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Evaluations
NWW National Governance Group Baseline Report

This Appendix to the Baseline Report contains some of the evaluations of projects

Skills for
Health

available at the time of publication. In view of common themes emerging, it was felt useful to

include a summary of the lessons highlighted in the evaluation reports.

Other Documents in this Series

o Baseline Report on the state of innovation involving workforce in Health in
England — a sampling of projects and analysis

o Synopsis of the Baseline Report

e Criteria for project support by the NWW National Governance Group,
e Letter on formation of Champions of the Future Workforce

e Compendium of Tools and Resources

¢ Compendium of Evaluations(this document)
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1.  Why Evaluate?

Every project needs to demonstrate its value in the context of the wider system and wider
system improvement. Evaluation helps to understand the change and to monitor progress,
and ultimately the results of the evaluation will be used to decide whether to invest more and
sustain the project (business case).

Many post-project appraisals have emphasised that, with hindsight, they wished that they had
evaluated from the start. They often cite losing track of the original project aims as an aspect
of the project takes on a life of its own, and not being able to prove that anything has
changed. It is essential to gather baseline data at the start of a project or service
development: firstly to be able to monitor and identify if the aims and outcomes intended have
been achieved, and secondly to provide the evidence to support sustaining the project.

Evaluation can be applied to any sort of change and can demonstrate the improvement both
qualitatively and quantitatively. A balanced scorecard approach ensures that meeting a target
in one area does not adversely impact on another, eg the impact of meeting a waiting time on
staff retention and clinical outcomes is monitored and understood.

2. What is evaluation as opposed to research?

The difference between evaluation, research and audit is somewhat blurred, but these
definitonsf r om AEval uat i freferehcedbelovymandanify: O

e Evaluation: is the systematic assessment of the implementation of a project,
programme or initiative. It can be seen as judging the value of something by
gathering information about it in a rigorous way for the purposes of making a better
informed decision. The results of evaluation activities can often be useful to others
who are considering making the same changes.

e Research: is a systematic activity which uses scientific methods that are appropriate
for discovering valid and generalisable knowledge about a particular thing. Research
is carried out for the purpose of contributing to scientific knowledge about a subject.
There are many different forms of research. Evaluation is a kind of research. Not all
research aims to evaluate something, but all evaluation exercises can be described
as research.

e Audit: an investigation into whether an activity meets explicit standards, as defined in
advance, for the purposes of checking and improving that activity. External auditors
can carry out that process or it can be carried out internally as a self-review. The
knowledge produced is specific to that audit and cannot normally be generalised.

¢ Measurement for improvement: this is where a few specific measures, linked to the
key aims of the improvement work demonstrate whether the changes are making
improvements and give feedback for future work.

A good overview can be found in the NHS Modernisati
Gui des AMeasurement for i mprovemento and AEvaluatin
NHS Institute web site and to order, www.institute.nhs.uk)

A hierarchical balanced scorecard approach to evaluation links seemingly conflicting or
different aims i the commissioner will want a whole-systems result whereas a single
organisation may only evaluate the improvements in their own stage of the patient journey.
By linking the quadrants of the balanced scorecard together (usually quality of care delivery
(eg clinical outcomes), patient experience, productivity/efficiency/effectiveness/value-added
and staff metrics) benefits delivered by one provider can be monitored within the context of
the delivery of the overall aims..

Evaluation supports project management by measuring to review performance against
milestones and delivery of targets. It is specifically part of benefits planning and benefits
realisation (monitor progress against project aims)

Skills For Health | New Ways of Working
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Depending on which point in the project a report needs to be presented, a well-designed
evaluation can show

e How they did it (the methodology)
e What happened (did the methodology work and achieve the initial outputs)

o What outcomes were achieved (ideal but often needs to be done 21 3 years after the
project when the change is embedded and stable)

DISCLAIMER i | have not read every single reference in this appendix or the accompanying
compendium of tools and resources. Some may be better placed in the other appendix and
some in other sections, and there may be missing references.
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3.  Steps in evaluation

Base on feedback and the enclosed references, we believe it is instructive to include a short
guide to evaluation

a. Design

1 Identify overall aims and ensure these are sponsored at an appropriate level and
agreed by all parties (std project management)

What benefits or interim aims contribute to the overall aim (s)

How could you show progress towards meeting these interim aims or outcomes?
What would you need to show?

What could you measure that would demonstrate this?
What can you show in the first 6 /12/18/24 months

b. Planning

6 Does this need ethical approval? It is usually necessary to seek approval. Nowadays
the Multi-Region Ethical Committees (MREC)of t en ask evaluators to fibe
et hical ma n n e r 0O presariptivecie all pafticipantshaveé righg to refuse,
information sheet available to participants to explain the evaluation appropriate data
protection and confidentiality guarantee ) more information from MREC

7 Do front-line practitioners agree the measures make sense in the service user
environment (eg clinical measures rather than just data)

8 How can you gather the baseline information (eg through existing reports, audit)
and of course gathering and recording the baseline data

c. Measuring and reporting

9 Recording data on paper and on computer i can people access a computer easily at
the point when information needs recording? If not then the design of form may be
important, and processes and resources in place to transfer information to a
database. For using a database, do you have the necessary skills or do you need to
find them?

10 Reporting so people can understand the results
to see)

11 Differences and progress in the early stages (quick wins and early reports on
progress will maintain momentum and commitment

d. Proof and Evidence Base

12 Suggest who should undertake the evaluation

a. Universities have good track records in research but they are at the
expensive end of the market

b. small organisations or independent researchers may be equally competent
but will need robust methodological approaches to ensure their work has
credibility

13 Developing the Case for investment (this is necessary to obtain further investment)

14 Literature search and Other studies which show something similar (note resources
such as Knowledge Exchange and NHS Institute CHAIN newsletters, etc)
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4, List of Resources

a. Summaries and collections - Health

All documents are owned by the relevant organisation and not all are freely available for
download. Note that the author has not read every document and they are placed in
sections on the basis of the abstract or recommendation.

National Evaluation of the Changing Workforce Programme, Dept of Health Policy
Research Unit, pp. 85, 2004, Hyde Paula, McBride Anne, Walshe Kieran, Young Ruth
[Manchester Business School]

Sibbald B, Shen J, McBride A (2004) €hanging the skill mix of the healthcare
workforce'. Journal of Health Service Research and Policy, Vol.9, no. 1, 28?38.
Jenkins-Clarke and Carr-Hill Roy (1996) Measuring Skill Mix in Primary Care:
Dilemmas of Delegation and Diversification. Discussion Paper 144. Centre for Health
Economics, University of York.

A list of 2005/6 Skills Escalator projects. Skills for Health
http://www.skillsforhealth.org.uk/getuserfile.php?id=1189

The evaluation report of the 2005/6 Skills Escalator projects Skills for Health
http://www.skillsforhealth.org.uk/workforce-1.php

Project descriptions of the 2006/7 Skills Escalator projects Skills for Health
http://www.skillsforhealth.org.uk/workforce-1.php
NHS Employers LSWC Programmes 2005/06

During 2005/06, the team will deliver four large-scale workforce change programmes,
with each engaging up to 60 trusts

http://www.nhsemployers.org/workforce/workforce-310.cfm

NHS Employers LSWC Programmes 2006/07

During 2006/07, the team will deliver four large-scale workforce change programmes,
with each engaging up to 60 trusts.

http://www.nhsemployers.org/workforce/workforce-1023.cfm

CWP Evaluation Exec Summary Sept 05 and full report [CWP projects in West
Midlands SHA (SASHA)]

Benefits Realisation Report to National Practitioner Program Implementation Group
(NPPIG) Aug06 Appendices 1 & 2 [West Midlands SHA/ NPP]

CWP Final List of Projects 2006 & Appendix for East of England SHA

List of New Ways of Working projects in NEYNL June 2006 (Yorkshire & Humber
SHA)

Workforce Survey (survey of new roles in SHAs, probably around July 2006 i
summary of findings work commissioned by National Practitioner Programme)

Database of new ways of working built by Workforce Review Team for National
Workforce Projects: | was unable to find much information either about this database or
its content though publications listing the principles can be found at

Skills For Health | New Ways of Working -
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www.healthcareworkforce.nhs.uk

Project Reports 2003-06 for Changing Workforce Programme Facilitators (available on
wise portion of Moder nhits//awnw.wisanhddu)e ncy s

Progress Report on 18 Week Projects J une 2007 NHS Empl oyel
Workforce Change. The soon-to-be-published report illustrates many of the benefits
which have been achieved by these teams

b. Advanced Practitioners - Health

Maxi nurses: nurses working in advanced and extended roles i case studies of
new roles from a survey by RCN of their advanced and specialist nursing membership
[RCN]

http://www.rcn.org.uk/publications/pdf/maxi nurses.pdf

Maxi nurses. Advanced and specialist nursing roles i survey of members
illustrating the range of roles, backgrounds and career paths [RCN]

http://www.rcn.org.uk/publications/pdf/maxi nurses advanced.pdf

NPP Benefits and Evaluation (in progress as far as | can tell) [National Practitioner
Programme]

Compendium of Knowledge from the NPP (in progress as far as | can tell) [National
Practitioner Programme]

NHS North West Advanced Practitioners Evaluation of the Advanced Practitioner
role

An evaluation of the Advanced Practitioner role has been developed across Greater
Manchester as part of the former Greater Manchester SHA's groundbreaking
'Delivering the Workforce' Initiative. Acton Shapiro is carrying out the evaluation in
partnership with the Department of Health Sciences at the University of York.
Running for three years, the project started in April 2005 [North West SHA]

http://www.actonshapiro.co.uk/Homepage/Service Evaluation/Advanced Practitioner
Role/default.aspx (bookmark page - report not yet available)

Measuring the benefits of the Emergency Care Practitioner [Skills for
Health/Department of Health June 2007] contains many references to academic
research illustrating this role

c. Support Workers 1 Health with some overlap into Social
Care

Working Differently - Assistant Practitioners

the background documentation to setting up a programme for introducing Assistant
Practitioners within the Cumbria and Lancashire SHA during 2005/2006. The
documentation was developed collaboratively by Cumbria and Lancashire SHA,
organisations within the SHA patch and University of Central Lancashire (UCLan).
[North West SHA]
http://www.healthcareworkforce.nhs.uk/index.php?option=com_content&task=view&id=

17
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Workforce analysis of maternity support workers

Maternity Support Workers (MSWs) are perceived to play a key role in the future
workforce delivering this complex service; and a recent Rapid Roll-Out Programme
delivered by NHS Employersd Large Scale
dedicated to their wider introduction. Evaluation of that initiative showed that MSWs are
a valuable addition to the maternity team in terms of improving quality of care to

women, freeing up midwivesdéd time and i my
been little comprehensive data collected on the MSW workforce and the degree of
change brought about by the introduction of thisnewrole.[| Ki ngds Col | eg

http://www.kcl.ac.uk/schools/nursing/research/healthcareworkforce/supportproject

Kings College London includes the following news item 29 May 07

Role of maternity assistants not standardised
http://www.kcl.ac.uk/phpnews/wmview.php?ArtID=1878

STR Workers - The evaluation of the impact of the introduction of support, time and
recovery (STR) workers to mental health teams project will determine what impact the
new STR role has on quality and outcomes of the care delivered and on job
satisfaction, recruitment and retention of members of the mental health workforce (both

non-professionally affiliated and professionally qualified frontline staff). [Ki ngés C
London]

http://www.scwru.kcl.ac.uk/content/projects/proj10.html

d. Summaries and collections 1 Adult Social Care

All documents are owned by the relevant organisation and not all are freely available for
download

Skills for Care New Types of Worker / New Types of Working (NToW) projects

What is NToW : brief summary of the programme and defining the terms as at
(April 07)

Background to NToW (May 07)

Mapping NToW : brief description fo the NToW mapping exercise currently being
undertaken across England (May 07)

What’s happening now in NToW (May 07)
Key messages so far from NToW (May 07)

A model for Service User Participation: user participation in Somerset is the
organisation selected to help the new roles pilot sites within Topss England deliver
good practice around user involvement

All documents should be available via http://www.skillsforcare.org.uk/view.asp?id=894

Though they are currently being rewritten

Activity of new roles/new ways of working pilot sites 2003-2006, A brief
summary of the 28 Pilot sites, , Dec-04

All documents should be available via
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http://www.skillsforcare.org.uk/view.asp?id=894

Though they are currently being rewritten

Analysing the ‘redrawn and redesigned’ A halfway stage report on Topss
England New Roles project, A description of the context and findings of the NtoW
programme as at Nov 04. Many issues still current in 2007., Academic,
researchers, Nov-04

http://www.skillsforcare.org.uk/view.asp?id=894

Developing the role of Personal Assistants, Report examining new and
emerging roles in social care (full report i 54 pages), , Oct-05
http://www.skillsforcare.org.uk/view.asp?id=894

Emerging New Roles: Evidence so far, Identifying some of the roles that seem
to be significant across organisations, , Dec-04
http://www.skillsforcare.org.uk/view.asp?id=894

New roles/new ways of working activity 2003-2006, A brief summary of the 28
Pilot sites, , May-04

http://www.skillsforcare.org.uk/view.asp?id=894

What has the New Types of Worker project done for us, 1 A4 Sheet report, ,
Mar-06

http://www.skillsforcare.org.uk/view.asp?id=894

e. Summariesand collections T Chi | drends i n
School Health and Maternity

All documents are owned by the relevant organisation and not all are freely available for
download

National School Health Workforce Redesign Programme: Report of School nursing
support worker Rapid Rollout programme [North West SHA]

http://www.northwest.nhs.uk/publications/the national school health workforce redesi
gn _programme.html

New Ways of Working in Mental Health briefing for NGG March 2007 [CSIP/NIMHE]
School Heath Rapid Roll out evaluation report [North West SHA]

http://www.northwest.nhs.uk/publications/the national school health workforce redesi
gn _programme.html

The School Health Workforce Rapid Roll-out Programme is a fast moving workforce
redesign programme aimed at increasing the capacity of the school health workforce. It
was commissioned by the NHS Modernisation Agency and subsequently the Care
Service Improvement Partnership (CSIP) Children and Families Programme and
launched in March 20050n CSIP website (this link leads to a 4MB PDF download
http://www.csip.org.uk/silo/files/cumbria-exec-summary.pdf - note teh main site is the
new www.cypf.org.uk ) referenced here
http://www.csip.org.uk/resources/publications/children-and-families-publications.html

New roles and new ways of working: Are they fit for local purpose? An evaluation
of the School Health Rapid Roll-out Programme and the Large Scale Workforce
Change for Children Programme in Cheshire and Merseyside HERC associates
commissioned by CSIP shortly to be on the website

Introducing Maternity Support Workers :how are they enhancing Services Dr
Rosie Tope.,Dr Eiddwen Thomas to be published Dr Suzanne Heywood ,Elaine Beer
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HERC associates 2007 (commissioned by CSIP to be published on CSIP website soon)

Introducing new roles within children’s teams: What is their impact, if any, on the
care of children and their families? Dr Rosie Tope.,Dr Eiddwen Thomas,Eiri
Jones,Dr Suzanne Henwood, Suhas Khanderia (HERC associates) to be published

shortly
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