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A post-card from England 

 
Dear All 
We know there is no new money – yet we 
try hard to get some, thinking that is 
the answer to our aging population and 
rising demand for healthcare - we think 
more is better. 
 
We think that the service s we provide to 
our patients  is high quality, but we 
know it is frequently  “dis-integrated” 
and the service is constantly reorganised 
around structures not need. 
 
We have widespread variation in health 
care in terms of quality,activity, costs 
and outcomes….WISH YOU WERE 
HERE!! 

Colleagues 
 
Wennberg Collaborative 
 
Policy Conference 
 
Berlin 

Posted September 2010 
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Many countries are facing the same challenges,  
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Did we know about the widespread variation? 

 

 

 

 

 So, why is it important to explore variation and identify 

  unwarranted variation? 

 

So that we can do the right thing for the right patient at the right 

time – using the right resources -  through  a programme to 

transform care 



 
 

Improved  
outcomes 

 
 

Better 
Value 

 
 

Improved 
Patient 

Experience 

 
 

Better 
Decisions 

 
 

Empowering 
patient 

decisions 

Empowering 
population 
decisions 

Building a  
receptive  
culture 

Shared 
Decision 
Making 

Patient & Public Involvement 

Addressing variation:  
Atlas series 

Identifying  
opportunities: 
CfV tools  
 Insights packs 
QoF CQUIN 

Programme budget and 
 Outcome based 
commissioning 

Right Care 

Commissioning  
Guidance  
EG for elective Surgery 

Knowledge Sharing Framework: 
Who’s doing it now 

Right Care - Delivering Better Value 

Engagement tool:  
EG STAR Tools 



Where 
to look 

What to 
change 

How to 
change 

INDICATIVE 
DATA: 

Atlas of 
Variation 
PBMA & 

SPOT 

EVIDENTIAL 
DATA: 

 
Service 
Reviews 

 
Viability 

 
Case for 
Change 

BPE 
 

Clinical 
Leadership 

& 
Engagement 

 
AICS 

(manage, 
devolve, 
focus on 

outcome) 

PRINCIPLES OF 
APPROACH 
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Reducing unwarranted variation to increase value 
and improve quality 

The NHS Atlases of Variation 

Awareness is the first step 

towards value.  

 

If the existence of clinical 

and financial variation is 

unknown, the debate about 

whether it is unwarranted 

cannot take place. 

Phase One - Where to Look  

21 
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Lessons from England 

 

 

 Case Studies & Examples of Transformation triggered 

by the search for Unwarranted Variation 
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THE Health Economy 

POPULATION FOCUS 

MOST IN NEED 

MOST KNOWN 

MOST SEEN 
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THE NEW MODEL  

POPULATION FOCUS 

MOST in NEED 

MOST KNOWN 

MOST SEEN 

Reducing 

Unwarranted 

Variation – 

Increasing 

Value 



Which Organisation Should Lead  to Search for Unwarranted Variation? 
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The Answer is Obviously ALL 

 

 

But how does a Health care system remove the Barriers & work 

together to identify & reduce unwarranted variation?  

 

 
 



LOWER VALUE = 
BUREAUCRACY 
BASED CARE 

HIGHER VALUE 
= 
PERSONALISED 
AND 
POPULATION 
BASED CARE 

Design and 
Deliver Care 
through Systems 
– not 
organisations 

Develop clinical 
focus on 
populations – 
including 
unidentified 
patient need 

Search for 
unwarranted 
variation – 
eliminate waste 
and duplication 

Personalised 
care planning- 
shared decision 
making 

Culture Change – 
Transformation 
Programme  
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The primary objective for Right Care is to maximise value 

 
• the value that the patient derives from their own care 

and treatment 
 
 
 

• the value the whole population derives from the 
investment in their healthcare 
 

 
To successfully increase value for both patient and population, 
health service reform must integrate both in an single model; 
separately, they become opposing imperatives 
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Key Lessons from England –  

 

  Reducing Unwarranted Variation 

 

 
• Acknowledgement that Variation is widespread 

 

• Raising awareness is the first step & an Atlas is a god tool but not sufficient 

in isolation of other support 

 

• A large scale transformation Programme is required 

 

• There must be system wide engagement – that goes beyond the NHS itself 

 

• A culture change is necessary obtained by a subtle mixture of Irritation and 

Stimulation  

 

• Be brave – be honest and be focussed ; it can be a long journey….but its 

worth it for your patients and your population 
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A post-card from England 

 
Dear All 
We now know that we have to use the 
resources available for health care 
differently and focus on population 
health care, thinking about the whole 
system, not just organisations. 
 
We have made a good start to identify 
and reduce unwarranted variation  and 
will roll-out of our RightCare 
programme, which started with the 
production of the Atlas of Variation. 
 
New models of care are now being 
designed around the population and the 
patient  and that feels right so we really 
do WISH YOU WERE HERE!! 

Colleagues 
 
Wennberg Collaborative 
 
Policy Conference 
 
Berlin 

Posted JUNE 2015 


