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Focus on Efficiency Savings

Efficiencies through resource optimisation

In five years’ time, West Midlands Ambulance service expects to be dealing with 198,000 (~22%) more emergency and urgent
incidents per annum than it currently handles whilst having no additional staff. This article, presented at the recent Ambulance
Leadership Forum, describes how the Trust, supported by Process Evolution and their evidence based approach, is meeting the
challenge by optimising where and when resources are available to respond.
Recognising that tweaks to the current operating model
would be insufficient to enable the Trust to carry on
meeting national quality indicators, West Midlands
Ambulance Service began a fundamental rethink about
how it delivers its emergency medical services.Two key
principles emerged:
n Firstly the need to optimise the use of the resources at its
disposal and secondly,
n To manage the service provided in response to calls from the
public.

knock on benefits to the health economy as a whole”.
Fortunately, the Trust has invested in IT infrastructure and a
‘Performance Cell’ that can produce the management information
required to inform decision making. However, the scale of change
needed, the fact it was to be implemented on the back of new
performance standards and at the same time the introduction of
NHS Pathways, a new clinical assessment system, meant that
traditional analysis methods could not really help.
This is where Process Evolution’s suite of advanced analytical tools
comes in. At the heart of the approach is a ‘what-if?’ computer

“The option of throwing money at rising demand is no longer
available” said John Wright from the Trust’s transformation team.
“We need to be smarter about how we use our resources. For
example, if a suitably skilled paramedic can treat a patient and
remove the need to convey them to hospital which ultimately is
better for patients, this frees up capacity for us as well as giving

West Midlands Ambulance Service NHS Trust was
formed on 1st July 2006 from the merger of four
ambulance trusts, comprising the original West
Midlands Ambulance Service (with Birmingham,
Black Country and Shropshire divisions), Hereford &
Worcester, Coventry & Warwickshire, with
Staffordshire joining in 2007.The Trust serves a
population of 5.36 million living in a 5,000 square mile
area. Whilst 43% of the population live in the urban
conurbation of Birmingham, Solihull and Black
Country, over 80% of the area covered is rural.

simulation model (Ambulance Response Profiler) that can accurately
predict the effect of any changes that are under consideration.
Response Profiler is used in conjunction with powerful optimisation
tools which determine where to site deployment locations (Facility
Location Planner) and which design shift patterns and rosters that
align resources to the peaks and troughs in demand (XIMES).
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Sample outputs
Geographical optimisation
Whilst community
paramedic schemes
had been
successfully piloted,
the Trust needed to
know under what
conditions they
work and therefore
how many and
where to deploy
them.
By simulating the
options, the Trust
was able to balance
equality of
geographical
performance with
overall performance gains which could be made by centralising
resources in areas of highest demand.
Temporal optimisation
By removing surplus capacity at quieter times and redeploying it to
busier times, performance and / or efficiency savings can be made.

In one division, the optimised shift patterns gave a performance
improvement that would have required an additional 20 staff to
achieve if the old shift patterns had been retained. In conjunction
with operational changes, the overall optimised solution gave a 10%
performance improvement compared to the initial proposal.
“The difference with Process Evolution’s approach is that it
produces practical recommendations for change that we can action,
rather than a theoretical report which sits on a shelf and no one
looks at” said John Wright.

The main changes in summary
Make Ready / Hub-and-Spoke
The Trust’s Make Ready programme involves establishing large
‘hub stations’ in place of the current network of 52 smaller
stations.Vehicles start and finish duty at a hub but spread out
to a network of strategically located tactical deployment
points (spokes). A number of benefits accrue:
n Reduction in estate, reducing costs and realising funds for
investment elsewhere
n A smaller number of larger resource pools giving greater
flexibility to increase resource numbers at busy times and
reduce them at quiet times through design of demand led
shift patterns
n Increased vehicle and crew availability
The varied geography of the West Midlands region means that
a ‘one-size-fits-all’ model was not feasible. For example, in
more remote towns such as in Herefordshire, Community
Paramedics provide a ring fenced service to their area. By
providing dedicated Community Paramedics that integrate
with the local health system more flexibility is provided to the
central resource pool whilst maintaining a skilled a timely first
response.
Efficiency Metrics
Whilst Make Ready optimises the deployment of resources to
meet demand requiring a response, efficiency metrics are
designed to help the Trust manage the amount of demand and
the workload associated with each incident.
Reducing responses and conveyances whilst increasing ‘hear
and treat’ can provide a more appropriate service to the
patient whilst freeing up capacity to respond to those
incidents that require it.

WMAS Assistant Chief Ambulance Officer Daren Fradgley:
“Process Evolution’s modelling tools are playing a critical role in
testing and refining the changes we need to make over the next five
years. Our next step is to roll out Process Evolution’s demand
forecasting solution which we’ve been piloting, enabling us to
optimise our resources daily”

How the outputs are used
Process Evolution’s role is to test and refine the Transformation
Team’s proposals, which are given a steer by the Trust board. The
Performance Cell takes an overarching role, exploiting its knowledge
gained from being custodian of the underpinning data and providing
a monitoring role to ensure that the changes deliver the anticipated
benefits.
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Do you need to change?
Our evidence based approach enables Ambulance Services to
optimise where, when and how their resources are deployed,
reducing cost whilst improving timeliness and quality of response.
Using our powerful predictive technologies, we can diagnose the opportunities to improve and
accurately quantify the effect of proposed changes on performance prior to implementation.
Evidence
Ev
idence Based
Based Methodology
Methodology!
Data from
Operational Systems!!

Incident
Analyser!!

Ambulance Response Profiler!!

XIMES!!

Facility Location
Planner!!

Time Intelligence
Solutions!!

Optimised
Process Performance!!

This approach, proven across the emergency services, enables effective stakeholder engagement
and results in practical and actionable recommendations for change that work.
For further information on our approach and the adjacent case study about its application in
West Midlands Ambulance Service, visit www.processevolution.co.uk or
email peter.loader@processevolution.co.uk

“The real value of Process Evolution’s work with us was to share with total
clarity how we were using our resources. Even more importantly, they helped
us to understand how we could use our assets more effectively in the future to
save money, save time and vitally, to save lives”
John Bonney, Chief Fire Officer, Hampshire Fire and Rescue Service
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