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About this Toolkit
‘A common disease that afflicts management and government administration
the world over is the impression that “Our problems are different.” They are
different, to be sure, but the principles that will help to improve quality of
product and of service are universal in nature.’ 1

Deming (1982)

This toolkit has been built to support those tasked with driving and implementing
transformational change to children and young people’s emotional wellbeing and mental
health services.
This toolkit combines a number of easy to use tools and techniques, which when used in
combination, will enable you to better identify your key stakeholders, determine and
prioritise their needs and wants and convert them into a set of measurable indicators. These
indicators will enable you to design your transformation around the needs and wants of your
service users and other customers and measure the impact of your service transformation
accordingly.
This toolkit combines process improvement tools used across many process improvement
methodologies including Six Sigma, Lean, Lean Six Sigma and Design for Six Sigma:
Six Sigma is a set of process improvement techniques and tools that are largely
concerned with process control and reducing variation in processes in an attempt to
remove the causes of defects. It follows a DMAIC model which aims to Define,
Measure, Analyse, Improve and Control the process to remove errors and the causes
of errors.
Lean is a process improvement technique that aims to maximise customer value
added activities whilst removing waste from processes and services to reduce errors
and deliver customer satisfaction.
Lean Six Sigma attempts to combine the best of both Lean and Six Sigma by following
the DMAIC improvement model whilst incorporating Lean waste reduction
methodology.
Design for Six Sigma (DFSS) is a set of techniques and tools that are used to determine
the needs of customers to inform a product or process design. In contrast with Six
Sigma or Lean Six Sigma, which are more focused on improving existing processes,
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DFSS follows a DMADV model which aims to Define, Measure, Analyse, Design, and
Verify a new product or service prior to creation.
It is not the purpose of this toolkit to provide the route map to service transformation or to
describe or prescribe the transformation methodology, however by defining, measuring and
analysing the correct Critical to Quality measures (CTQs), transformation teams will be better
placed to design a service that meets the needs of its service users and other stakeholders.
The process of transforming a service can be broken down into the following steps:
1. Identify existing and potential customers
2. Determine prioritised customer requirements
3. Define service requirements
4. Measure baseline (pre-transformation)
5. Analyse old service against service requirements
6. Design the new service to meet the defined service requirements
7. Measure/verify the impact of transformation (post-transformation)
This toolkit is concerned with steps 1,2,3,4 and 7.

Using the Tools
All the tools within this toolkit work better when used in a
facilitated workshop setting where multiple stakeholders
are given a voice and can add different perspectives. This
approach will ensure the most complete and rounded
understanding of the processes or services being
transformed and will additionally create a sense of shared
ownership in the success of the transformation.

Service Users and other Customers

Throughout this toolkit we use the term ‘service users and other customers’ to describe both
those customers who will be directly accessing your service as service users (children, young
people and their families) and those other customers (e.g. commissioners, other health
services, schools, social services, voluntary and community sector, multi-agency etc.), who
may also have a vested interest in the service transformation.

Identify existing and potential customers

Part of transforming your service may be to reach out to those who currently have an unmet
need, or indeed through transformation your service may acquire other internal or external
customers who were previously not within the scope of service. Therefore, it is important not
just to consider the needs of those existing service users and stakeholders but those potential
service users and stakeholders.

The SIPOC Diagram (Suppliers, Inputs, Process, Outputs,
Customers)

The SIPOC or COPIS diagram is a tool widely used in Six Sigma improvement projects to ensure
that the process being improved or transformed is well scoped and understood and helps to
identify the relevant elements of a process. It is similar to the in and out of frame analysis
tools but adds an additional level of information that can prove extremely useful, especially
when trying to pin down who you need to include within your transformation initiative.
The Six Sigma Way describes the SIPOC diagram as ‘one of the most useful and often-used
techniques of process management and improvement’. 2

How to:
Identify the process steps of the service/process to be transformed before moving to the
outputs and customers of the process/service followed by the inputs and suppliers of the
process.
If your service is relatively complex, focus on key customers and suppliers, inputs and outputs.
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1. Identify the key high-level process steps in the service
you are transforming. Do this at a relatively high level
(typically no more than 7 -9 process steps). This should
start and end with the process boundaries to support
effective scoping of the project.
Taking the example of a generic Child and Adolecent
Mental Health (CAMH) Service the process map may
look like this (right) where the process starts with a
referral being received and ends with the service user
being discharged or signposted onto another service
This is added to the ‘Process’ column within the SIPOC
diagram (below)

2. Brainstorm the Outputs and Customers of the process/service. Do these together as
one usually naturally leads to the identification of the other. If you have lots of outputs
and customers, focus on the key ones. Remember that customers of the process can
also be internal customers who may receive further referrals or information as well
end customers such as service users and families etc.
3.

NB: Outputs are the things we produce; in the mental health and emotional wellbeing
arena outputs will typically consist of interventions or packages of support, a website
or an app, a letter of acceptance or a record captured in your case notes system etc.
Outcomes can be described as the difference made by the outputs.
4. Brainstorm the Suppliers and Inputs in the process (as step 2). If you have lots of inputs
and suppliers, focus on the key ones.
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5. Identify the critical to quality criteria for each of the inputs, outputs and process steps
and back this up with data.
With the example above; what is the critical to quality criteria for a referral
letter? What information is required and in what format to enable an
accept/signposting decision to be made? Is legibility ever an issue or is it purely
content and format? What data have you got to back this up? How many
additional hours/days are lost seeking clarification or additional information
that could be included within the original referral? How often does this happen
etc.?
Considering the outputs; what are the critical to quality criteria for the clinical
interventions? What information already exists (NICE guidance, local and
national participation information etc.) and what will you need to gather?
What makes the difference between an effective intervention and an
ineffective intervention?
The following section on customer segmentation and subsequent chapter on
determining the prioritised customer requirements will aid you in correctly identifying
the critical to quality criteria for both the service as a whole and key outputs.
The SIPOC diagram can also be used backwards as COPIS (Customer, Outputs, Process, Inputs
& Supplier) which may appeal to an overtly customer centric organisations by putting the
customer first but appears to add little else to the analysis tool or process.

Customer Segmentation

The process for identifying and prioritising customers can be broken down into 4 steps and
can be done in conjunction with the SIPOC tool.
1. Determine the logical customer segmentation (groups of service users, regional
variation, specific groups with an unmet need (sometimes referred to as hard to
reach), other services etc.)
- For your transformation identify your customers e.g. using SIPOC
- List possible ways to segments these customer groups
- Develop a rationale for the best segmentation strategy
2. Identify what type of customer they are (external or internal stakeholder)
3. Write a definition for each customer segmentation
4. Prioritise the customer segments
Not all customers are of equal importance, and to ensure you don’t get bogged down
in the requirements of all interested customers of you service it may be useful to
prioritise your customer segments by identifying those ‘vital few’
customers/segments whose needs must be met, verses those ‘useful many’
customers whose needs it would be good to meet.
Example of a part completed Customer Segmentation tool:
Customer

Internal/ Segments/Descriptions
Priority
External
Children and External All – All children and young people within the STP with a High
Young People
mental health need.
(Service
Users)
Young Carers – A young carer is someone aged 18 or under High
who helps look after a relative who has a condition, such
as a disability, illness, mental health condition, or a drug or
alcohol problem.
Unaccompanied Asylum-Seeking Children - children who High
are outside their country of origin, seeking asylum in the
UK and are separated from parents and relatives
Accident and Internal
Emergency
Department

A&E departments within the SPT who may be the 1st point Med
of access for children and young people in MH crisis
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Determine prioritised customer requirements
‘A traditional service/product development process puts too little emphasis on
planning and capturing VOC information. As a result, the design phase usually
takes a long time, as does the redesign phase as conflicts are worked out.’ 3

Michael L. George (2003)

Voice of the Service User (VOSU) and Voice of the Customer
(VOC)

The purpose of VOSU and VOC is to identify what your service users and other customers
value and don’t value about your service and to be able to convert these into critical to quality
measurements.
- Who is the service user or customer and what do they think is critical to quality?
- Who speaks for the service user or customer?
- What are the processes impacted?
- Who are my stakeholders?
- Who can help define the issue?
The purpose of this stage is to gather the service user and other customer needs using data
collection and research methods;
1. Select the customer research methods (interviews, focus groups, surveys etc.)
2. Build a data collection plan (sampling)
3. Collect data

Data Collection Goals

It is important when measuring the impact of transformation not to get overwhelmed by data
and measurement. As a service you will already be expected to record a raft of data and whilst
all of this may be required to continue pre and post transformation and remains important
and utterly relevant, for the purposes of measuring the transformation it is beneficial to
determine the critical few measures that will best determine whether your objectives that
drove the redesign have been met:
- What are we designing? (services, processes etc.)
- Who are our service users and other customers? (external, internal, stakeholders,
segmentation strategy)
- What do we already know? (complaints, compliments, policies, existing measures)
- What do we need to know?
Looking to what has driven or informed the transformation may in turn help you identify your
key measurement points:
- How do service users and other customers feel about our current performance?
- Where do we most frustrate our service users and other customers?
- What internal improvement opportunities exist?
3
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Are there other equivalent services doing things differently and potentially more
effectively?
Are there pockets of best practice (locally or nationally) that can be replicated or
grown locally?
How are we performing against perceived need?
How are we performing against targets?
Where are the current gaps in our service?

To avoid rework, gather and list existing sources of data:
- Scorecards
- Dashboards
- Policy and research documents
- Complaints and compliments

Define service requirements (CTQs)

Critical to Quality (CTQ) characteristics are a set of measurable characteristics that describe
and specify the requirements of your product or service. As you identify these characteristics
and determine associated measures, targets and specification limits you will be defining your
product or service’s CTQs. These CTQs become the overall requirements that you must
achieve in the next steps of the design process.
Specify & Quantify CTQs
Using affinity diagram, structure tree, kano analysis, house of quality and target
scorecard
1. Organise voice of the customer information (Affinity & hierarchy)
2. Prioritise customer needs (Survey customers & kano model)
3. Determine & quantify CTQs via house of quality and target scorecard
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Affinity Diagrams

Affinity diagrams are a great way of organising your participation feedback, VOSU & VOC.
How to:
a. Write down all your individually collected ideas and wants from your VOC/VOSU
activities on individual sticky notes and randomly arrange on a piece of paper

b. Pull the ideas together into their natural groups

c. Title the groups

d. Arrange the groups and determine which best represent customer/ service user need
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Hierarchy via Structure Tree

You can use the structure tree to organise information from an initial affinity sort into a logical
hierarchy of requirements and to get you closer to more specific requirements/characteristics
that are then easier to convert into measurable CTQs

Translating VOSU and VOC into Needs
It is vital when designing a new service to ensure that you understand the full underlying need
and to recognise that your VOSU and VOC may not give you the full picture of Needs. The
table below provides some suggested approaches for addressing and translating what you
have received from your VOSU and VOC:
What you may receive from the Service User
and Customer
Multiple or compound needs
Service Users and Customers offer Solutions

How to Translate into Needs

Split into the individual (singular) needs
Identify the basic underlying need not the
solution – there may be multiple solution to
meet the need
Negative Need Statements
Convert into a positive need statement
Missing ‘must-haves’ and ‘delighters’
Ensure the professionals involved within the
service and commissioning the service are
utilised to identify missing needs (this is
especially important when considering needs
around safeguarding etc. which may be assumed
by the service user to be a given)
VOSU/VOC consists of all ‘efficiency/throughput Work with the Service Users and other
needs’ or all ‘effectiveness/outcome needs’
Customers to ensure what they need from the
service is described in both efficiency and
effectiveness terms

Prioritising the stated customer needs

After you have built your structure tree of needs it may be useful to go back to the service
users and other customers to ask them to prioritise these stated needs. This could be done
via a survey or via Kano Analysis.
Kano Analysis
Kano analysis is a useful way of determining which of the service users and other customers
stated needs are valued the most so that you are less likely to miss critical to quality measures
whilst focussing on features that are really of no consequence to the service users.
The Kano Model splits needs into 3 distinct types: Must haves (dissatisfiers); core
performance requirements (satisfiers); and those elements that go beyond the service users
or other customers basic expectations (delighters).
Dissatisfiers: These are those basic requirements that are an expectation of the service
that cause no satisfaction in their existence but their absence would cause
dissatisfaction (e.g. trained staff, safeguarding procedures)
Satisfiers: These are those standard characteristics of a service (e.g. time to treatment)
that increase or decrease satisfaction based on the degree that these are met
Delighters: Those unexpected features of a service that impress the service user or
other customer (e.g. follow up phone call post discharge to check on progress)
The Kano model graphs these needs as follows:
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How to:
For each of the stated potential needs identified above, ask the service users and other
customers:
-

How would you feel if the need WAS addressed? (Positive)
Who would you feel if the need WAS NOT addressed? (Negative)

The service users and other customers are able to answer in one of the following ways:
-

I’d like that
Its normally like that (the need is an expectation of the service)
I don’t care either way
I wouldn’t like it

Based on the answers given to both the positive and negative questions you are able to
identify the type of need being asked for using the following table:

Answers to positive Questions

Answers to Negative Questions
Like

Normal

Don’t Care

Don’t Like

Like

n/a

Delighter

Delighter

Satisfier

Normal

Reverse

Indifferent

Indifferent

Dissatisfier

Don’t Care

Reverse

Indifferent

Indifferent

Dissatisfier

Don’t Like

Reverse

Reverse

Reverse

n/a

House of Quality (QFD)

The House of Quality or Qualify Functional Deployment tool is an extremely versatile tool that
in the design phase can be used to translate your service user and other customer’s needs
and expectation into service/ product characteristics and the key performance indicators
required to measure transformational success.
In traditional service development the great and the good within an organisation design the
service, define the specifications with measurement (typically only based on a narrow set of
commissioners requested KPIs) and then deliver the service to the service user. Using the QFD
during transformation allows the service user voice, as well as other key customers voices, to
define the specification that inform the design, which ensures that the service being delivered
to the service users is one that is truly built around their needs and wants.
As this toolkit is concerned with understanding how to measure the impact of transformation
rather than defining the characteristics of the transformed service, we are using it to link
needs and wants to specific measurements, however the tool can prove highly effective in
supporting both objectives.
It is possible that based on your service user and other customer needs and the type of service
you are developing, the key performance indicators that you need to capture, measure and
monitor are straightforward and do not require you to use the QFD. However, where an
attempt is being made to truly transform a service or groups of services and explore new
models of service delivery, it is likely that you will be faced with multiple competing and often
contradictory needs being expressed from a wide range of key stakeholders. In this case the
QFD may provide significant help in streamlining your data collection whilst ensuring that
your critical few measures are identified.
How to:
For simplicity we have used the development of a new coffee in our example below,
although you would follow exactly the same process if you were using this tool to support a
service transformation. In our example we have done our initial customer segmentation and
determined that there is a subset of our coffee shop customers and potential customers
who want a hot coffee that is low cost, low fat but tasty:
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1. Write up your critical needs and wants from your service users and other customers
in the left-hand column

2. Assign an importance rating to each need or want on a scale from 1 -5 with 1 being of
low importance and 5 being of high importance

3. Brainstorm the characteristics or measurements of the new service that might be
required to meet the needs of the service users and other customers or be required
to help determine when those needs have been met

4. Assign a ‘fit rating’ to each of the characteristics or measurement methods on a scale
from 0 – 9, with 0 meaning no relationship and 9 meaning an extremely strong
relationship. In the example below, we have restricted the options to 4, with 3
meaning a medium relationship and 1 meaning a weak relationship. In most instances
this level of granularity will be sufficient to provide the level of differentiation
required.
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5. For each column multiply the ‘service user or other customer importance rating’ by
the ‘fit rating’ and add these scores together to provide a measurement or
characteristic importance. In the example below 3 x 9 = 27 plus 5 x 1 = 5 which added
together give an overall measurement or characteristic importance score of 32.

6. Above the brainstormed characteristics or measurements record whether the
characteristic or score from a recording methodology would improve by getting
higher, lower or reaching a specific target.

7. The ‘roof’ of the house of quality is used to consider the link between different
characteristics or measurements using a series of circles to denote a positive
relationship and a series of crosses to denote a negative relationship. The score for
each relationship is added to the space where the two columns intersect in the roof.
In the example below there is considered to be a strong positive relationship between
improving scores for ‘focus groups’ and ‘feedback forms’ in that if one is improving the
other is improving too, whereas there is considered to be a strong negative relationship
between improving focus group scores for taste and the need to reduce fat content.
This reminds us that we will need to balance the competing needs for taste and lower
fat carefully so that both sufficiently meet our customers’ expectations without
adversely impacting the other.

8. If we are using the House of Quality to help us identify what measurements would
help us determine whether the service user and other customers’ needs and wants
have been met it may be useful to consider how easy each measurement is to get and
how impactful knowing the measurement would be to understanding how well we
have met the ‘need’. The Impact and Control Matrix below is a simple tool where you
consider each item in terms of its ‘impact’ (in this example we are asking what it’s
impact would be in helping us understand if we have met the need) and how well the
item is in out ‘control’ (in this example we are asking how feasible is it that those
directly involved in the transformation would be able to ensure the information is
obtained) and placing the items in the appropriate quadrant of the matrix, with those
items of higher impact and control that will be of most interest and should/could be
prioritised.
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9. Finally, by combining the information gathered through completing the House of
Quality and Control and Impact Matrix you are able to identify those few
measurements that in combination will enable you to determine how effectively your
transition has meet the needs of the service user and other customers.

Measure baseline (pre-transformation CTQs)

Once you have identified the measurements you are taking you need to create a data
collection plan. Some data sources will already exist but some will need to be started from
scratch.
Consideration should be given to the length of time key measurements will be taken, some
may be temporary but others will need to be made permanent.

Data Collection Plan

Creating a data collection plan
The data collection planning process below follows steps described in The Lean Six Sigma
Pocket Toolbook 4:
1. Deciding what data to collect
a. What metrics best represent the overall performance of the service
b. Ensure you have a good balance of input and process measures and output
measures
i. Output Measures are typically a combination of measurements
associated with how well the service users’ requirements are met and
how well the business requirements are met. The service user needs
are typically related to quality and speed, whilst the business
measurements are typically cost and speed.
ii. Input measurements measure quality, speed and cost of items coming
into the process and is typically concerned with measuring the
effectiveness of inputs to achieve the required outputs.
iii. Process measurements look at the quality, speed and cost of key steps
or stages in the process which may in combination add up to an Output
measurement
c. Use the House of Quality or other measurement selection tool to find the
measures most strongly linked to the service users’ needs
2. Stratification Factors: Identify different subgroups of data that you suspect may be
relevant (e.g. Tier 2, Tier 3, max, min, mean, median and quartiles)
3. Operational Definition: Clear and precise instructions on how to take a particular
measurement to help ensure a common, consistent approach to data collection and
interpretation of results
Strive for a common understanding of the goal of collecting and monitoring that data.
How should an area take the measure? E.g. what is the trigger to start or stop the
timer? What counts as caseload etc.?
How will the data be recorded? In what units? (minutes, hours, days, weeks etc.?)
4. Sample Size
4
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5. Identify Source and Location of the data Existing or new data
6. Develop data collection forms/checklists:
Select specific data to be included
Determine time period to be covered by the form
Build the form
Pilot the form and make changes if required
7. Decide who will collect the data
Selection of the data collectors is usually based on familiarity with the process,
minimal additional impact on role, avoiding potential bias but identifying those who
will have also benefit from the collection of the data (win-win) Don’t forget ethical
considerations/informed consent
8. Train Data Collectors
Involve data collectors in the checklist design process in an advisory role and ensuring
that those collecting the data understand how that data is to be compiled so that they
understand the importance of recording the data as requested. Finally pilot the
collection process if possible to ensure that the process works and captures the
information required accurately, consistently and easily
9. Plan Data Compilation
Decide who will compile the data and how and that the compiled data is in a format
suitable for its intended us, e.g. sorting, graphing or analysing the data.
10. Execute your data collection plan

Measure/verify the impact of transformation
(post-transformation CTQs)

Measuring the impact of the transformation is then as simple as repeating the data collection
exercise that you completed when gathering your baseline data.
By investing time to fully understand the critical few needs and wants of your service users
and other customers you ensure that you are able to effectively measure your progress
towards creating a service that is truly designed around your service users and other
customers.

Implementing the Toolkit

If you are planning to use the toolkit to inform your service redesign then you could follow
the process as described below:
What
PreTransformation
Project
Initiation

Process
Use SIPOC prior to project initiation to identify
the key stakeholders for the service being
transformed. This will help you ensure that you
have the correct representation within the
transformation project team.
Transformation Use SIPOC during your project initiation kick off
Project
meeting with the transformation project team
Initiation
to ensure all stakeholders, inputs, outputs and
customers are correctly identified and secondly
to ensure there is a consistent understanding
of the service being transformed. It is possible
that further stakeholders are identified during
project initiation.

Gather initial
VOSU/VOC
Translating
VOSU/ VOC
into ‘needs &
wants’
Develop
Prioritised
Service User
and other
Customer
Needs
Develop
measurable
service
characteristics

Use your prioritised and segmented list of
stakeholders to determine which stakeholders
to contact to gather VOSU/VOC
Use a combination of interviews, observations,
focus groups and surveys to understand what
your service users and other customers value
and don’t value about your service
Organise the voice of the service user and
other customer information into single specific
requirements/characteristics using Affinity
Diagrams and the Structure Tree
Following the Kano modelling approach,
discuss the characteristics identified through
VOSU an VOC with your service users and other
customers, asking how they would feel if the
need was and was not addressed? This will
enable you to determine which of the stated
‘needs and wants’ are the true critical to
quality measures.
Convert your prioritised CTQs into measurable
service characteristics and key performance
indicators using the House of Quality and
develop a data collection plan to ensure that
you are able to measure and demonstrate your
transformations success.

Tools
SIPOC

SIPOC
Customer
Segmentat
ion Tool

Various
(not within
this
toolkit)
Affinity
Diagrams
Structure
Tree
Kano
Analysis

House of
Quality
Data
Collection
Plan

Output
High level
process map
with key
stakeholders
identified
List of
segmented and
prioritised key
stakeholders

Un-sorted VOSU
and VOC
List of service
characteristics
based on service
user and other
customer needs
and wants
List of
prioritised
critical to
quality (CTQ)
measures

Prioritised CTQs
and KPIs with an
associated data
collection plan
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