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Currently, some care pathways include unnecessary sequential 
steps, not all of which provide clinical value for patients

GP

Often long waits 
between tests 
due to previously 
hidden 
diagnostic 
waiting times for 
tests and results

Often serial and 
repeat testing

Potential for 
multiple 
appointments 
following 
diagnostics prior 
to final 
assessment and 
treatment 
decision

Little early pre-
assessment 
meaning 
patients can be 
found unfit for 
surgery, or 
patients are 
unclear of 
outcomes of 
surgical 
intervention

Mix of routine 
and complex 
cases, as well as 
emergency and 
electives using 
the same 
processes

Often inpatients 
where day cases 
would be more 
appropriate 

Mainly hospital 
based with 
follow-ups 
continuing in 
the hospital for 
extended 
periods of time

Hospital 
based 

outpatients
Diagnostics

Hospital 
based 

outpatients

Hospital 
based pre-

assessment

Hospital 
based 

surgery

Review and 
rehabilitation

Largely based 
in general 
practice

Limited use of 
primary care 
professionals

Limited access 
to diagnostic

Limited visibility 
of prospective 
pathway

Little 
application of 
one stop 
services

Mainly provided 
by consultants
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Driving implementation and transformation

Drive efficiency and quality in
current processes and models of 

care

Challenge current models of practice
to develop transformational 

change
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Service Transformation Vs Service Improvement

Service Improvement
• Tools and techniques to deliver efficiency and productivity along 

the pathway
• Help clear the backlog
• Help deliver service transformation

Service Transformation
• Something that looks and feels very different from when it started
• The objective is to not only influence processes, but to change 

mindsets, cultures, activities, and organisational power bases

Why?
• Because more of the same faster won’t work!
• Shift from stages of treatment into whole pathway
• Sustainability of service improvement on stages of treatment
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New pathway models are emerging which address the 
issues of existing pathways

Self 
Assessment 
& Self Care

Primary 
Assessment, 
Diagnostics 
& Treatment

Specialist 
Assessment, 
Diagnostics 
& Treatment

Supra-
specialist 
Assessment, 
Diagnostics 
& Treatment

Provision of 
services to 
support the 
management of 
self-limiting 
conditions, and 
use of 
appropriate 
treatments for 
onward care e.g. 
NHS Direct, 
Pharmacist.

Provision of 
generalist 
primary care in a 
community 
setting, including 
access to the 
appropriate 
diagnostics and 
treatment. 
Provided by a 
range of 
appropriately 
trained primary 
care 
professionals

Provision of care 
provided by a 
range of 
specialists 
(consultants, 
GPwSIs, nurse 
consultants) in 
the community 
(e.g. Integrated 
Clinical 
Assessment and 
Treatment 
Services) or 
hospital setting 
(e.g. outpatients)

Provision of care 
provided by a 
supra-specialist 
for patients 
requiring highly 
specialised low 
volume care e.g. 
care provided 
within a tertiary 
centre. 

Review and 
Rehabilitation

Provision of 
services in 
community or 
hospital settings 
to support the 
ongoing care of 
patients following 
treatment. This 
includes follow-
up appointments 
following surgery. 
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18 week Commissioning Pathways

The 18 week team have led the development of 
condition and symptom based (where possible) good 
practice commissioning pathways for the highest 
volume 12 specialties.

To:
– Challenge existing practice
– Utilise service improvement tools and techniques
– Maximise opportunities for transformational change
– Support commissioners to deliver 18 weeks
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Principles of the Commissioning Pathways

Clinically driven pathways that commence at the 
patients’ presentation of symptoms and end at 

completion of the patients’ journey

Patient focussed e.g. reflect the patients’ view of when 
the pathway starts and finishes, as well as their health 

needs and preferences

Pathways not defined by whether they are delivered in 
primary or secondary care, or by which specialty or 

professional

Maximise opportunities for utilising service 
improvement to improve efficiency and productivity 

along the patient pathway
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Pathway Development – 2 phases

Outlining the service model to support commissioners in 
commencing local discussions on service models -

transforming the pathway

Phase 1
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Process for Development of Phase 1

Agreed condition and symptom based pathways to work on 
following feedback from clinical leads

Reviewed existing research on each pathway
(existing pathways, systematic reviews, clinical guidelines)

Developed and agreed generic 18 week pathway template 
for populating

Identified Project Leads for each specialty
Leading the development of the pathways working with 

identified clinical leads, and projects/workstreams
Established working group of project leads and additional 

support posts to prevent overlap etc
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Process for Development of Phase 1 (2)

Identified clinical leads and launch of Clinical Advisory Group
Royal Colleges invited to submit clinical leads through 

Stakeholder Board
Further clinicians identified through existing groups
CAG membership and terms of reference agreed. 

Development of pathways
Drafts of populated pathways

Diagnostics developed through existing routes to feed into 
pathways

Examples of good practice included from Imaging, 
Physiological Measurement, Pioneers, CITEC sites etc 

Consensus Events
Local events to share and come to consensus on content

Amended where appropriate according to feedback
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Developing Good Practice from a range of 
sources

CITECs

Local 
development

ISIP 
Pilots

Pathology

Imaging Endoscopy

Orthopaedics

CCH 
Sites

Pioneers

Cardiology 
Diagnostics
18 weeks

Physiological
Measurement

Good
Practice
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Pathway Development – 2 phases

Outlining the service model to support commissioners in 
commencing local discussions on service models -

transforming the pathway

Populating the remainder of the template, 
incorporating information to support 
implementation– applying service improvement:
– Workforce skills and competencies 
– Technology enablers
– Service improvement models 
– Quality of life assessments
– Identifying commissioning levers

Phase 2

Phase 1
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Early pre-
assessment

Day cases

Introducing 
extended roles -

skills and 
competency 

based
Direct access 
diagnostics –

unbundling tariff

Assessing 
QoL from the 

outset

Using PACs
to ease 

reporting

Running a 
one-stop clinic

Direct listing 
for procedure

Phase 2 - Examples 
(not all information is necessarily applicable to this pathway)

Streamlining services to improve productivity
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Some reminders

• March 08 – 85% admitted patients in 18 weeks
• March 08 – 90% of non-admitted patients

• December 08 – 90% admitted and 95% non-admitted

• Data completeness should be 90%

• How to measure and how to apply 18 weeks – guides 
published 28 Feb include principles underpinning 18w 
rules (Nov 07) and further guidance on measurement 
following rules refresh
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Where are we now 
Latest referral to treatment performance

RTT Admitted Patients % < 18 Weeks 
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• 63% of admitted 
patient pathways 
under 18 weeks 
(Nov 07)

• 75% for data 
completeness 
(Nov 07)

RTT Non-admitted Patients % < 18 Weeks
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• 77% of non-
admitted patient 
pathways under 
18 weeks (Nov 07)

• 109% for data 
completeness 
(Nov 07)
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Where are we now 
RTT data for admitted pathways

proportion of admitted pathways completed within 18 weeks by treatment function - 
November 2007
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But we need to keep focused - identifying the risk?
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Activity Done Waiting List Size

Echo – numbers waiting at Dec 07 – total 36,578
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% waiting over 6 weeks – March 08 milestone
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% waiting over 3 weeks at Dec 07 – 13,168
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Coming shortly

• Integration of Cancer / Heart / Stroke improvement 
teams at national level =

NHS Improvement

- To be launched 1 April 2008
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Julie.harries@heart.nhs.uk
07810 836305

More info on our table and at
www.improvement.nhs.uk
www.18weeks.nhs.uk


