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Self Referral to Physiotherapy with “Same Day” Advice, Triage and Signposting

SIP lead: Navroz Amlani

Box 1: Big Picture Success Story 

The Service Improvement Project has enabled the service to…

· Introduce self referral to improve direct access to services

· Introduce a telephone advice and triage service

· Facilitate in faster access for those in need

· Start self management earlier

· Assist in the active management of waiting times, which have reduced from 10 weeks to 6 weeks for physical assessment
· Assist in the development of informed patients

· Facilitate appointment processing and clinic scheduling

· Reduce un-necessary waiting

· Reduce overall time spent with patients

· Reduced overall waiting times

· Improved patient satisfaction 

· Improved productivity which has been reinvested into the service
Patient satisfaction questionnaires highlighted the case and need for change.  The service improvement project was a platform for this change to happen in a controlled and managed way.  
Box 2: Service Context 

Our core purpose is to provide a primary care musculoskeletal physiotherapy service which is part of a wider primary care organisation.  Formed in 2006, Lincolnshire Community Health Services provide a wide range of services to the population of Lincolnshire, including the community hospitals, community nursing and primary care services like physiotherapy, podiatry and occupational therapy.
Our award winning MSK Physiotherapy Service provides assessment, diagnosis and comprehensive treatment and management for patients with musculoskeletal disorders. Treatments offered include manual therapy, acupuncture, electrotherapy, education, in-house gym classes, referral into local rehabilitation classes and injections to name a few, all fully supported by access to relevant diagnostics if deemed appropriate. Lincolnshire Community Health Services primary care musculoskeletal physiotherapy service aims to be the service of choice for assessment, diagnosis and treatment including rehabilitation for musculoskeletal disorders in Lincolnshire.  

Historically, patients would access primary care physiotherapy in Lincolnshire via another healthcare practitioner, either their GP, accident and emergency or a consultant, which can be an ineffective use of their clinical time and expertise and results in delays. 
Box 3: Strategic priorities to be addressed by the SIP 

The Service Improvement Project offered Lincolnshire Community Health Services a platform to facilitate Outpatient MSK Physiotherapy service redesign based on historic patient surveys which has highlighted the following issues:

· Access to physiotherapy

· Waiting times

· Clinicians with the right skills including diagnostics

Service redesign enabled Lincolnshire Community Health Services to develop the following improvement aims:
· To increase access to primary care physiotherapy – enabling patients to manage their own care and pathways; accessing the correct professional when needed, which with best known practice. 
· To ensure patients are assessed by highly qualified and competent physiotherapists – Triage enables competent staff to assess patients needs and signpost them to the most appropriate professional, either within the team, organisation or externally.
· To improve the referral to treatment time – this aim fits with national and local targets to facilitate access to appropriate care.  Evidence also states that early access to treatment reduces chronicity and improves self management.
· To reduce overall waiting times – Delays and waste was removed from pathways, facilitating a more productive environment both staff and clinics, resulting in reduced waiting times across the service.
· To reduce the waste within the system overall (administration and clinical appointments) – Self referral enabled referring clinicians to reduce the amount of administration by removing the need for official referral letters and the number of clinical appointments taken by patients once they were able to refer directly.  Self referred patients were also less likely to miss appointments compared to the historic pathways.
Box 4: What we did and what we changed as a result of the SIP
The SIP offered a platform for service review and redesign, putting the patient at the heart of the service.  Historic stakeholder engagement activities highlighted a number of issues and concerns with the service which this project was able to review and address.

Access to the service was reviewed and self referral was implemented.  Stakeholder engagement highlighted early assessment and signposting as an issue; therefore the triage which would include signposting if appropriate was felt important given the waiting times for physical assessment was 10 weeks.  A stakeholder impact assessment was completed at this stage to ensure full understanding of the impacts that this service pathway redesign would give.
Stakeholder engagement enabled this service redesign to be publicised appropriately and adopted within the pilot practices and later within the neighbouring practices.  Processes like readers panel engagement with poster and form creation enabled the development of appropriate material for publication and use.  General Practice engagement enabled the reduction in fear over swamping the system with referrals, waiting list spiralling out of control and assurances of the competencies and skills of the physiotherapy team.
Since the service redesign, stakeholder engagement has taken place.
· Patients who self referred: 70% were satisfied, quite satisfied or very satisfied with the telephone consultation that they received stating the reasons highlighted below.  Overall 90% of those questioned in the self referral group were fairly or very satisfied with the self referral with same day advice, triage and signposting pilot service.
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Patients referred by their GP have told us:

· “Other than painkillers no suggestions were made by the doctor, they could not diagnose what my problem actually was and it was not until I received physiotherapy that the pain started to subside and mobility improved – I feel that if I had received help earlier, the treatment would have been shorter”

· “I would have been able to start managing the symptoms sooner. Also would have been able to access a professional who would have understood much more clearly the source of the problem and how to treat it.”

· “I am unaware of appropriate exercise for my condition”
Box 5: Demonstration of achievements

The Service Improvement Project has enabled through service redesign the following improvements across the service:

· Reduced waiting time for physical assessment – at the start of the project the waiting time was 10 weeks, currently it is 6 weeks, patients waiting longer than 2 weeks have been contacted and are being offered appointments within the next week.
· Offer telephone contact within 1 working day – this service was not offered prior to the Service Improvement Project; currently the service is contacting patients within 1.45 working days.
· Achieve a self referral rate of 75% - this measure will show the number of patients that are directly accessing our service, currently we are achieving a rate of 83% self referral for GP referred patients.  Referral methods is demonstrated below showing the successful uptake of self referral within the pilot practice.
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· Reduce the number of sessions required per treatment course – prior to the SIP and in comparable GP practices, patients required 3.72 sessions per treatment episode, the SIP through pathway and service redesign reduced this to 2.88.  Saving 1 session per treatment episode which would equate to 1,800 clinical sessions in the current service or approximately £18,000.  Extrapolated to the whole MSK service (receiving 21,000 patients annually) within Lincolnshire, the savings would equate to 21,000 sessions or approximately £210,000.
Box 6: What have been the benefits? 

The Service Improvement Project and the service redesign that it has facilitated has enabled Lincolnshire Community Health Services to implement successfully a self referral pathway for patients to access primary care MSK physiotherapy, where they can expect a triage telephone call and if required signposting within the aim of 1 working day.  Having implemented this in a single pilot General Practice, the results to date have facilitated a roll out to the other practices within Gainsborough and with the continued data collection support a full roll out into Lincoln and then the rest of the county of Lincolnshire.

The benefits to our stakeholders are:

· Faster access

· Reduced waiting time

· Less administration

· Improved productivity

· Increase stakeholder satisfaction
When asked about the benefits this service has brought stakeholders stated the following:

· “The service is excellent – very supportive and extremely helpful in both controlling and managing symptoms and gaining in confidence.”

· “Great service. All exercises done in a controlled environment which is always best. Many thanks for your help.”

· “Good service, quick treatment. Well done.”

· “Many thanks for the care I have been given. All aspects have been excellent.”
Box 7: What next? 
The Service Improvement Project was initially a pilot, offering the service to a single General Practice and their population.  Due to the results, the pilot has expanded and is now covering the town of Gainsborough and the villages of Scotter and Hibaldstow, a population of approximately 30,284. 
Over the next 12 months, we aim to continue expanding the project to include other General Practice populations.  This will require ongoing and significant collaboration with all stakeholders including Service users; GP practice based commissioning clusters, NHS Lincolnshire and other providers of primary care MSK physiotherapy services.  

Box 8: Project Outcomes
The Service Improvement Project offered Lincolnshire Community Health Services a platform for service redesign and the ability to implement known best practice.  It has been the starting point for a wave of service reform and review.

The main learning points during the past year are:

· Engage stakeholders early in service redesign

· Ensure timeframe is clear and commit to timescales

· Ensure data collection is factored in and available
· Engage in structured mentorship and support to ensure that lead remains focused
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