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Who We Are

Solent NHS Trust

• Community Trust

• 7 service lines

• Approx. 220 services

Merger pending

Will become Hampshire and Isle of 

Wight Healthcare Foundation Trust

Academy of Research and Improvement



Our Demand and Capacity Journey
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Our Starting Point 

• Create high level, end-to-end service map

• Follow the flow of a new referral through 

to discharge

• Map all pathways/routes

• Map what is currently happening

/flow Mapping



Include 
• All entry and discharge points

• Key milestones and decision points

• Referral routes and mechanisms

• Waiting times standards for key 

milestones (local and national)

• Treatment offers (with links to relevant 

NICE guidance/EBP)
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Optimising 
Flow: 

Reducing 
Queues



Queen Elizabeth II Lying-In-State
#thequeue 
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Podiatry Service



Child & Adolescent Mental Health Service

Nurse prescriber clinics



Community Nursing



Pooling resources by reducing queues
Reduces:

• Complexity (steps and processes) in the system

• Effect of variation

• Number of appointment slots required

• Impact of clinic cancellations, annual leave, sickness

• Time dedicated to managing waiting lists

• Waiting times 

= capacity used more effectively





Optimising 
Flow: 

Reduce or 
Eliminate 
Batching                                           



Batching
At each table imagine you are either a famous:

• pop group

• group of actors from a film/theatre production 

• group of musicians

In your downtime you routinely autograph a batch of photos 

for your fans

• 1 person at the table sign, as a batch, the group photos

• Then pass them all on to another person to sign

• Repeat until 5 people have signed 

• Time how long it takes

Now change the process with the aim of reducing the time 

taken



Batching

• Results in “pulses” of work

• Disrupts natural flow of activity

• Guaranteed built in delay for patients

• Results in backlogs

• Managing waiting lists becomes more 

difficult

• What did you observe?

• Does batching occur in your 

workplace?
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Other Improving Flow Golden Nuggets

• Eliminate bottlenecks (Theory of Constraints)

• Identify and stop unnecessary work

• See and treat patients in the right order

• Identify ways to work differently



Some of the other things our teams 

are working on …..

• Job planning

• Working out time required for clinical activities

• Improving data quality

• Improving triage processes

• Reducing variation in care provided

• Revising service skill mix
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Why this matters: the bigger picture

• Incremental gains in capability and capacity

• Integral part of continuous improvement culture

• Core skills with broader scope (data quality ++)

• Strengthens links with transformation, 

assurance, performance, planning, experience

• System level change/innovation

• Operational research/data science



Next steps

• Service line/ division leadership training

• Professional Pathways

• Integrated Care Board Strategy 

• Continued maturity, extend resource

• ‘Business As Usual’ 



Summary

We’ve briefly introduced you to ….

• Our team based programme

• Golden nuggets for improving flow

• Our top tips for getting started

• Why this matters and our next steps



Thank you for listening

and

any questions? 



Useful Resources
NHS Futures Platform networks (available to all 

NHS staff):

• Demand and Capacity Network

• Mental Health System Improvement Network

• Clinical Workforce Productivity Network

• Making Data Count Network

• The networks provide

• tools

• training

• webinars

• networking opportunities across the NHS

• Why do we get queues and waiting lists, 
NHS England, 2008

• Seven Ways to No Delays, NHS Improving 

Quality, 2014

• 10 High Impact Changes for service 
improvement and delivery, NHS 

Modernisation Agency, 2004

• QSIR Demand and Capacity Guide, NHS 

England



Contact

www.academy.solent.nhs.uk

academy@solent.nhs.uk

Helen.Wharam@solent.nhs.uk

Sarah.Williams@solent.nhs.uk

Johanna.Johnson@solent.nhs.uk
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