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1. Introduction 

The Intensive Support Team (IST) developed this tool to allow staff groups such as 

multidisciplinary team (MDT) co-ordinators to track their activity. With it teams and 

their leaders can identify the important areas of their activity and assess the time 

spent on each during the course of a week. This can identify those activities more 

appropriately performed or areas more appropriately worked in by another 

person/role, and facilitate discussions about team development, expansion or 

modification.  

This tool can act as a helpful starting point for conversations about the delivery of 

key roles or for organisations planning service change. It improves understanding of 

what each member of staff does, reducing dependence on anecdotal evidence.  

We recommend operational managers work with colleagues from the selected staff 

group to agree which key activities populate the tool and which actions fall within 

each of the activity categories. Agreeing the standard set of activities for the tool will 

ensure tools are consistent across the team. A copy of the tool should be completed 

for each member of staff once the activity list has been agreed. 

Staff need to know that the tool is designed to record the activities they perform and 

not hours worked; it is not intended to be used as a ‘time and motion’ study tool (see 

point 2.6 below). Explaining this will encourage accurate recording of activity.   

This user guide is primarily for those new to the tool. The tool is Excel based and to 

operate correctly requires as a minimum Excel 2007. 

Our tools are available, free of charge, via the elective care improvement hub. 

 

https://improvement.nhs.uk/improvement-hub/elective-care/
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2. Data tab 

2.1 Select your trust’s name from the drop-down box. You can enter this in free 

text in this box if your organisation is not listed. 

 

 

2.2 Insert staff member’s name in the box. 

 

2.3 Add the agreed list of activities. These must be the same for every staff 

member in a group. 

a) We recommend the staff group is brought together to be shown the tool 

and have its proposed use explained. 

b) The group should agree both the activity list and the actions each activity 

will include and/or exclude to ensure consistent entry of data. We advise 
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including one activity labelled ‘other’ to allow unexpected events to be 

recorded. Time spent agreeing the activity list supports the team in 

completing the tool and helps engage staff and achieve a successful 

outcome.   

c) At the end of the data entry period, we recommend staff meet again to 

review, as a team, anonymised outputs and to discuss any key issues 

identified in this exercise and actions which may need to be taken. 

2.4 Assess the value of the activities listed. 

a) Staff should agree how to value activity. Value needs to be assessed in 

relation to the role of the staff completing the tool, rather than in relation 

to the patient. For example, the collecting of notes by MDT co-ordinators 

for an MDT meeting is vital to ensure patient care progresses, but it may 

be more appropriate use of time for another member of staff to do this: 

value is low in relation to the role but high in relation to the patient.  

b) We suggest the team leader determines what value they attribute to 

each activity but does not share this with staff. Staff completing the tool 

should also allocate what they believe is the appropriate value. The 

manager’s comparison of values attributed to an activity may highlight 

different perceptions of what work should be prioritised if there are time 

pressures.   

2.5 The tool allows activities to be input over a seven-day working week. 

2.6 Enter the time allocated to each activity, following the on-screen advice 
regarding the use of a colon – for example, 09:30 not 09.30.   

a) It may be possible to record each event separately.  

b) In most cases the different times spent on a particular activity should be 

grouped – for example checked e-mails between 08:30 and 09:00, 12.00 

and 12.30 and 15:30 and 16:00, recording this as 1.5 hours spent on e-

mail associated activity. 

c) The tool is not intended to be used as a time and motion tool to monitor 

or review performance or time keeping. In keeping with this, the grouping 

of activities is a useful method to record actions by cohort.   
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3. Summary tab 

There is no direct data input on this tab. It gathers all data entered into the tool.  

 The top left summary chart totals the activities for the whole week.  

 This chart sits adjacent to a copy of the activities list, detailing the total 

time for the week and the percentage of weekly time spent on each 

activity.   

The second summary chart can be separated by activity and shows the total 

activity for each day of the week. 

 Again the adjacent grid shows how much time is spent per day on the 

selected activity as a percentage of the whole week. 

 

 The rest of the sections show the above data for the selected day of the week, 

in the same two formats. 
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 Changing the ‘display results by’ toggle at the top allows all these functions to 

be viewed by value as opposed to time.   

The adjacent displays show the percentage of the time period spent on activities 

rated as high, medium, low or no value. 

4. Tool outputs  

Key outputs from the tool include: 

 review of the activities performed by the staff 

 identification of roles which may be suitable for other staff to perform. 

It is important to check the tool with the staff who complete it. More than one version 

of the tool may need to be trialled before all staff are satisfied it provides an accurate 

reflection of activity. A short trial (two days) to ensure the activities list accurately 

reflects the work performed and staff understand how to complete the tool may be 

best, before using it over a full week. 

5. Reviewing the tools  

We recommend that: 

 A note is kept of the actions included in the activity categories and the 

associated assumptions or exclusions, to inform future versions of the tool – 

a blank tab in the tool can be used for this purpose.  

 The tool is reviewed every 6 months or more frequently if the service 

experiences a change in demand. 
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