	1. What is the name of your project?

	Improving Access and Managing Long Term Conditions Effectively and Efficiently In General Practice



	2. Please give an overview of your project (100 words max)

	We had a chronic shortage of GP appointments and we were not meeting all our targets for the management of long term conditions, resulting in patients attending and being admitted to hospital though A&E for preventable conditions. Also nurses were not managing long term conditions effectively or efficiently, as a result of “what” at the time we thought was lack of nursing and GP capacity. Most mornings by 8.30 all routine appointments were taken, leaving both patients and the receptionists irate and unhappy.

We started a project to improve access to acute GP appointments and chronic disease management. 



	3. Please clearly define the impetus, aims and objectives for your project (100 words max)

	The practice was finding it increasingly challenging to manage daily demand. Nurses were not working effectively at their grade and whilst we were high achievers of QOF, patients with long term conditions had high attendance and admission though A&E. The project was set up to: 
· Review appointment system and compare against national benchmarks

· Measure demand on gp and nurse appointments;

· Measure capacity to meet demand;
· Undertake baseline measures of nursing activity;
· Develop appointment system to improve access;
· Increase nurse capacity to manage long term conditions;
· Increase GP capacity to manage daily demand;
· Reduce attendance and admission through A&E.
Baseline measures of nurse activity 
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	4. Describe the planning and procedures that were put into place to ensure the project was carried out effectively (200 words max)

	A task and finish group was set up with fortnightly meetings to implement and monitor the progress. The whole nursing team were involved. This was led by the Practice Manager with support from the Nurse Practitioner and a GP.

The data collected were shared with the whole team at a team building event and a project plan was drawn up to implement the agreed changes.
Lean methodology tools were used to measure and observe working practices. The ideas and waste wheels were used to both generate ideas for improvement and reduction of waste in the system. A governance structure and communication strategy was put in place for implementation. The project outcomes were reported to the practice meeting, to ensure the whole practice was engaged and at the partner meeting monthly.
Plan do study act (PDSA) cycles were used to measure small changes, that would then lead to large scale change. This enabled the team to test several ideas simultaneously and report outcomes to the whole team. This enabled to implement incremental change in both clinical and non-clinical systems.  These changes were more sustainable as they were owned and implemented by members of affected team.  



	5. Describe how the project was implemented. Please include details on innovative ways of working, clear leadership and staff training and effective team working (350 words max)

	A review of the appointment system found it was set up to deliver 9.5 appointments per patient per year, further audit indicated only 5.4 appointments were being delivered, indicating there was waste in the system. A retrospective review of surgeries found that 1/3 of patients seen by GPs could be managed by a nurse. Similar review of nurse appointments showed 27% self-blocks and 22% of appointments were not used. Therefore, 49% of nurse appointments were wasted.
The discovery model was used to engage the whole nursing team, enabling us to understand their mind-set at the outset and then to measure the difference at the end. Using this methodology, nurses were able to describe how their service looked today and how they would wish it to look tomorrow through changed practices, outcomes and mind-set.
At the outset of the project, nurses described their mind set as: traditional practice, limited responsibility and ownership, disempowered, no accountability, historically task focused and needing permission to change.
Nurses had no access to clinical supervision and they were reactive in most of their intervention. There was variation in timings for clinical tasks and clinical recording. Although we were high achievers of QOF, our patients were attending a&e and being admitted for conditions that could be better managed if patients engaged in self-care up stream. Review of our A&E attendances and admissions indicated that frail elderly patients with UTI, Upper respiratory conditions and Asthma were frequent flyers. This information was shared with the team. Case management, rescue packs and referral to pulmonary rehab was implemented.
Job descriptions were reviewed and through appraisal, objectives we set and monitored. A clinical supervision policy was developed and six weekly supervision implemented. Nurses were then given time to attend quality improvement sessions with the CCG and implement new learning in the practice. Within 10 weeks they described their mind set as:  Open minds; Work as a team-help each other; empowered; Willingness to try-experiment; share ideas; change is not always bad. Admissions of respiratory conditions started to reduce. 
The team has continued to evolve and we are moving to the house of care approach to management of LTC’s.




	6. Describe the measured improvements in patient care, including the clinical outcomes (100 words max)

	· From our team of 3 A4C band 6 nurses and 2 band 4 Health Care Assistants (HCA), one band six retired and one HCA left the practice, releasing £54,000. This funding was channeled into front line services. 

· Nurses work became commensurate with their clinical grade;

· The appointment system was changed releasing 280 nurse appointments a week, this translated into 8 GPs sessions;
· Freed GP capacity was transferred to nursing home ward rounds;
· Time undertaken to do clinical tasks reduced – e.g smears from 20 minutes to 15 minutes; 

· Nurses become more effective, efficient and motivation and job satisfaction improved. 



	7. If you have any robust data collection and analysis to support the measured outcomes of your project then please describe or provide additional supporting documents* (100 words max)

	· Management of long term conditions increased to 35%;

· smear achievement increased from 77% to 83%;

· Blocking of appointment reduced to 1%; 

· Formal non clinical work increased to by 8% for nurse meetings and clinical supervision;

· All appointments were used, through proactive management of the system;  

· GP appointments increased by 8 sessions per week, freeing enough capacity for us to take on 4 nursing homes and improve quality there, in addition to reducing attendances and admissions by 12% in the first year;

· Ability to undertake co-ordinated care planning and personalised care increased.
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	8. Do you feel that your new working model is a) sustainable? and b) can it be replicated and transferred to other practices?(100 words max)

	This model of working has enabled transformation of the nursing team, from reactive and focused on process measures, to one that is proactive and improving outcome measures for patients with long term conditions and co-morbidities. They are involved in case management and care planning. This has been in place for a year and growing into a multi-disciplinary team that works with others to integrate care around patient need. This intervention could be replicated and transferred to other practices. With a predicted 6% shortfall in practice nurses in future years, it is essential that we shared and spread this learning.


	Additional comments to support your application (100 words max)

	On commencement of this project, a national review indicated that there was no national clinical competency framework for practices nurses, there was no standard job description or clinical supervision process that we would draw upon. The job descriptions were redrafted using the agenda for change competencies and a clinical supervision policy and processes were put in place. Within 10 weeks of starting this work our nurses became more effective, efficient and productive. In addition, we were able to free them to become involved in developing a tool for risk stratification and undertake proactive management of patient’s with COPD.


Please ensure that if you’re submitting any additional documents, that you have enclosed these documents with your submission. * supporting documents can include graphs, flow charts, tables, testimonials etc. Please do not provide additional text.
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4.49

0

0.45

13.46

16.88

37.73

0

16.88

25.33

0.65

4.88

5.77

1.33

1.33

0.88

21.74



PW 26.9.11

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Paula Wardlaw W/C 26.09.2011

5.12

0.02

8.45

0

0

1.79

1.33

1.55

0.67

0

0

1.79

0

0.67

1.79

0

0

0

11.33

0

1.33

25.33

0.88

4.7

6.7

2.67

2.67

5.33



AC 26.9.11

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Alison Chambers W/C 26.09.2011

2.58

6.73

1.92

0

0

4.81

2.58

1.29

0.31

0

4.5

2.58

0

0

5.12

0

5.12

0

7.04

0

0

24.35

1.62

10.6

5.16

3.85

3.85

3.85



DG 26.9.11

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Debbie Greaves W/C 26.09.2011

0

0.22

27.33

0

0

0.45

0

0.02

0.88

0.88

0

0

0.04

0

12.45

0

0

1.33

0

0

0

0

0.45

8.9

11.5

2.67

2.67

5.33



PW 9.1.12

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Paula Wardlaw W/C 09.01.2012

6.45

4.45

0.04

0.45

2.67

0.88

2.67

0

0.67

0

0

7.12

6.45

0

0

0

0

0

13.33

0

0

25.33

4.88

1.33

0.88

2.67

3.33

5.33



AC 9.1.12

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Alison Chambers W/C 09.01.2012

1.27

5.12

3.54

0

0

1.92

3.85

0

0.31

0

16.65

1.27

0

0

0

0

7.69

0

7.69

0

0

16.88

0.65

5.77

1.33

3.85

4.81

3.85



DG 9.1.12

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Debbie Greaves W/C 09.01.2012

0

32

7.55

0

0

0.13

0

0.02

0.45

3.33

0

0

7.79

0

11.33

2.21

0

0

0

2.67

0

0

3.79

4.21

6

2.67

3.33

2.67



LG 9.1.12

		Adult Vax

		Bloods

		BP

		Coil Check

		Diabetic Review

		Dressings

		Ears

		ECG

		Flu

		Health Check

		Heart Failure

		Holiday Vax

		IHD

		Nail Clippiings

		New Patietn Registration

		Omron

		Respiratory Clinic

		Review Spirometry

		Smears

		Spirometry

		Telephone Advice

		Triage

		Free Appointments

		DNA's

		Blocks/Self

		Nurse Meetings

		PHCT Meetings

		Admin



Lisa Graham W/C 09.01.2012

7.5

10

1.25

0

10

8.8

1.25

1.25

0

0

0

0

0

0

0

0

0

0

0

0

0

0

7.5

5

8.65

6.25

5

5



DG 9.1.12+26.9.11

		Adult Vax		Adult Vax

		Bloods		Bloods

		BP		BP

		Coil Check		Coil Check

		Diabetic Review		Diabetic Review

		Dressings		Dressings

		Ears		Ears

		ECG		ECG

		Flu		Flu

		Health Check		Health Check

		Heart Failure		Heart Failure

		Holiday Vax		Holiday Vax

		IHD		IHD

		Nail Clippiings		Nail Clippiings

		New Patietn Registration		New Patietn Registration

		Omron		Omron

		Respiratory Clinic		Respiratory Clinic

		Review Spirometry		Review Spirometry

		Smears		Smears

		Spirometry		Spirometry

		Telephone Advice		Telephone Advice

		Triage		Triage

		Free Appointments		Free Appointments

		DNA's		DNA's

		Blocks/Self		Blocks/Self

		Nurse Meetings		Nurse Meetings

		PHCT Meetings		PHCT Meetings

		Admin		Admin



09.01.12

26.09.11

Debbie Greaves 09.01.12 + 26.09.11

0

0

32

0.22

7.55

27.33

0

0

0

0

0.13

0.45

0

0

0.02

0.02

0.45

0.88

3.33

0.88

0

0

0

0

7.79

0.04

0

0

11.33

12.45

2.21

0

0

0

0

1.33

0

0

2.67

0

0

0

0

0

3.79

0.45

4.21

8.9

6

11.5

2.67

2.67

3.33

2.67

2.67

5.33



AC&PW 26.9.11

		Adult Vax, Holiday Vax & Flu Vax		Adult Vax, Holiday Vax & Flu Vax

		Bloods & BP		Bloods & BP

		Dressings, Ears & Smears,ecg		Dressings, Ears & Smears,ecg

		CDM =Heart Failure/resp clinic		CDM =Heart Failure/resp clinic

		Nail Clippiings		Nail Clippiings

		New Patietn Registration		New Patietn Registration

		Telephone Advice		Telephone Advice

		Triage		Triage

		Free Appointments		Free Appointments

		DNA's		DNA's

		Blocks/Self		Blocks/Self

		Nurse Meetings& PHCT Meetings, admin		Nurse Meetings& PHCT Meetings, admin



Alison Chambers W/C 26.09.11

Paula Wardlaw W/C 26.09.11

Baseline Measures

5.47

7.58

7.65

8.47

30.17

16

6

3.62

0

0.67

5.12

1.79

5.12

0

0

1.33

24.35

25.33

1.62

0.88

10.6

4.7

12.8

6.7



Calcs

		Paula Wardlaw W/C 26.09.11		37.5 Hours		Alison Chambers W/C 26.09.11		26 Hours		Debbie Greaves W/C 26.09.11		37.5 Hours		Paula Wardlaw W/C 09.01.12		37.5 Hours		Alison Chambers W/C 09.01.2012		26 Hours		Debbie Greaves W/C 09.01.2012		37.5 Hours		Debbie Greaves W/C 26.09.11		Lisa Graham W/C 09.01.2012		20 Hours						26 Hours		37.5 Hours				26 Hours		37.5 Hours

																								09.01.12		26.09.11										Alison Chambers W/C 26.09.11		Paula Wardlaw W/C 26.09.11				Alison Chambers W/C 09.01.2012		Paula Wardlaw W/C 09.01.12

		Adult Vax		5.12		Adult Vax		2.58		Adult Vax		0		Adult Vax		6.45		Adult Vax		1.27		Adult Vax		0		0		Adult Vax		7.5				Adult Vax, Holiday Vax & Flu Vax		5.47		7.58		Adult Vax, Holiday Vax & Flu Vax		2.85		14.24

		Bloods		0.02		Bloods		6.73		Bloods		0.22		Bloods		4.45		Bloods		5.12		Bloods		32		0.22		Bloods		10				Bloods & BP		7.65		8.47		Bloods & BP		8.66		4.49

		BP		8.45		BP		1.92		BP		27.33		BP		0.04		BP		3.54		BP		7.55		27.33		BP		1.25				Dressings, Ears & Smears,ecg		30.17		16.00		Coil Check		0		0.45

		Coil Check		0.00		Coil Check		0.00		Coil Check		0		Coil Check		0.45		Coil Check		0		Coil Check		0		0		Coil Check		0				CDM =Heart Failure/resp clinic		6.00		3.62		Dressings, Ears & Smears.ecg		13.46		16.88

		Diabetic Review		0.00		Diabetic Review		0.00		Diabetic Review		0		Diabetic Review		2.67		Diabetic Review		0		Diabetic Review		0		0		Diabetic Review		10				Nail Clippiings		0.00		0.67		cdm- hear fail, diab, resp, ihd		37.73		0

		Dressings		1.79		Dressings		4.81		Dressings		0.45		Dressings		0.88		Dressings		1.92		Dressings		0.13		0.45		Dressings		8.8				New Patietn Registration		5.12		1.79		Triage		16.88		25.33

		Ears		1.33		Ears		2.58		Ears		0		Ears		2.67		Ears		3.85		Ears		0		0		Ears		1.25				Telephone Advice		5.12		0.00		Free Appointments		0.65		4.88

		ECG		1.55		ECG		1.29		ECG		0.02		ECG		0		ECG		0		ECG		0.02		0.02		ECG		1.25				Triage		0.00		1.33		DNA's		5.77		1.33

		Flu		0.67		Flu		0.31		Flu		0.88		Flu		0.67		Flu		0.31		Flu		0.45		0.88		Flu		0				Free Appointments		24.35		25.33		Blocks/Self		1.33		0.88

		Health Check		0.00		Health Check		0.00		Health Check		0.88		Health Check		0		Health Check		0		Health Check		3.33		0.88		Health Check		0				DNA's		1.62		0.88		Nurse Meetings& PHCT Meetings, admin		21.74

		Heart Failure		0.00		Heart Failure		4.50		Heart Failure		0		Heart Failure		0		Heart Failure		16.65		Heart Failure		0		0		Heart Failure		0				Blocks/Self		10.6		4.7

		Holiday Vax		1.79		Holiday Vax		2.58		Holiday Vax		0		Holiday Vax		7.12		Holiday Vax		1.27		Holiday Vax		0		0		Holiday Vax		0				Nurse Meetings& PHCT Meetings, admin		12.8		6.7

		IHD		0.00		IHD		0.00		IHD		0.04		IHD		6.45		IHD		0		IHD		7.79		0.04		IHD		0

		Nail Clippiings		0.67		Nail Clippiings		0.00		Nail Clippiings		0		Nail Clippiings		0		Nail Clippiings		0		Nail Clippiings		0		0		Nail Clippiings		0

		New Patietn Registration		1.79		New Patietn Registration		5.12		New Patietn Registration		12.45		New Patietn Registration		0		New Patietn Registration		0		New Patietn Registration		11.33		12.45		New Patietn Registration		0

		Omron		0.00		Omron		0.00		Omron		0		Omron		0		Omron		0		Omron		2.21		0		Omron		0

		Respiratory Clinic		0.00		Respiratory Clinic		5.12		Respiratory Clinic		0		Respiratory Clinic		0		Respiratory Clinic		7.69		Respiratory Clinic		0		0		Respiratory Clinic		0

		Review Spirometry		0.00		Review Spirometry		0.00		Review Spirometry		1.33		Review Spirometry		0		Review Spirometry		0		Review Spirometry		0		1.33		Review Spirometry		0

		Smears		11.33		Smears		7.04		Smears		0		Smears		13.33		Smears		7.69		Smears		0		0		Smears		0

		Spirometry		0.00		Spirometry		0.00		Spirometry		0		Spirometry		0		Spirometry		0		Spirometry		2.67		0		Spirometry		0

		Telephone Advice		1.33		Telephone Advice		0.00		Telephone Advice		0		Telephone Advice		0		Telephone Advice		0		Telephone Advice		0		0		Telephone Advice		0

		Triage		25.33		Triage		24.35		Triage		0		Triage		25.33		Triage		16.88		Triage		0		0		Triage		0

		Free Appointments		0.88		Free Appointments		1.62		Free Appointments		0.45		Free Appointments		4.88		Free Appointments		0.65		Free Appointments		3.79		0.45		Free Appointments		7.5

		DNA's		4.7		DNA's		10.6		DNA's		8.9		DNA's		1.33		DNA's		5.77		DNA's		4.21		8.9		DNA's		5

		Blocks/Self		6.7		Blocks/Self		5.16		Blocks/Self		11.5		Blocks/Self		0.88		Blocks/Self		1.33		Blocks/Self		6		11.5		Blocks/Self		8.65

		Nurse Meetings		2.67		Nurse Meetings		3.85		Nurse Meetings		2.67		Nurse Meetings		2.67		Nurse Meetings		3.85		Nurse Meetings		2.67		2.67		Nurse Meetings		6.25

		PHCT Meetings		2.67		PHCT Meetings		3.85		PHCT Meetings		2.67		PHCT Meetings		3.33		PHCT Meetings		4.81		PHCT Meetings		3.33		2.67		PHCT Meetings		5

		Admin		5.33		Admin		3.85		Admin		5.33		Admin		5.33		Admin		3.85		Admin		2.67		5.33		Admin		5
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