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�
Background





A framework agreement was undertaken in November 2002, between Evercare, an affiliate of UnitedHealth Group, and The Secretary of State for Health, to support Primary Care Trusts (PCTs) in assessing whether the Evercare model could help PCTs in implementing their modernisation strategies.  Evercare is an internationally unique programme that UnitedHealth Group provides to the U.S. Government, and were honoured to work through assessment meetings with ten PCTs.  These meetings helped to explore ways to demonstrate notable change in health system management, to leverage Evercare’s expertise and best practices in support of community health administration, and to define programme focus for initial development work.  Reports were provided to each PCT on how Evercare believed it could facilitate that change, which resulted in individual agreements with each PCT undertaken in April 2003 to implement a service intervention for their high-risk elderly population.  





To Demonstrate Notable Change


Since its inception, the National Health Service (NHS) has shown leadership in ensuring access to excellent health care without considering ability to pay.  The achievements of the NHS are well known internationally, and the recent NHS Plan continues the fine tradition of the NHS.  In this visionary plan, Primary Care Trusts (PCTs) have been given the charge to drive a modernisation strategy and challenge historic practices in order to improve access and quality for NHS patients.


The vision of the United Kingdom’s NHS Plan creates extraordinary opportunities for renewal of day-to-day practices of NHS staff and experiences of patients. Changes in service are taking hold as primary and community services seek to redesign care pathways empowered by core principles in the NHS Plan that support shifting more care into the community.  System redesign is desired and expected with a renewed emphasis on local needs and the preferences of patients. 





PCTs have been entrusted by patients and the NHS to drive this modernisation strategy.  As laboratories of health care innovation, the PCTs must demonstrate to local communities that increased national funding levels for health services will be used in the implementation of a redesigned health system resulting in improved service levels and patient care.  





To accomplish this, dramatic change is required.  Incremental funding of new initiatives based on historic budgets and practices will not raise standards and improve results – sustainable change requires innovative approaches to systemic management of care delivery and services.  As PCTs work to build care strategies across the health system, focus must be placed on reallocation of services and resources – not addition of programmes that create additional institutional barriers, but rather programmes that focus on the patient’s pathway throughout the health service.





Additionally, PCTs are working to design health service provision based on the resources and infrastructure available to meet patient care in each community.  The NHS Plan stresses the need for the right number and the right type of beds, buildings, services and equipment, alongside the right number of staff.  PCTs have the opportunity to create an environment where patients receive care in the least intrusive environment through a focused investment in primary and intermediate care services.  To accomplish this, infrastructure investments must be aligned with redesigned patient care paths and service processes.





To Apply Existing Expertise and Best Practices


The accomplishments of the NHS over the past fifty years are monumental, and Evercare highly values the opportunity to contribute to the modernisation efforts initiated by the NHS Plan.  In order to enhance the speed and certainty by which the PCTs achieve the NHS Plan, the DOH invited Evercare, to contribute its tools, techniques, and expertise in health administration to the benefit of the NHS.  Although this experience in managed health administration evolved from a different health environment, there are similarities in the skills and tools needed by PCTs and those needed by health systems in America.  


Objectives core to both organisations include:





Targeted improvement in population health based on individual patient need and 	evidence-based medicine.


Development of primary and community services as core assets in care delivery.


Management of health care budgets for defined populations, requiring analytic strategies 	to define commissioning needs for primary and secondary services within a community.


Optimisation of a health system’s capacity and capabilities.





UnitedHealth Group, the parent company of Evercare, is an organisation with a unique set of capabilities and offerings.  The company uses information and innovation to coordinate health services between doctors and facilities, improve early intervention in chronic disease management and develop outreach programmes for preventive health care.  It is a leader in providing health services to individuals over 50 years of age and has developed innovative programmes to deliver care to the frail and vulnerable elderly. The company has demonstrated success in the organisation of health care and support services to promote quality health care to diverse governmental organizations.  Specific capabilities of UnitedHealth Group and Evercare, include:





Scope of service�Evercare provides high quality health care services to government and non-governmental entities, which have missions similar to the NHS.  This includes working in partnership with the U.S. government to create demonstration projects and initiatives to respond to health needs of at-risk and special needs populations.  Evercare is unique in the U.S. in the breadth of services it provides to governmental entities.





Innovation and technology�UnitedHealth Group’s databases include health experiences of millions of people over multiple years.  UnitedHealth Group’s investment of over $1.7 billion over the past five years allows the company to provide evidence-based medical information to both physicians and consumers.  The company’s investment in technology also supports our development of pilot programmes and health strategies, innovations in health care safety and privacy, more comprehensive financial data reporting and analysis, and enhanced consumer satisfaction and management reporting.


�
Framework Agreement – Phase One





Statistics supplied by the DOH verified that care of the elderly and chronically ill consumes a significant portion of total NHS resources.  Gaps in care delivery for this vulnerable population quickly translate into quality of care concerns and reduced health care access for other NHS patients.  Moreover, the “National Service Framework for Older People” sets forth specific targets and initiatives around the population. 


Some PCTs, in collaboration with the DOH, agreed to focus their transformational change efforts on a health care improvement programme for older people. UnitedHealth Group’s Evercare programme was specifically designed to meet the needs of this complex population.  At the request of the DOH and PCTs, a team of Evercare experts visited ten PCTs to determine the feasibility of implementing Evercare principles and processes into the NHS system.





What we learned by observing – Phase One





During the visits to the PCTs, our team gained an even greater admiration for the accomplishments of the NHS and its employees.  The professionalism, commitment, and quality of both management and clinical professionals in the face of enormous change, were consistently present in the people we met. The PCTs are eager for progress, open to change, and willing to persevere to accomplish the NHS goals.


To realise rapid change, the PCTs are balancing a multitude of priorities and expectations.  In such situations, it is always a challenge to focus enough on the critical few activities that will achieve the most rapid and sustainable change. One of the outcomes of this project will be optimising the PCT’s experience of driving fast-cycle change amidst competing priorities.  


We believe this project will bring focused attention to three areas that are critical to the success of the NHS Plan.


Looking at the entire system from a patient’s point of view and correcting the most serious gaps or duplications in the care pathway.


Assuring care is delivered in the least intensive setting consistent with patient needs in order to use NHS resources to benefit the broadest group of NHS patients.


Reallocating existing resources to new purposes rather than assigning new resources.�


In each PCT, we looked for capabilities that could support and enhance the implementation of the Evercare model.  Likewise, we looked for barriers that might impede the introduction of the model.  Overall, the team believes the NHS-Evercare collaboration can produce excellent innovation and meaningful change.








�
PCT Agreements – Phase Two





While this project will initially focus on older people, the skills and techniques that will become imbedded by focused management of this critical population can be applied across the NHS to other patients with significant burdens of illness.


Each PCT will have access to Evercare resources including a programme lead, a clinical expert, a medical director, and nurse mentors.  A detailed project plan allowing for local variation in implementing strategies will be developed in collaboration with a PCT-appointed programme leader. The major milestones of the programme include:


Project Planning and Preparation


Programme Implementation – Mentoring


Programme Implementation – Normalizing the Model


Programme Implementation – Monitoring and Evaluating the Model


Disseminating and Sustaining the Model�
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