TheKingsfFund) ‘aimiae

How to make change
happen In general practice

Andy Brooks
Luca Tiratelli
Beccy Baird
Kristina Bergman

August 2022



Contents

A WO DN BB

Introduction 3
Overview 4
Changes work best when they’re driven from the bottom up 5
Financial incentives and targets can change activities, but that’s not the same as improving outcomes 7
The ‘soft’ stuff is important 9
People need capacity and capability to make change happen 11
Conclusion and additional resources 13
References 14

Dk



How to make change happen in general practice

Introduction

Change can be difficult in any organisation and general practices are
no different in that respect. But general practices are funded and run
in a different way to most of the NHS and need to approach change

in a way that that reflects that difference.

The growing crisis facing general practice, where demand is
outstripping available workforce, means that, as integrated
care systems (ICSs) take on responsibility for NHS resources,
understanding how to make change happen and happen well in
general practice is vital.

ICSs will need to make sure any changes are based on what has been
shown to work and given the best possible chance of succeeding.

In the report Levers for change in primary care, we outlined the
findings from the published evidence on how change happen. That
report was commissioned by NHS England and published alongside
the Fuller stocktake on primary care.

In this document we set out four principles drawn from this evidence
to highlight how to make change happen. For each principle we
describe why it matters, and what it might mean for those working in
general practices and in ICSs. However, it is worth noting that these
ideas would equally apply at a national or place level.

We hope you find these principles helpful - they are not new but
leaders in both general practice and ICSs will need to demonstrate
they truly understand them and implement them in order to see
successful and effective changes in general practice.
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How to make change happen in general practice

Changes work best when they're driven

from the bottom up

What does the evidence say?

For people to deliver change in their places of work, they need to be
involved and engaged in the process (Brooke-Sumner et al 2019). If
this doesn’t happen and changes are simply imposed, the evidence
suggests that there’s a real risk that efforts to bring about change
and improvement fail, and could even make things worse by causing
staff to feel disenfranchised, alienated and ignored (Gosling et al
2019; Pettigrew et al 2018; Madavia et al 2017).

There is also a risk if processes of change are too top down that they
are designed in a way that is unintelligible to staff, whose ability to

improve things is then compromised by a lack of understanding (Gray

etal 2018).

Bottom-up approaches help avoid these risks — and also allow local
knowledge (Levesque et al 2015) and professional expertise to be fed
into processes, making them more likely to succeed.
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Why does it matter?

Change in general practice, such as improving access, will mean
changes to how clinicians and practices work. There is no shortage
of initiatives and ideas of what those changes could or should be,
and many case studies that show how particular changes have been
implemented to great success. The evidence is clear that for any
change to be effective it must have the buy-in of those who are
directly affected by it. Without that, even initiatives with the most
compelling cost-benefit analyses will not result in positive change.

)



How to make change happen in general practice

What does it mean for me?

For general practice teams

« Don't rely on others to create change - take ownership
of improvement efforts by recognising the team'’s role in
bringing about positive change.

e Decide how you measure your improvements based on
your own priorities.

e Use patient and staff surveys to inform processes of
change.

e Take a continuous approach to improvement, consistently
checking and questioning.
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For ICSs

Use a ‘with’ not ‘to’ approach when you are working with
practices, even though that approach might take more
time.

Support teams to develop their own metrics.
Facilitate the use of local knowledge.

Offer/provide access to a range of support and expertise
that practices can draw on, including data analytics,
organisational development and estates expertise.

Value and support practices in their improvement efforts.
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Financial incentives and targets can change activities,
but that’s not the same as improving outcomes

What does the evidence say?

Evidence shows financial incentives and targets can be effective at
shifting where clinicians spend their time and focus (NHS England
2018), and increase certain types of activity, so long as targets are
set appropriately.

However, increases in activity are not the same as improving quality
of care or outcomes for patients. Indeed, evidence does not suggest
that incentivised areas of care improve at a faster rate than other
areas. Beyond this, there is a risk highlighted in the literature (Doran
et al 2011) that by focusing on the actions that are incentivised,
others fall by the wayside. There is also some evidence that the

use of pay for performance can increase health disparities, as those
organisations in more affluent areas find it easier to achieve targets.

2
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Why does it matter?

Financial incentives are tempting for policy-makers and
commissioners to use, particularly for ‘contractor’ professions such
as general practice or dentistry, as even small changes in cash flow
can have an impact on small businesses. However, the English NHS
is an international outlier in the extent to which it has, over its
history, used financial incentives to drive improvements in general
practice. The danger of this approach is that there is a significant
risk of perverse incentives. By using financial incentives and targets,
particularly at national or regional levels, it's possible to distort
priorities and hinder practices from addressing the priorities that
staff and patients feel are most important.
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What does it mean for me?

For general practices

e Having a well-chosen locally owned set of metrics can be
an effective way of focusing activity.

e« Once a target is set in one area, consider which other
areas may now get less attention.
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For ICSs

Set up high-level targets carefully and sparingly;
consider complexity and the potential for unintended
consequences.

Be aware that financial incentives to create new services
(Tan and Mays 2014) risk creating confusion and making
things worse.

Know that incentivising increases in scale might not
lead to improvements in cost-effectiveness or quality
(Pettigrew et al 2018).

Continuously evaluate the effect of targets, including the
possibility of worse outcomes in a different area.
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The ‘soft’ stuff is important

What does the evidence say?

Cultural factors are enormously important for the success of
improvement initiatives in general practice. At ICS level, recognising
this means ensuring that different levels (from neighbourhoods to
systems) within the NHS agree on goals and act in a co-ordinated
and unified way (Tan and Mays 2014). It also means taking informal
networks (Stokes et al 2014) and peer support across the system
just as seriously as hierarchical relationships and formal systems and
processes.

Studies of high-performing organisations that have successfully
implemented change programmes show that they value and invest
in local leadership (Crabtree et al 2020), are clear with people about
their role within processes of change (Allan et al 2014), and free
people up from pressure and bureaucracy that can make people feel
uncomfortable trying out new ways of working (Gosling et al 2019).

3
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Why does it matter?

Practice-level leadership is crucial to the success of any change
programme. If staff become stressed or frustrated or feel like they
are being bombarded with impossible demands, it will affect their
ability to deliver change and improve ment. For people to perform at
their best they need to feel that they have the safety to test and to
fail; to work across traditional boundaries and to build trust. Local
leaders will also need to feel that they have similar trust and support
from the wider system.

. D



How to make change happen in general practice

What does it mean for me?

For general practices

It takes time to make change: staff need to be involved
throughout the duration of the journey, and space needs
to be created for conversation and discussion.

There are no ‘perfect’ processes. That's okay -
incremental progress can still create positive momentum.

This momentum can be built by celebrating successes and
creating a sense of shared achievement.

Be open to, and prepared to endure, the discomfort that
can come from trying new things.
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For ICSs

Be careful not to bombard frontline staff with too many
messages or obligations.

Support practices to build relationships and trust with
each other.

Provide access and support for training in the leadership
skills needed for change.

Create and use comparative data to facilitate learning and
engagement.
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People need capacity and capability to make change

happen

What does the evidence say?

There is strong evidence showing that facilitating processes of
change, and ensuring they have the best chance of being successful,
requires both financial support, and serious preparation and planning
(Solyu et al 2020). At all levels, there needs to be a process of
‘readying’ and of getting buy-in from all stakeholders - a process that
relies on strong, effective, and purposeful leadership to overcome
levels of change resistance that are natural in most working
environments.

Success is also affected by factors including leadership skills, HR and
data skills within practices (Smith et al 2020), and by the extent and
provision of external support.
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Why does it matter?

Workloads in general practice are already extremely challenging.
Even though change might potentially free up time in the long run,
in the short term finding the headspace and skills to design and
implement changes is very difficult. Many practices, in common with
other small organisations, are unlikely to have ready access to the
full range of skills needed to implement changes, for example, data
analytics, organisational development, HR or digital skills.
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What does it mean for me?

For general practices For ICSs

e  Build internal capacity for change and make everyone part e  Provide a range of flexible support to respond to differing
of the process; don't just spring initiatives on staff from needs across general practice teams.
nowhere.

¢ Keep in mind that change and improvement initiatives
o  Consider what information and resources can be shared work best if the capacity is built within the team.
and ask the integrated care board (and other local

¢ Clinicians often respond better to their peers than to
networks) for support.

hierarchical systems and bureaucracies. This should be
e  Build clinical and managerial partnerships across practices reflected in where capacities sit.

- practices can help each other through processes of

change.

4

People need
capacity and
12 >>>>

capability to make
change happen




How to make change happen in general practice

Conclusion and additional resources
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In this resource, we have condensed the key messages from our
review of how to make change and improvement happen in primary
care. We found that traditional ‘hard’ levers for change, such as
financial incentives and targets, are perhaps more limited in their
efficacy than one might expect. Conversely, we found that ‘soft’
factors are crucial - and how it is important to build change and
improvement initiatives in a more organic and bottom-up way.

If you want to read more detailed findings from our literature review,
you can see the full write up of our findings here. These findings
have big implications both for ICSs and for individual practices.
Much closer attention needs to be paid to the cultural factors that
surround change and improvement initiatives, and real consideration
needs to be paid to the potential negative consequences that can
come from top-down, hierarchical approaches.
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If you are interested in this research and want to find out more,
please contact Beccy Baird, b.baird@kingsfund.org.uk.

)



How to make change happen in general practice

References

Allan HT, Brearley S, Byng R, Christian S, Clayton J, Mackintosh
M, Price L, Smith P, Ross R (2014). ‘People and teams matter in
organizational change: professionals’ and managers’ experiences
of changing governance and incentives in primary care. Health
Services Research, vol 49, no 1, pp 93-112. Available at: https:/doi.
org/10.1111/1475-6773.12084 (accessed on 5 July 2022).

Brooke-Sumner C, Petersen-Williams P, Kruger J, Mahomed H,
Myers B (2019). “Doing more with less”: a qualitative investigation
of perceptions of South African health service managers on
implementation of health innovations. Health Policy and Planning, vol
34, no 2, pp 132-40. Available at: https://doi.org/10.1093/heapol/
czz017 (accessed on 5 July 2022).

Crabtree BF, Howard J, Miller WL, Cromp D, Hsu C, Coleman K,
Austin B, Flinter M, Tuzzio L, Wagner EH (2020). ‘Leading innovative
practice: leadership attributes in LEAP practices. The Milbank
Quatrterly, vol 98, no 2, pp 399-445. Available at: https:/doi.
org/10.1111/1468-0009.12456 (accessed on 5 July 2022).

Doran T, Kontopantelis E, Valderas JM, Campbell S, Roland M,
Salisbury C, Reeves D (2011). ‘Effect of financial incentives on
incentivised and non-incentivised clinical activities: longitudinal
analysis of data from the UK Quality and Outcomes Framework’.
BMJ, vol 342: d3590. Available at: https:/doi.org/10.1136/bm;j.d3590
(accessed on 5 July 2022).

Gosling J, Mays N, Erens B, Reid D, Taylor W, Jones B (2019). Quality
improvement in general practice: what do GPs and practice managers
think? [online]. London: The Health Foundation. Available at:
www.health.org.uk/publications/reports/quality-improvement-in-
general-practice-gps-practice-managers-think (accessed on 5 July
2022).

Gray CP, Yakir M, Hung DY (2018). ‘Physician engagement with
metrics in lean primary care transformation. Quality Management
in Health Care, vol 27, no 3 pp 117-22. Available at: https:/doi.
org/10.1097/QMH.0000000000000182 (accessed on 5 July 2022).

Levesque J-F, Haggerty JL, Hogg W, Burge F, Wong ST, Katz A,
Grimard D, Weenink J-W, Pineault R (2015). ‘Barriers and facilitators
for primary care reform in Canada: results from a deliberative
synthesis across five provinces, Healthcare Policy, vol 11, no 2, pp
44-57. Available at: https:/europepmc.org/article/PMC/4729282
(accessed on 5 July 2022).

Mandavia R, Mehta N, Schilder A, Mossialos E (2017). ‘Effectiveness
of UK provider financial incentives on quality of care: a systematic
review. British Journal of General Practice, vol 67, no 664, e800-15.
Available at: https://bjgp.org/content/67/664/e800 (accessed on 5
July 2022).

=

. D



How to make change happen in general practice

NHS England (2018). Developing the NHS long term plan: primary care
reform [online]. Board paper. Available at: www.england.nhs.uk/wp-
content/uploads/2018/07/05-pb-04-07-2018-developing-nhs-long-
term-plan-primary-care-reform.pdf (accessed on 5 July 2022).

Pettigrew LM, Kumpunen S, Mays N, Rosen R, Posaner R (2018).
‘The impact of new forms of large-scale general practice provider
collaborations on England’s NHS: a systematic review. British Journal
of General Practice, vol 68, no 668, e168-77. Available at: https:/doi.
org/10.3399/bjgp18X694997 (accessed on 5 July 2022).

Smith J, Parkinson S, Harshfield A, Sidhu M (2020). Early evidence of
the development of primary care networks in England: a rapid evaluation
study [online]. NIHR website. Available at: www.fundingawards.nihr.
ac.uk/award/NIHR129678 (accessed on 5 July 2022)

Soylu TG, Cuellar AE, Goldberg DG, Kuzel AJ (2020). ‘Readiness and
implementation of quality improvement strategies among small- and
medium-sized primary care practices: an observational study. Journal
of General Internal Medicine, vol 35, no 10, pp 2882-8. Available at:
https://doi.org/10.1007/s11606-020-05978-w (accessed on 5 July
2022).

Stokes K, Barker R, Pigott R (2014). Which doctors take up promising
ideas? New insights from open data [online]. London: Nesta. Available
at: www.nesta.org.uk/report/which-doctors-take-up-promising-ideas-
new-insights-from-open-data (accessed on 5 July 2022).

Tan S, Mays N (2014). ‘Impact of initiatives to improve access to,

and choice of, primary and urgent care in the England: a systematic
review. Health Policy, vol 118, no 3, pp 304-15. Available at:
https:/pubmed.ncbi.nlm.nih.gov/25106068 (accessed on 5 July 2022).

)



The King’s Fund is an independent charity working to
improve health and care in England. We help to shape
policy and practice through research and analysis;
develop individuals, teams and organisations; promote
understanding of the health and social care system; and
bring people together to learn, share knowledge and
debate. Our vision is that the best possible health and
care is available to all.

www.kingsfund.org.uk ¥ @thekingsfund

Published by

The King's Fund

11-13 Cavendish Square
London W1G OAN

Tel: 020 7307 2568

Email: publications@kingsfund.org.uk

www.kingsfund.org.uk

First published 2022 by The King's Fund,
Charity registration number: 1126980

© The King’s Fund 2022

All rights reserved, including the right of
reproduction in whole or in part in any form



