System Improvement Programme
Introduction	Comment by Muntaha Nafisa: More detailed discussion is needed to describe the context (not only stakeholders)
This section outlines the organisational context and the problem that has been identified.  NHS Wales Shared Services Partnership (NWSSP) Legal & Risk Services provides a broad range of legal advice to the NHS throughout Wales (NWSSP, 2022).  This ranges from simple guidance relating to a specific set of circumstances, for example whether a new policy is legally valid, to representing Health Boards in court, such as a clinical negligence claim.  The functional organisational structure is as follows:


Fig1 – Organisational Structure
Each legal Team is made up of a Team Leader, senior solicitors, solicitors, legal executives, trainees, paralegals, and secretaries.  The number of staff in each Team varies but is mainly around 12.  The Business Support Team consists of administrators, who process the mail and book travel, media co-ordinators and IT support, who maintain the Legal & Risk database, document management system and several internally built bespoke applications.  There are 166 staff in total.
Most legal matters begin with an enquiry.  Legal & Risk services will act on behalf of Health Boards or GP’s, corresponding with both the client and the person raising the legal issue (the other side).  Expert advice may be requested, and all parties may meet at a “round the table” meeting to negotiate the position.  If negotiations are unsuccessful, the case may progress to court for a judge to make a decision on the case.  
At times, the role necessitates legal staff visiting either the client, a witness, the other side or attending court.  This can take place throughout the UK and may require overnight stays.  Presently, when staff require travel and/or accommodation, they email their line manager to request permission and then email the Administration Team to request that it is booked.  Sometimes they do not get line manager approval before approaching the Administration Team, causing delays in the process.  The Administration Team seek approval from a budget holder and then book the travel and accommodation, subsequently emailing details to the requestor.  They file a copy in the business folders of the electronic document management system (Virtual Cabinet).  Sometimes staff book travel themselves and claim the journey on expenses after the event.  The organisation lacks data on staff travel.  The Finance Department is able to provide a total spend for expenses but can not break that down reliably into travel expenses and other business expenses.  The organisation doesn’t know how much each member of staff is using of the travel budget, or why.  It doesn’t know if it’s getting value for money for travel and accommodation booked.  It doesn’t know cancellation rates.  There can be delays in staff’s travel being approved and the travel expenses guide is not always followed.


Fig 2 Ishikawa’s Fishbone (1960 cited in Nafisa, 2022a)	Comment by Muntaha Nafisa: Please in-text citation appropriately.
An information system would:
· Make it easier to ensure NWSSP guidance on travel expenses (Lewis and Butler 2014) and NHS Terms and Conditions (NHS Employers 2022, Section 17) are followed and that only approved journeys are reimbursed.  
· Provide information about the total spend on travel and accommodation, 
· Capture details of hotels used and prices, enabling discounts to be negotiated with those regularly used.
· Enable meetings to be planned around the most cost-effective times to travel.  
· Give managers oversight of the journeys undertaken by their Teams.
· Simplify the booking process
· Ensure that staff have line management approval for their journey before it is booked.
· Enable the Administration Team to choose from a list of pre-approved providers.
· Provide reliable data on travel costs, supporting better budget planning and management.
· Enable the Director, Deputy Director, Head of Clinical Negligence, and other Team Leaders to see who is travelling where and for what, supporting future planning.
· Reduce Carbon Footprint by ensuring the most suitable method of transport was used and that travel was necessary.
Therefore, introducing a travel app would bring about considerable benefits to the organisation and the environment.
Justification
This essay considers 4 options:
1) Do nothing
This does not address any of the issues identified above.  There will be no opportunity to save money, reduce environmental impact or improve management information on travel.
2) Buy an off the shelf solution
This would likely meet the needs of the Division.  However, there will be a cost attached.  There is no funding for the project, therefore, this option would require a business case and significant delays to secure the funding required.
3) Utilize freeware
This may meet the needs of the Division.  However, it is unlikely to meet the security requirements of the NHS Wales network.  It will also be unsupported in the event of technical problems.  
4) Build an App in-house
This would meet the exact needs of the Division.  It would utilise existing staff and licences, so would be cost neutral.  It could be customised in the future, if needed and could be supported on an on-going basis.  This is the preferred option.
Option 4 involves the building of a Microsoft Power Platform solution utilizing Power Apps to be managing the requesting of travel/accommodation and Power Automate for notifications.  
This essay recommends Option 4, because the organisation has already invested in Microsoft products, meaning that there would be no additional software costs for the solution.  It would offer a cloud-based solution, which is in line with the Government Cloud First Policy (Gov.uk, 2022).  Microsoft Power Platform is a modern low code cloud solution (Microsoft, 2022).  Staff could access the App remotely and on their smart devices, making it convenient and accessible.  It would not require VPN access and would integrate with existing software that is in use by the Division.  The in-house development Team already has the skills to build the solution and support users after go-live.


The project’s only costs relate to staff time, but it has many benefits:
Cost Benefit analysis	Comment by Muntaha Nafisa: Description of the figure is required.



Fig3 Costs Benefit Analysis inspired by Nafisa, 2022b	Comment by Muntaha Nafisa: In text, citation is not correct.
On balance, this essay recommends proceeding with the project.
Aims & Objectives
The aim of the project is to implement an in-house supported, Web based solution that enables complete management of travel requests including data to support efficiency savings.
The objectives are defined using SMART methodology (Cook 2011, p17).  The project meets SMARTER (Nafisa 2022b) objectives as below:	Comment by Muntaha Nafisa: I am not the author. Please use in-text citations appropriately.
	S
	Specific
	Improving the process for requesting and booking travel using Microsoft’s Power Platform to build a Travel Management App.

	M
	Measurable
	Data on travel booked will be captured by the new system.  This can be compared to a manual audit of the existing process to demonstrate improvements in cost and timeliness.  A user survey will be conducted as part of the project closure process to capture user satisfaction.

	A
	Achievable
	Legal & Risk Services have a dedicated IT Team who have the necessary skills to carry out the design and build work.  Legal & Risk Services staff have expressed a desire for the implementation.

	R
	Relevant
	The proposal is consistent with NWSSP Travel and Subsistence Guidance (Lewis and Butler, 2014) and Sections 17 and 18 and Annex N of the NHS Terms and Conditions of Service handbook (NHS Employers, 2022, Sections 17, 18)

	T
	Timely
	The project will be completed within 6 months.

	ER
	Environmentally Responsible
	The project will reduce unnecessary travel and increase environmentally friendly methods of travel, enabling measurement of and reduction in the carbon footprint.


Fig 4 SMART Objectives 
These can be broken down into smaller, more specific objectives as follows:
· To be able to electronically submit requests for travel, including details of where, when, why and who in order for travel to be booked ahead of the journey.
· Line managers to be able to electronically approve travel requests before the travel is booked.	Comment by Muntaha Nafisa: Please restructure/rewrite e.g. to enable line managers to…..
· Administration Team to be able to electronically capture 3 quotes for every journey so that the most suitable journey can be booked.
· Budget Holder to be able to electronically record approval for each trip to be booked.
· A library of best value hotels to be captured through gathering of quotations and made available for future bookings.
· To be able to produce business management reports on travel undertaken to monitor and manage the travel expenses budget.
· Users to be able to electronically track the approval status of travel requests in real time.
· Users to be able to cancel travel requests ensuring refunds are sourced on travel booked.
· To be able to calculate the carbon footprint of each journey.
These fit Leavitt’s Diamond (Tahir, 2022) as follows:


Fig 5 Leavitt’s Diamond (Tahir, 2022)
Introducing new technology to manage travel requests will make the task of managing travel requests easier, positively impacting staff, and supporting the structure of Legal & Risk Services.  Consultation with staff has also indicated that they are supportive of the proposal.  
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