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Introduction

This fellowship sought to understand the potential for award programmes to impact on health services through spreading good practice, and to explore the effectiveness of awards programmes as a means of spreading good practice across healthcare systems. The fellowship acknowledged that awards programmes are frequently used in the NHS and have a number of objectives; they aim to celebrate success, share/spread learning, recognise and encourage good practice, and promote innovation. However it seems that little is actually known as to whether awards programmes are successful in fulfilling these aims, and it is not known whether they maximise NHS resources. 
The fellowship was initiated as a result of the introduction of a support programme for the winner and finalists of the NHS Live Award at the national Health and Social Care Awards, described below. 
The NHS Live Award is one of the categories in the UK’s national Health and Social Care Awards. This is an award programme run annually by the NHS Institute for Innovation and Improvement, in partnership with the Department of Health. The NHS Live Award differs from the other award categories at the Health and Social Care Awards in two ways; firstly, it is the only award to be offered at national level; secondly, it offers an ongoing support programme for the award winner and finalists. 
The NHS Live Award support programme was initiated in 2008 when the award criteria were changed to recognise those projects with the potential to spread. The NHS Live Award programme aims to support the winners and finalists to achieve their spread objectives. For the purpose of the NHS Live award, spread can either be focused within the winner and finalists’ organisations or more broadly. The initiation of the NHS Live Award support programme makes the NHS Live Award different to traditional award categories: it aims to deliberately and systematically support spread. Whilst award programmes will often purport to aim to spread good practice as a ‘raison d’être’, traditionally this aim is considered an informal, inevitable outcome of awards.  The fellowship sought to better understand the potential to add value and increase the impact of awards programmes by offering a support package to finalists. 
The New Zealand Health Innovation Awards were identified as the most appropriate scheme to visit for the purpose of this fellowship. This scheme was selected due to the application and awarding process which has commonalities with the NHS Live Award in that systematic support is provided to all award finalists, this includes: 

· Networking opportunities with other health organisations, individuals, government ministers, Ministry of Health officials and the Accident Compensation Corporation. 

· Training on how to produce an effective awards application.  

· Access to support from the New Zealand Business Excellence Foundation.

· Around 30 hours of evaluation by a dedicated team of trained professionals. 

· A comprehensive feedback report detailing the strengths and opportunities for improvement of the submitted project. 

· Displaying at an expo, with organisers providing all exhibition resources.
· Promotion of the innovation in media releases and articles in sector publications and the wider media before and after the awards, and on the Health Innovation Awards website www.healthinnovationawards.co.nz 
The fellowship visit to New Zealand sought to explore the starting rationale for this awards programme, specifically why the awards programme was established to include the above offers. It also explored these offers to assess what, if any, is the added value of these to finalists. The overall aim of the fellowship was to identify how best to maximise the potential for awards programmes to benefit healthcare systems. 
Methodology

The visit to the Health Innovation Awards was co-ordinated by the New Zealand Ministry of Health, the body responsible for running the Health Innovation Awards programme. Nine sites across New Zealand’s North Island were identified to visit. Semi-structured interviews were carried out during the site visits. 
The learning gained from the interviews was collated; a summary of the findings is outlined below.

Findings
In summary the key findings of this fellowship are that for award programmes to maximise their impact they must:
· Recognise the difference between sharing learning and spreading practice 

· Be clear about the specific aims and objectives of each award programme
· Reflect the aims and objectives of the programme in the award criteria and award categories

· Build an administrative process for the awards programme that supports the delivery of the aims and objectives

· Recognise that the administrative process must differ depending on the aims and objectives identified 
· Recognise that all stages of the award process can be of value to applicants, it is not only from winning an award that impact is made

Detail of the Report
Detailed below is a summary of the information collected from the interviews held as part of the fellowship. Outlined first is a review of the Health Innovation Awards, its aims, the processes used and the benefits of participation as identified by the interviewees. There then follows an examination of the learning from the New Zealand programme for the UK. This focuses on understanding how best to maximise the impact of awards programmes to benefit healthcare systems.
The aims of the New Zealand Health Innovation Awards are to encourage continual improvement of care and services in the health and disability sector in New Zealand. The awards recognise those who have developed and implemented innovations that are sustainable examples for improving health outcomes, support and independence. They celebrate success and excellence, and aim to identify initiatives that are transferable and promote a sharing and learning environment. All health providers across New Zealand are invited to participate in the awards. 
The awards are jointly run by the Ministry of Health and the Accident Compensation Corporation
. 
The seven entry categories in the last award programme, awarded 2008 were: 
· Excellence in Primary Health Care - Celebrating improved health access and outcomes and reduced health inequalities within a Primary Health setting. 

· Excellence in Quality Improvement - Awarding people-centred, safe and high quality services that demonstrate a continual improvement and culturally appropriate processes. 

· Excellence in Prevention (injury or health promotion) - Awarding innovations in the prevention of injury or promotion of safe environments for people and services. 

· Excellence in Rehabilitation (injury or long-term condition management) - Encouraging innovation in services for people with disabilities, long-term conditions or injuries with long term effects to live independent and self fulfilling lives. 

· Excellence in Treatment - Award providers who show innovation and quality in the provision of treatment to improve outcomes related to treatment. 

· Innovation - An award that recognises sustainable examples for improving health outcomes, support and independence. 

· Process Improvement - An opportunity to demonstrate improvement in business process. 
An eighth category, the ‘People's Choice’ is also awarded. This is the chance for the finalists to acknowledge a fellow finalist's entry. 
For all awards there are three finalists and one winner. 
The application process for the Health Innovation Awards has two stages. The first stage of the award process is the ‘expression of interest’ stage. At this point health providers from across New Zealand are invited to indicate their intention to apply for an award. Each year there are approximately 180 – 200 expressions made. Evaluators from the New Zealand Business Excellence Foundation (NZBEF)
 , the organisation with a significant role in the administration of the awards programme, are responsible for identifying which applicants at the ‘expression of interest’ stage meet the criteria to make a full submission to the programme. The criteria for the awards at this stage include: 
· Evidence of strong research and assessment of feasibility; 

· Effective leadership; 

· Strong planning and well co-ordinated implementation; 

· Effective management; 

· Evaluation and improvement to meet stakeholder needs; and 

· Evidence of success and ability to sustain results.
Only a small number of applications make it beyond the expressions of interest stage, those that do are then invited to submit a full application. This is a much more in-depth and detailed process than the expression of interest stage, and submitting a full application is a significant undertaking for applicants. Recognising this, applicants at the full submission stage are given support and training to complete their application; this includes a one day training workshop. The NZBEF run the training which specifically addresses the issues of applying for a Health Innovation award. NZBEF deliberately apply processes and systems that closely mirror those of the New Zealand Business Excellence Awards. A parallel between efficient and effective health services, and efficient and effective businesses is clearly drawn.

NZBEF are also able to provide support to applicants throughout the award process on an ad hoc basis. 
The evaluation process for applicants making a full submission is undertaken by a panel of independent evaluators. Evaluators represent all parts of the New Zealand health economy, and efforts are made to ensure that there is equity in the way the submissions are allocated to evaluators to make best use of their skills. In recent years recruiting evaluators has become harder, which has resulted in smaller groups of evaluators on each panel who are sometimes at a more junior level than would be preferable. The evaluator role is considered by those who have done it to be a worthwhile and extremely beneficial experience in terms of professional development. 
Evaluators are tasked with thoroughly assessing submissions using agreed criteria. In addition to the paper exercise of evaluation, the evaluator panels select submissions which they feel should receive a site visit, these are usually sites that have scored highly and are therefore probable award winners. Evaluator visits are an important part of the administrative process of the award programme, and are considered to be valuable by both evaluators and applicants. 

At the end of every award programme, every applicant who makes a full submission for an award is provided with a comprehensive evaluation report, compiled by the NZBEF. This is an important document, identifying the strengths and development needs of the submission. Evaluation reports are highly valued by applicants.

Prize money for winners of the New Zealand Health Innovation Awards is offered as follows:


1. Seven category winners receive $4,000 each 
2. Supreme Award winner receives $13,000 
3. People's Choice Award winner receives $4,000
Although not large sums of money, the prizes are regarded as important in that they offer some level of reimbursement for the staff time that goes into compiling the award submission.
The perceived benefits of applying for an award and becoming a finalist are many. The interviews with previous winners and finalists identified a number of significant benefits from participating in the awards programme. It was clear that to some extent the perception of benefits varied from team to team, with some teams placing more emphasis on benefits which may have been insignificant to others. The benefits identified included: 
· Morale boosting

· Recognition (significantly this was felt to include the wider team, becoming a finalist was felt to impact widely within an organisation and even beyond to partner organisations)

· Profile raising

· An effective marketing tool

· An opportunity to showcase and network

· A chance to meet with senior health staff 

· A third party, objective assessment of the strengths and weaknesses of work
· An excellent development opportunity, particularly the training and full submission application process which has transferability beyond the immediate award process

· An opportunity to ‘take stock’ and reflect on achievements; it was felt that the process used, which was based on using best practice business principles, particularly contributed to the value of this 

· The celebration of the awards ceremony itself was also valued highly

Whilst many of the benefits identified by the interviewees were also identified by the administrative team organising the event programme, a number of the benefits felt to be important to finalists and winners were not known by the Ministry of Health prior to these interviews taking place.
Lessons for the UK

The visit to New Zealand and the interviews carried out with the Health Innovation Award’s programme stakeholders provide significant learning opportunities for all those involved in delivering health awards programmes in the UK. Drawn out below are the key points of learning relating to the aim of the fellowship, which was to identify how best to maximise the potential for awards programmes to benefit healthcare systems. 
1. Be clear about what the awards are trying to achieve
The most important point seems an obvious one, but is in fact frequently overlooked; awards programmes need to be explicit about what they are aiming to achieve. Frequently awards are promoted as a means of sharing good practice, spreading learning, celebrating success etc. From the trip to New Zealand it is clear that whilst awards programmes can succeed in meeting these aims, it is very difficult to meet all these aims in one programme. Being clear about the aim of the awards is of vital importance because the criteria used to select winners should be informed by the aims of the awards programme. If the aims are incompatible, then the criteria will either be confusing for applicants, or will not require applicants to provide the information needed. A particular difficulty arises with the aim of ‘spreading practice’; see below.
2. Recognise that spreading practice and sharing learning are not the same
The stakeholder interviews highlighted that participating in an awards programme provides opportunities to showcase and network. Stakeholders described that they had received significant interest from external parties as a result of being part of the awards programme. However there was no evidence available to indicate whether any of the work had been spread as a result of winning an award. One stakeholder reported that they had actively tried to spread their work on the back of winning their award, and had been surprised that they had so far not achieved any measureable spread. 
Through the interviews it became very clear that the process needed to identify good, spreadable practice is not the same as the process required to identify inspiring award winners. It is possible to conclude that there is a tension between identifying spreadable practice, and award winning practice:
Award winners need to be unique in some way, to have achieved success and to be inspiring and noteworthy. Award winners need to be outstanding achievers. 

Spreadable practice needs to be easy to implement, simple, and to solve a commonly identified problem. Spreadable practice needs to be commonplace and even ‘run of the mill’. 

Defined as such it is easy to see how a tension may emerge, although it is not inevitably so. It possible that some projects will be inspiring and noteworthy outstanding achievers, whilst also representing an easy to implement, simple solution to a common place problem. However, it is possible to conclude that awards programmes are not always a good means of identifying spreadable practice.
3. Have confidence that sharing learning, celebrating success and morale boosting are valid aims of their own
There is great value in the aim of sharing learning. Sharing learning, although often inaccurately spoken about as the same as spreading practice, is a valid and achievable goal for award programmes in itself. Whilst the impact of sharing learning may not be measureable in the same way that spread is, it is clearly an activity that health services should encourage. From the interviews carried out it is clear that awards programmes are well placed to share learning, and that this is considered by winners to be one of the benefits of taking part in an awards programme.  Awards programmes tend to have a high profile locally, regionally and/or nationally. Capitalising on this profile to promote and raise awareness of award winners is what many applicants are most interested in. Awards programmes should be seen as a valued PR activity. 
In addition to sharing learning there are a number of other valuable aims for awards programmes; celebrating achievement, recognising success and morale boosting
. These are valid and important aims that were strongly identified as benefits by the award winners interviewed. There may be some reluctance to identify these as aims amongst those running award programmes, and there may be a view that award programmes need to be about more measurable ‘hard’ outcomes (perhaps in order to justify funding). Perhaps to address this, the Health Innovation Awards programme has identified further means of adding significant value, detailed below. 
4. Develop an application process that provides additional opportunities for learning 

Replicating the application process used in the Health Innovation Awards is not an achievable objective for many UK award programmes. The Health Innovation Awards have a small number of applicants; in comparison to the UK’s national Health and Social Care Awards the number of applicants for each programme is 200 (NZ) in comparison to 4000 (UK). However there is a lot of learning to be gained by looking at the Health Innovation Awards application process. In the stakeholder interviews it was clear that great benefit had been achieved purely by the process of applying for this award. The application process had been considered as an important part of the award programme, which it was acknowledged had the potential to add value (and benefit) to applicants. This was achieved by:
· A two stage application process

· An in depth application process using a business model structure

· Providing training on how to complete the full application 

· Site visits to shortlisted applicants 

· Written, comprehensive feedback on each applicants’ strengths and weaknesses (full applicants only) 

In addition, the use of independent health sector staff to act as evaluators for the Health Innovation Awards is significant. These evaluators add value to the programme in a number of ways; award applicants appreciate the independent ‘peer review’ that evaluators provide. In addition it is clear that the chance to be an evaluator is also greatly valued and is seen as a professional development opportunity. The evaluator feedback indicates that the training provided for the role is respected and empowering. In addition it was reported that by being an evaluator, staff were able to broaden their knowledge of other health areas and increase their experience across sectors. There was felt to be a prestige associated with the role, although even then it was felt that more could be done to maximise the potential for this role. 
Conclusion

In order for UK awards to maximise their impact to benefit the healthcare system, there is much that can be learnt from the fellowship findings. Whilst it is clear that the New Zealand Health Innovation Awards programme is not replicable in its entirety in the UK, there is much that can be learnt from the processes used. The interviews demonstrate that award programmes do succeed in meeting multiple aims and are of value. However it is clear that in order to maximise on the value achievable, awards programmes need to carefully consider each step of the process. Recognising that added value is possible at every stage, and it is not only through winning an award that impact can be made. 

Crucially, although something of a challenge in an economic climate of reduced budgets, awards programmes need to be clear about what they are best placed to achieve. They need to recognise that there is value in celebrating success and boosting morale, and that hard, measureable outcomes are not the only indicator of impact. 
� ACC provide comprehensive, no-fault personal injury cover for all New Zealand residents and visitors to New Zealand. Help offered includes a wide range of services – from payment towards treatment, to help around the home, and assistance with your income. � HYPERLINK "http://www.acc.co.nz/index.htm" ��http://www.acc.co.nz/index.htm�


� The New Zealand Business Excellence Foundation (NZBEF) is a not-for-profit charitable trust set up by private and public enterprise to help improve the overall performance of New Zealand organisations. It was established in 1992 and its present membership comprises academia, government, small, medium and large companies and associate members from all over New Zealand. � HYPERLINK "http://www.nzbef.org.nz/index.htm" ��http://www.nzbef.org.nz/index.htm�����





� Notably awards are thought to be large scale morale boosts that provide encouragement for whole organisations (and sometimes even wider than that) and not only the applying team. 
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