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Episode 7 — Major Service Change
Interactive Handbook

A CONSULTATION

Paul Parsons — This is Not a Consultation.

Caroline Latta - I'm Caroline Latta.

Paul Parsons - And I'm Paul Parsons.

Caroline Latta - Welcome to Not A Consultation.

Paul Parsons - Our podcast on all things patient and public involvement and NHS service

change.

Caroline Latta - We're back!

Paul Parsons - Yes, we're back. It's been a while. How have you been?

Caroline Latta - Like we don't speak to each other every day.

Paul Parsons - Yeah, but shhhhh, listeners don't know that.

Caroline Latta - Of course they do, but thank you. I'm really well. How are you?



Paul Parsons - I'm really well too. It's a bit warm here at home today, if I'm honest. Where

are you?

Caroline Latta - Well, I'm actually working today on the Scottish borders. It's lovely here
too. It's a bit hot to work, but to be honest, we're doing our podcast and that doesn't

really feel like work.

Paul Parsons - No, not when our guests are this good, it doesn't. So tell us, Caroline,

what are we talking about today?

Caroline Latta - Well, you know, | always get very excited every time we do a podcast,
but today | am really super excited, because today on the show, we're talking about NHS
England's new Major Service Change handbook.

Paul Parsons - Yes. Earlier in the year, NHS England launched a significant new resource
to support NHS teams in planning and delivering service change programmes.

Caroline Latta - It's an exciting resource that we think is going to be really helpful to all
you listeners out there and we wanted to find out more about it, so we invited the team

who put it together to come and speak to us.

Paul Parsons - They agreed and as always, we started our chat by asking them to

introduce themselves.

Jonny Williams - Hi, I'm Jonny Williams. I'm the senior programme manager for service
change and reconfiguration in the System Transformation Team at NHS England and

Improvement.



Emily Steward - Hello, I'm Emily Steward and I'm the head of the Southeast Clinical
Senate and today I'm here with that hat on, but also with the hat of my previous role when
| was working with Jonny in the Systems Partnership team at NHSE on developing some
of the support for major service change that we're going to be talking about today.

Caroline Latta - Firstly, massive congratulations on creating the handbook. It's a really
impressive resource. So where did the idea to create it come from?

Jonny Williams - It's a really good question. So the genesis of the interactive handbook
actually started before even | joined the team. Back in 2019/20, the System
Transformation Team commissioned a piece of research with a company called SQW to
look at effective approaches to major service change. And the intention of that research
was to develop case studies and good practice for the systems that were embarking on
their own change programmes. But what we actually discovered during that course of
work was that many systems would undertake service change, lacked the organisational
knowledge to truly understand some of the best approaches to carrying out large scale
reconfiguration, and they had to learn that on the way. So what we ended up doing as a
result of that research was looking back on the work that we were doing and deciding
what needed to happen to help sort of demystify the process of service change and
reconfiguration. Before the work that we were doing in the past couple of years, really the
most important document out there was the National Guidance on Planning, Assuring
and Delivering service change for patients. So we wanted to take that as the starting
point to create something to help systems better learn how to apply the guidance in the
context of their change programme.

And what we settled on was something that kind of met the need of demystifying that
handbook while also becoming an interactive document that system leaders and
programme managers could dip in and out of throughout the lifecycle of the change
programme that would help them over a long period of time to know how to do
something effectively. But also what's on the horizon for their change programmes, what
to look out for and what they can do well. So that's how we ended up coming up with this
handbook. It went through many iterations, | won't lie, but we think the final product has a



really good balance of those top tips case studies, but also that kind of important, vital
information that comes through in the guidance.

Paul Parsons - Thanks, Jonny. The handbook itself is a quite substantial 83 pages and it
signposts to dozens and dozens of other important documents. How did you go about
collecting and collating all of that information and bring it together in one place? Who did
you involve in doing that?

Jonny Williams - Well, we were able to start off on quite a good foot by already having
resources such as the one that yourselves did for us back in 2020 on the legal duties for
service change. So it was great that we already had some resources to hand to help
systems understand service change better. But the really important thing for us was this
work about substantiating the handbook with loads of examples and loads of key
documents that are all really relevant to the service change process, but that might not
be specifically pointed to in the guidance itself. So what we did do throughout the writing
of the document was feed it into our regional reconfiguration colleagues. So those are
the people who often sit in the strategy teams within regions to ask them what we were
missing, what in their experience of supporting service change in terms of documentation
has helped their systems and what out there exists that we aren't already aware of. So
we did a large sort of concurrent exercise while we were developing the handbook by
looking at previous service change schemes that we had recorded, that had either been
implemented or were in the process of implementation, and we went directly to those
systems to ask them: what do you have that you'd be happy for us to share?

What worked well with you and what did you need while you were undertaking that
change to better understand how to do it effectively and through that process, we were
really lucky we had lots of people that were on board with what we were trying to do, so
we've got a really decent amount of information that was relevant to the handbook that
we were able to share. But in addition to that, | have to kind of tip my hat to the team that
existed before me in terms of the amount of work that went into developing our Future
NHS workspace on system and service reconfiguration. That was a real labour of love for
the service change team and that's really full of a lot of independent research from



external organisations as to change and as to the service change process in particular.
So we had a really good basis to start from, some really good materials that we
commissioned from organisations like yourselves and some really good engagement from
our regional and system colleagues to build up those documents as well.

Emily Steward - And | was just going to say, actually, Jonny, that | think it's having those
documents and those case studies that is the real sort of beauty, or maybe even the
success of the document and that interactive element, because the process of service
change can be really quite dry, can't it? And obviously we all here are doing it all the time
and are well invested in it, and some people might think are a bit mad but actually enjoy it,
but actually systems don't, and all of those chapters have those links and | think it really
brings a process to life and that's certainly what's been fed back to me from colleagues

who have been using it.

Caroline Latta - Well, we love the handbook and | think we're all fellow geeks or nerds.
You're right, Emily we're well invested in service change and we all know, don't we, it's all
about making things better. I'm interested to know, though, how's it been received out
there by change programme colleagues out there in the local systems. What's the
feedback been like?

Emily Steward - Well, the feedback has been excellent, actually, and | can talk
specifically about south east and Jonny can talk more generally. From a Clinical Senate
point of view. We've shared it with all our council members and perhaps it would be
helpful to say that just the Clinical Senate is a body of clinical and care professional
leaders, systems colleagues and patient and public partners, and they have all said how
helpful it is. People who have particular interests, for example are public health
colleagues who have said that the chapters on inequalities and equalities is particularly

good.

Reconfiguration colleagues in the region are also using it and recommending it to
systems and | think it means that those of us involved in service change don't need to be
walking encyclopaedias and others can dip in and out of the handbook. And one system

that I'm working with has commented that they find it particularly valuable. It's



comprehensive, it's engaging, it's written in plain English, which | think is key, and there's
so much we've alluded to it already, but guidance and legislation and systems are
working through that. At the same time of having to engage stakeholders and the public,
they find it very easy to navigate all the relevant pieces of information that are there. So
that's the feedback I've had.

Jonny Williams - In anticipation of this conversation, | actually took a look on our future
NHS workspace to see how many times the handbook had actually been downloaded by
our members. And | wish I'd done it earlier, to be honest, because | was very happy that
nearly 500 people have downloaded the handbook since we published it on workspace
since February, which to me is just such a fantastic achievement. | think it goes to show
that there was a desire for this kind of product out there. We've been sharing it sort of
directly with our system colleagues as well, whenever we provide them with support or
training as part of that process as well. So it's really nice to know that there's a lot of
people that are using it and a lot of people that are interested in it as well.

Paul Parsons - 500 downloads is amazing. Well, really well done. To show that it's got
that kind of traction so early into its life is amazing. | found it really helpful. | found it to
have really clear explanations. | think the accessible English point is really well made. It's
readable from if you know nothing about service change, it's quite daunting, but it's
readable and you can get into it and you can go and find other examples. | particularly like
the structure that you've used. Eleven sections, each focusing on a specific area of
change. How did you decide to put it together in that structure? What was the thinking
behind that?

Jonny Williams - That's a really good question, and | would say that probably two main
factors helped us shape the scope of the handbook. The first was definitely the learning
from the research that we commissioned. That was sort of the beginning of the
handbook, which was that often systems almost begin, in the middle of a change
programme, implementing change before they've really taken a step back to realise what
their situation is, what the drivers of those changes are and what the landscape of their
sector looks like at the time. So it was really important for us to start by taking a step



back, which is why the handbook begins with information and advice about
understanding the drivers and the context of your change. Similarly, the research is also
telling us that a lesson learned for many change programmes that were through to
implementation was that it was difficult for them to start evaluating the benefits of that
change because the implementation didn't include, as potentially strongly as it could have
done, how to actually plan to evaluate the change. So that helped us to really determine
the scope of the handbook, to start from the very, very beginning and end on benefits
implementation and recognising the benefits of the change that you've gone through.

Concurrently with th
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