIs
Why?

It is important to monitor the impact of your SAP initiative for two reasons:

1. To help you decide where to target your efforts. For example, if a project is having only minimal impact, then you might decide to change tack, or focus energies on a more productive area.

2. To celebrate achievements!  This is essential – both to motivate the team, and to justify the time and resources spent on the project to those around.  You might even be able to argue for further investment in your SAP initiatives, based on the successes to date.
How?
Step 1: clarify the objective(s) of your action plan.  
These may fall under a range of headings, including: 

· Environmental benefit (e.g. reducing the carbon emissions from staff travel)

· Health benefit (e.g. promoting staff health and wellbeing through increased active travel)

· Cost benefit (e.g. reducing money spent on waste sandwiches) 

· Quality of care benefit (e.g. empowering patients to take a greater role in their own care)

Step 2: decide how progress toward these objectives could be monitored.  

These will determine your “key performance indicators” – what you will actually measure (see below).  Try to keep it simple and numerical!  Remember you will need to collect and analyse the data – and may need to repeat measurements at intervals.  Here are some examples:
· carbon emissions: estimate based on data on mileage and mode of transport from staff survey
· staff health and wellbeing: sickness absence rates
Step 3: look again for cost implications. 

Cost savings are a powerful motivator for senior management, so if these have not already been considered as one of your primary objectives, it is worth asking now: can you quantify any likely cost savings from your project?  Examples could include reduced staff mileage claims, or reductions in staff absence.

Step 4: establish a baseline.

Plan how you will establish the baseline for each of your chosen measures, and decide at what interval you will monitor for changes.

Setting your KPIs

What you want to know is ‘are our unit’s actions being effective?’   So you are choosing the measurables, and you want them relevant to your actions.  Key Performance Indicators (KPIs) – long-winded jargon for measurables - should be chosen that will provide comparable numerical data, over future years, which are easily obtained, and which will measure change due to your actions – not something else happening in the world beyond.

Choosing KPIs to go with your actions is best done in a team workshop.  This gets buy-in.  Usually a measurable to go with an action is either very obvious because the data already exists, or nothing clear or easily available comes to mind.   The table below gives some examples.

These are your internal department measurables.  You do not necessarily want to report them higher, but it is a good idea to think about how they fit into Trust strategies and the other outputs it has to measure – or may soon have to measure.  For example the current NHS Strategy for Carbon Reduction encourages all Trusts to sign up to Good Corporate Citizenship (GCC).  The matrix at TOOL 10 WHERE ARE WE can be used both as a 10 minute workshop for resource efficiency (and the Productive Series) to get fix on where you are now and what lies ahead, and also to show how your actions may tie into delivering your Trust’s GCC strategy.  It can be a good workshop to use after the first year of your initiative as you look for what to tackle next.

Measuring carbon is something of a new art.  

Measuring energy efficiency should be easier.  From 2010 many Trusts are being swept into the new cap and trade scheme called Carbon Reduction Commitments (CRC).  Effectively they have to pay in advance for the carbon they will use and are rewarded if they improve energy efficiency.  However CRC really only clocks what is already metered, fuel and electricity, and these only account for 22% of the NHS carbon footprint.   Some of your actions will show up as energy efficiency and water reductions.  Estates may help you measure progress at your unit.

We are particularly interested in ‘everything else’, supplies, pharmaceuticals, transport, processes etc.  Many ‘other’ resource efficiency actions will show up through existing data collected, bed-days, accounts for hotel services, bills from suppliers, theatre and clinic stats, waiting times, waste stats, levels of complaint, even levels of staff attendance.  

Or achievement may show up most easily as cost savings, or cost avoidances.  Time and money are the currency all departments are managed in.  If you want to try turning cost savings into carbon have a look at the ‘SAP Resource Efficiency START HERE’ guide, the last section of which discusses measuring carbon in this new way.   We underline, this is just to give you an easy way to estimate roughly what carbon reduction you are achieving, which can be good for team motivation and morale. It is not for upward reporting. 

Some Example KPIs

	Issued:
	Next review:
	Circulation:  

	Issue & background information
	Objectives/Targets
	Actions
	Target Date
	Resp
	Resource Requirements
	KPI

	THEATRES
	Environmental benefit (reducing carbon emissions from incineration)

Cost benefit (reducing money spent on clinical waste disposal)


	Remove sterile packaging into black bags instead of yellow clinical waste bags before operating list begins.


	
	
	
	Theatre block waste stats for clinical waste, black bag waste, and recycled.

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	THEATRES
	Environmental benefit (reducing carbon emissions from electricity use)

Cost benefit (reducing electricity bill)


	Shut down theatres overnight / weekend when unused rather than leave systems running 24/7


	
	
	
	Metered theatre block electricity units from stats.

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	
	

	COMMUNITY HOSPITAL


	Environmental benefit (reducing carbon emissions from electricity use)

Cost benefit (reducing electricity bill)


	Start Switch off Campaign and apply ‘switch it off stickers’ to all power switches.


	
	
	
	Stickers fitted

Monitor compliance.

	
	
	Equipment store to be fitted with light sensor
	
	
	
	Sensors fitted.

	RENAL
	Environmental benefit (reducing water consumption)

Cost benefit (money saved on mains water for toilet flushing)

Quality of care benefit (reduce delays to patient transport)


	Examine feasibility to pipe Reverse Osmosis plant waste water to flush toilets.
	
	
	
	RO waste water used.

Mains water metering

	
	
	Reduce aborted ambulance bookings.  Aim for zero.


	
	
	
	aborted journeys (and cost of)

	RENAL
	Environmental benefit (reduce carbon and other impact from food production/packaging & waste disposal)

Cost benefit (savings from procuring fewer sandwiches)


	Reduce food waste (sandwiches) from 35%


	
	
	
	% Waste sandwiches (and cost of)

	RENAL
	Environmental benefit (indirect – through improving care, avoiding mistakes and complications, supporting patients to take proactive role in future care)

Quality of care benefit (as above)


	Facilitate staff to balance peak and trough periods of patient activity by staggering patient’s treatment times.  Focus on allowing time to deliver sustainable high quality patient care.


	
	
	
	· Patient complaints.

· Staff attendance

	BIRTHING UNIT
	Environmental benefit (carbon savings and reducing depletion of natural resources in manufacture of replacements)

Cost savings (reducing money spent on replacements)


	Engrave obstetrics instruments from birthing unit to prevent loss in sterilization process. 


	
	
	
	Engraved.

Inventory of instrument losses.


Notice the example sheet here has space to include:

KPI  


what is being measured and, if necessary, with what formula

Objective

what is the underpinning goal?

Targets

what, and by when?  

Action


what is being done

Responsibility

who does the action, who does the measuring – be clear

Resources

what do they need in order to do it
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