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Special Measures & Turnaround in the Public Sector




PMOs are critical to getting out of Special
Measures. They introduce best practice tools
and processes and provide a high-level
perspective that ultimately helps align change

to the organisation’s strategy. N
PDP




Disclaimer: As the Special Measures guidance is detailed and
complex, only a high-level view will be given
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Making the health sector sality. Delivery. Sustainability

work for patients

A guide to
special
measures
Updated

February 2015

www.monitor.gov.uk

Special measures apply to NHS trusts and foundation
trusts that have serious failures in quality of care and
where there are concerns that existing management
cannot make the necessary improvements without
support. Special measures consist of a set of specific
interventions designed to improve the quality of care
within a reasonable time.

1.Why trusts are placed in special measures

2.What will happen when NHS TDA and Monitor place a
trust in special measures

3.What will happen to trusts in special measures

4.Removing trusts from special measures
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Regulators in the Public sector have an important role inspecting and
ensuring public sector bodies are safe and compliant in fulfilling their
duties to the public
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The Care Quality Commission is an executive His Majesty's Inspectorate of Constabulary

non-departmental public body of the and Fire & Rescue Services (HMICFRS),
Department of Health and Social Care of the has statutory responsibility for the

United Kingdom. It was established in 2009 inspection of the police forces of England
to regulate and inspect health and social and Wales, and since July 2017 the fire and
care providers in England. rescue services of England.
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There are certain key factors, that provide the context of Special
Measures and Turnaround and the role of a PMO

® Turnaround is not limited to the Public sector.

Q In the Public Sector, the relevant regulator conducts inspections. If significant
concerns are found, the organisation may be placed into Special Measures.

Some of the examples happened over 10 years ago, since then there have been
some changes to the process. Each organisation’s journey is different.

The reasons for why the organisations were placed into Special Measures were
reported in the media at the time and will not be covered.

9 The focus is on how the PMO operated to help the organisation move out of
Special Measures and what lessons were learned
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The process for Regulators to conduct inspections is an evidence-based
process, against agreed areas

Simplified process for CQC inspecting hospitals, based on experience from 2 hospitals, 1 CCG
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N.B. Recently NHS England has a new ‘special measures’ regime. Transparency is key, all ratings are displayed at a hospital and can be accessed on the www.cgc.org.uk

Further reading: https://www.gov.uk/government/publications/special-measures-a-guide-for-nhs-trusts-and-foundation-trusts



http://www.cqc.org.uk/
https://www.gov.uk/government/publications/special-measures-a-guide-for-nhs-trusts-and-foundation-trusts

Manage the )
Pipeline Less fire fighting,

more looking for smoke

Tailored
methadology @gﬁfé"f ouse

Mindful of the ]
Psychological
technology @ Safely
[ ¥ |
LESSONS
LEARNED
Skills +
Career paths Use
fechnology
Forward Work with
anni 0T Wl
o na staff
Different Adoplion
rates

Sustainable

Lessons
learned




The 15 journey out of Special Measures involved three stages

1 SUSTAIN

/

DEVELOP

1. Follow on CQC inspections 1. Change projects split between Quality &
2. Assessment tool expanded to all Outcomes SUSTAIN Cost Improvement Plan (CIPs) projects

3.Tailored assessment tool & Reporting Dashboard 2. Regular CQC Inspections
4. Master change projects list 3. Single Portfolio view
5.Stop the Line introduced 4. Portfolio documents introduced

6. Project workbooks 5. Moved out of Special Measures
7.Revised QIA tool

8. Captured Issues / frustrations, led to
improvements

STABILISE

Changes to Top team

Turnaround team installed by NHS England
Action plan developed for areas of concern
Governance structure + reports + processes
Internal independent assessment tool created
PMO assigned to areas of concern
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The actions taken can be grouped into five areas

FLOW OF
REPORTING
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A workbook was created for each project, capturing all information
needed to run a project
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All the project information was organised and mapped from the
individual low-level data into consolidated information

Portfolio
Dashboard

*

Programme Programme
Highlight Dashboard

reports x4 l x4

a &~ PYRAMID
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Project workbook |, Project summary

(per project) report
f // (per project)
= =

Project plan  Change log Issue log Risk log

S

(per project) (per project) (per project) (per project) ‘



To ensure the project information was presented at the correct level
& to make informed decisions, the flow of meetings were mapped

“TRUST BOARD'

FLOW OF
REPORTING

*Project Trust
Dashboard

Executive reports
+Escalated Projects

 «Weekly monitoring
*Weekly RAG meetings
+Red Action meetings

+Day to day monitoring
*Project meetings
*Project documentation

Project team




To reduce time spent on documentation, freeing up time for delivery,
improvements were made to automate where possible
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The PMO developed a wide range of templates, Frequency Asked
Questions (FAQs), which were brought together in one place

CIP's | Care Delivery ' Information & Performance " Re-Org ' InCa ' PET | Admin Hubs

— Welcome to the Programme Management Office (PMO) intranet pages. You will find resources to assist you in managing and monitoring your programmes and
projects, keep you updated on programmes, answers to frequently asked questions, useful documents, who the PMO are and more...
PMO H
Howdol
e T Find out about what programmes/projects the Trust is T T
H " o o o

S undertakin S o T Tt i 5
About 12 34 5 6 7
Programmes and Projects & 910111213 14
Inca i [ worh l:niiabnrahun Dusiness <,y 15 16 17/18/19 20 21

sk resuu BS stratégic s 22 23 24/26/26 27 28
Redeployment Skills == Uf}.am“”). . 29 30 31
S apr SIJ({ESEfII|
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End of project report template:

Governance Structure

Guide to Programme Gevernance
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Frequently Asked Questions About the PMO
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Answers to Frequently Asked Questions (FAQS Find out about the Programme Management Office (PMO)
wiho we are an

FID Template

PIO Glossary v2

PMQ process map for project close dow

FIQ process map for QlA
FIO Froject workbook template

Programme documents and SharePoint
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During the space of 12 months,
there were four main Lessons
learned

Less fire fighting,
more looking for smoke

L

LESSONS
LEARNED

Capture data
once & reuse

Use technology

PDP

Psychological Safety



The 2"9 journey out of Special Measures still had 3 stages, but over a -
longer time. There were some similarities and some differences

7 SUSTAIN

1. Divisional workshops for Cost
DEVELOP /}’é SUSTAIN P
Improvement Plan (CIPs)
2.Deemed by CQC and Monitor to be
3. Consolidated multiple Improvement plans 7 4 out ofISpeCIaI Measures several
4.Interactive Programme Dashboards Eﬂ DEVELOP years later

6.Scoping document introduced
7.Additional projects initiated using introduced
project methodology

STABILISE

3. Improvement plan developed
4. Partnered with Buddy Hospital
5. Retrospective review into area of concern
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In addition to the previous four FLOW OF
. REPORTING
actions, there were three more

PYRAMID @
REPORTING

PROJECT PMO HOME
worsaos ®

WORKING
GROUP &
HORIZON

PLANNING (0,

CONSOLIDATION OF
PLANS PDP

TOOLS &
PROCESSES

SCOPING
DOCUMENT




Working group Purpose

A forum for the projects allowing:

= Support for projects which are struggling
= Tracking key milestones & Critical path

= Holding project managers to account

= Sign off new schemes

= Sign off Requests for Change

= Consider Independencies

Meeting to discuss a Portfolio
view, helped plan & prepare

instead of silo working

) A,

\uture plans & commitments

/)
Current All live projects in the Trust
Medium wmects due to launch soon
Long
Strategic

\Vision




Consolidation of multiple plans into
1 plan, streamlined reporting &
removed duplication of effort

® O

CONSOLIDATION
OF PLANS

v Impact analysis

v" Remove duplication '— Bi'monthly Monthly
v" Prioritisation ﬁ@ o
v Ownership | = q-
v Peer review sign off i |




New CIP scheme for approval

Name of scheme:

Scheme description

t is the - Pay (+ve) yes £0 £0 = +
&

Mon-Pay (+ve) £0 £0 =

Income (-ve) £0 £0 e

. - e TOTALS £0 £0 £
E
: ; izz| sk

Estimated Implementation date: oo

Oct-15 5 =

]

33

o

Impact on workforce? i

t YES/NO NO Essy  Moderate  Hard
Increase/ Decrease MO CHANGE

Quality Impact Assessment

Describe impact on workforce
staff type

Fatient Safety

Clinical Dutcomes

Band

Patient pathways

WTE

Ptient Experience

Accessibility

Risks Staff
Equality
Negative H
3 3 3 -3 3 3
T = 3 a3 =g
2 F 2238 & 3
2 4 253 2 o
§13°5:3
=z % Tz %
] ]
[ [

Summary of anticipated financial benefits

summary of anticipated (quality) service benefits

Steps to implement
Steps

Enablers

Resources/support required
(Additional rescurce/backfill fproject management, capital required in order to achieve
delivery

Key interdependencies:
Which other projects, activities will affect delivery?

SCOPING
DOCUMENT

DIVISIONAL APPROVAL YES/NO Name

Date approved

Signed-off by Division ADO

Date submitted for approval at CIPDG:

Signed-off by Division ADN

Summary of Outcome

Signed-off by Division DD

Signed-off by Division FM

To help manage the pipeline, a
scoping document (mandate)
captured essential information



The Initial four lessons grew to...

Less fire fighting,
more looking for smoke

L

LESSONS
LEARNED

Capture data
once & reuse

Use technology

PDP

Psychological Safety



... a total of eight lessons learned

Less fire fighting,
more looking for smoke

Forward
planning

Different Adoption u Capture data
rates ﬂ once & reuse
(]

LESSONS
LEARNED

Psychological
Safety

Sustainable

Use
technology

Work with
staff

PDP



The 3 journey out of Special Measures, which related to a Police
service, still had 3 stages. There were some similarities and some

differences

DEVELOP
/}’é SUSTAIN SUSTAIN
2.Reset Governance structure + reports + 1. Multi year Change plan developed
7 2.Deemed by regulator to be out of

processes + lifecycle > _
3.Rebuilt PMO team H DEVELOP Special Measures a few years later

4.PMO Intranet Home launched
5.Introduced a MDT to assess new initiatives

STABILISE




-_— Multiple vacancies
The PMO Team

Working in silos, morale low

Unclear of career progression



A card-based tool was used to reset and reshape the PMO team. This
was an interactive exercise involving all team members

YES MAYBE NO
= o B
2 o s
ol os @S
: o 8
2 @
ﬂﬂ
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The PMO '-I'-eam =

Multiple vacancies

Working in silos, morale low

Unclear of career progression



Limited to Strategic projects

Change Portfolio

i Inconsistent reporting

Inconsistent methodology

Poor documentation management,
%= excessive amount of documents

W Ddrect Traffic
2,007 .00 (40 40}

= Sedarch Engires.

2.810 00 {38 D4%)

= Rafering Shes
1,6 00 (71 4T%)

No centralised project list

Anfarmation-privacy

Neformabon-privacy -guscdelines.

Mandates first come 15t served




Understanding the flow of how all the reports fit together was valuable

Meetings

Documentation

Purpose

Project Boards

—| Project Highlight
—| reports

& RAID logs

oooo

Meet with Project team to discuss
project progress according to
plan, discuss and mitigate any
Issues and Risks

Output:
Project Highlight report
Any escalations, i.e. RfC

l
|

Generate Programme narrative from

Project Highlight reports

—+

Programme Boards

Programme
Narrative

2—| Programme
Highlight report

8 —| Project Highlight

o reports
= Business Cases (BC)
Rfc/ and Requests for

Change (RfC)

£ Programme
Finances

@ Programme Benefits
& KPIs

Meet with Projects team to
discuss project progress according
to programme plan, discuss any
programme Issues, Risks, Finances
and progression towards Benefits

Output:

Programme Highlight report
Agreed escalations
Endorsement of RfC

.
\

Generate Portfolio narrative from

Programme Highlight reports

g0
O-0
Pre-brief with
Senior Managers

Portfolio Narrative
(First Draft)

8—| Programme Highlight
reports x 7

Business Cases (BC)
RfC and Requests for
Change (RfC)

Meet with Senior managers to
discuss progress against the
Portfolio, resolving/agreeing any
escalations and RfCs

Output:

Portfolio Narrative
Agreed escalations
Endorsement of RfC

.

Generate Portfolio Dashboards, from

Programme updates

i

Portfolio Board

Portfolio Narrative
(Exec Summary)
O<0

1 Portfolio Milestones
Oo-0

Portfolio
“@I Dashboards

]

Programme
— | Highlight reports x 7

Bc/ Business Cases (BC)
RfC  Requests for Change

(RfC) summary slides
O

g \g Forward plan
€_/

Meet to discuss progress against the
Portfolio

Endorse Business Cases and RfCs for
funding approval

Capture decisions and mitigate risks
and issues

Output:
Portfolio Reporting Pack
Endorsement of RfC



Limited to Strategic projects

Change Portfolio

l Inconsistent reporting

g Inconsistent methodology

Poor documentation management,
excessive amount of documents

No centralised project list
W Vo Vil Vol

infarmation-privacy

Mandates first come 15t served




Feedback

! \ '}':'! (. ,7

))

Low perception of value the PMO, just
‘admin’

No breathing space or planning

Knowledge in people’s heads or huge
document library




Feedback

LT
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Low perception of value the PMO, just
‘admin’

No breathing space or planning

Knowledge in people’s heads or huge
document library




The eight lessons continue to
grow and now were... Forward

planning

Less fire fighting,
more looking for smoke

Different Adoption
rates

Capture data
once & reuse

L
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Psychological
Safety

Sustainable

Use
technology

Work with
staff
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...a total of twelve lessons

Manage the Less fire fighting,

more looking for smoke

Capture data
once & reuse

Psychological

ﬁ @ Safety

Pipelin

Tailored
methodology

Mindful of the §
technology

LESSONS
LEARNED

Use
technology

Skills +
Career paths

©e®

Work with
staff

Forward
planning

Different Adoption

rates Sustainable PDP



How
Psychology
plays a part




These twelve lessons can be
. Manage the
grouped into 3 areas Pivelin

Less fire fighting,
more looking for smoke

e People Tailored c q
apture data
e Technology methodology once & reuse
e Process
Mindful of the -
Psychological
technology

ma
LESSONS
LEARNED

Skills +
Career paths

ﬁ‘l @ Safety

technology

@ Work with
staff

Sustainable PDP

Forward
planning

Different Adoption
rates




Templates and processes play a part, but if you do not
engage people the change will not be sustained

People have different adoption levels to
change

People are wired differently, i.e.
Introverts, Extroverts

People have different communication
styles / how they process information




Understanding and appreciating how people react differently to
change, helps to adopt your approach and increase engagement

Our

Iceberg
Is Melting

John Kotter ',

THE AWARD-WINNING AUTHOR
FROM HARVARD BUSINESS SCHOOL

Holger Rathgeber ~_‘:

Innovators / Early Adopters / Early Majority / Late Majority /
Enthusiasts Visionaries Pragmatists Conservatives

Laggards / Sceptics

ALN,
PDP



Numerous Psychometrics tests have been developed over the years,
to understand people’s type, e.g. MBTI, Strength Deployment
Inventory (SDI)

MBTI types at their best MBTI types and stress triggers
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Neuro-linguistic programming (NLP), suggests people have a default
sense in how they process information in the world. Understanding
this improves communication and engagement
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VISUAL KINESTHETIC AUDITORY

"l see what you mean.” "It feels to me like..." "I hear what you're saying."”
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PMOs are critical to getting out of Special
Measures. They introduce best practice tools
and processes and provide a high-level
perspective that ultimately helps align change

to the organisation’s strategy.
N
PDP




© The NeverEnding Story film (1984), distributed by Warner Bros.





mailto:Paul@PMODataAndPsychology.co.uk
http://www.pmodataandpsyhcology.co.uk/

	Slide Number 1
	Turnaround PMO�Paul Fenton, PMO Data & Psychology Ltd
	About me
	Slide Number 4
	Special Measures & Turnaround in the Public Sector
	Slide Number 6
	Disclaimer: As the Special Measures guidance is detailed and complex, only a high-level view will be given
	Regulators in the Public sector have an important role inspecting and ensuring public sector bodies are safe and compliant in fulfilling their duties to the public
	Slide Number 9
	Slide Number 10
	Slide Number 11
	Lessons learned
	The 1st journey out of Special Measures involved three stages
	The actions taken can be grouped into five areas
	A workbook was created for each project, capturing all information needed to run a project
	All the project information was organised and mapped from the individual low-level data into consolidated information
	To ensure the project information was presented at the correct level & to make informed decisions, the flow of meetings were mapped
	To reduce time spent on documentation, freeing up time for delivery, improvements were made to automate where possible
	The PMO developed a wide range of templates, Frequency Asked Questions (FAQs), which were brought together in one place
	During the space of 12 months, there were four main Lessons learned
	The 2nd journey out of Special Measures still had 3 stages, but over a longer time.  There were some similarities and some differences 
	In addition to the previous four �actions, there were three more
	Meeting to discuss a Portfolio view, helped plan & prepare instead of silo working
	Consolidation of multiple plans into 1 plan, streamlined reporting & removed duplication of effort
	To help manage the pipeline, a scoping document (mandate) captured essential information
	The Initial four lessons grew to…
	… a total of eight lessons learned
	The 3rd journey out of Special Measures, which related to a Police service, still had 3 stages. There were some similarities and some differences 
	Slide Number 29
	A card-based tool was used to reset and reshape the PMO team.  This was an interactive exercise involving all team members
	Slide Number 31
	Slide Number 32
	Understanding the flow of how all the reports fit together was valuable
	Slide Number 34
	Slide Number 35
	Slide Number 36
	The eight lessons continue to grow and now were…
	…a total of twelve lessons
	How Psychology plays a part
	These twelve lessons can be grouped into 3 areas
	Slide Number 41
	Slide Number 42
	Slide Number 43
	Slide Number 44
	Slide Number 45
	Slide Number 46
	Slide Number 47

