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demonstrating variation 
through use of national data 
tools 
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Today’s workshop 

Introduction to: 
 
• RightCare and Commissioning for Value 
• The Pathway on a page 
• Understanding priorities from the Where to Look packs 
• Focus packs 
• Online tools 
• STP summary packs 
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What is RightCare? 
NHS RightCare is a programme committed to reducing unwarranted variation to 
improve people’s health and outcomes. It aims to help local health economies ensure 
that the right person has the right care, in the right place, at the right time, making the 
best use of available resources. 
 
NHS RightCare ensures local health economies….. 
 
• make the best use of resources to give better value – better value for patients, the 
population and the taxpayer. 
 

• understand how they are doing – by identifying variation with demographically similar 
populations 
 

• get talking about the same stuff - about population healthcare rather than 
organisations 
 

• focus on the areas of greatest opportunity - by identifying priority programmes 
which offer the best opportunities to improve healthcare for populations 
 

• use tried and tested processes - to make sustainable change to care pathways to 
reduce unwarranted variation 
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The NHS RightCare approach 
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Commissioning for Value 

Commissioning for Value is one of the key elements of the intelligence 
programme within NHS RightCare.  

 

• Partnership between NHS England and Public Health England  

• Supports health and social care commissioners to identify priority 
areas that offer the best opportunities to improve healthcare for 
populations and increase value. 

• About developing and using evidence to shine a light on unwarranted 
variation and performance to encourage improvement in quality.  

 

It gives local health economies in England practical support in gathering 
intelligence, data, evidence and tools to help them improve the way care is 
delivered for their patients and populations. 



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 
 
 
 

The first principle of  
Commissioning for Value 
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Our products 
Commissioning for Value materials include: Where to Look and focus packs 
for each CCG; online tools; videos; optimal value pathways; economic 
scenarios; casebooks; and the Atlas of Variation series. 

In each case we use the same methodology and compare a CCG with its 10 
most similar CCGs using demographic factors, showing where it’s an outlier 
and highlighting opportunities for improvement. 
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Comparison to 10 similar CCGs 
For each CCG, we identify their most demographically similar CCGs based on the following 
factors:  
 

• Overall deprivation 

• Health deprivation 

• Population size 

• Population density 

• Age profile 

• Ratio of GP registered patients to proportion estimated to be in CCG’s local population  

• Ethnicity 
 
This means that we are comparing ‘like for like’ as far as possible 
 
We only compare geographic neighbours if they are also demographically similar. CCG A may 
have very good reasons for doing things very differently to CCG B, as the two populations may 
have very different characteristics and needs 
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Select Variable Weightings

Closer
Further

Reset variables to default - Click here

Similar 10 Explorer tool 
Horsham and Mid Sussex’s 10 most similar CCGs 

Bar colours indicate closeness of match 

Use the tool to: 

• Look at the strength of the similar 10 across all variables 

• Change the weighting of variables and see how it changes the similar 10 

• See where in the closeness rankings your geographic neighbours are 

Closer                    Further 



Commissioning for Value 
Where to look and Focus 
packs  
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The 2016 Where to Look packs 
New ‘where to look’ packs were 
released in January 2016 for each 
CCG, with an updated version 
published in October 2016. 

These have been recently updated 
with new packs containing new 
15/16 QOF data alongside 15/16 
admissions data. 

The 2016 version of the CFV tool 
is also available on the NHS 
RightCare website.   
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The focus packs 
Seven separate focus packs were 
produced in April / May 2016 

• Cardiovascular disease 
• Neurological 
• Respiratory 
• Cancer and tumours 
• Maternity and early years 
• Mental health and dementia 
• MSK, trauma and injuries  

All the packs have been produced for 
each CCG and every one is available on 
the NHS RightCare website, along with 
accompanying tools and videos.  

They include pathways on a page 
(with updated data) plus charts on 
spend, admissions and procedures.  

Key indicators are then broken down 
into detailed opportunity tables for 
each CCG. 



Commissioning for Value compares CCGs 
to their ten most similar CCGs 
 

3/9/2017 

This CCG has 66 more deaths a year from Cancer for under 75 years olds 
than the five similar CCGs with the lowest mortality rates 



The CCG spends less on elective admissions for Cancer 
than the average of the five similar CCGs with lowest 
spend rates (adjusted for age and sex of patients) 
 
 

3/9/2017 

Spend on Gastrointestinal, Respiratory and Trauma and Injuries is higher 
than the average of the ten similar CCGs 
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The Pathway on a Page presents a range of 
indicators across the patient pathway 
This is an example of a CCG’s heart disease pathway 

Recorded prevalence – ‘Case’ finding - Risk factors – Primary care – Spend - Outcomes 
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This CCG is demographically similar – lower spend and lower mortality 



In groups: 
• Look at the example of a local heart disease pathway 
• What are the key messages you draw from it? 
• What other information would you want to look at? 

 
Have a look at the same CCG’s Where to look pack 

• Which programmes does the pack indicate offer the best 
opportunities for improvement? 

• Why? 
• What other information would you want to look at?  
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Exercise 
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COPD pathway – high spend and mortality – but 
this is all driven by high prevalence? How much 
of an opportunity is this for the CCG to improve 
in the short term? 
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The focus packs present much more detail – showing 
the exact values of all similar ten CCGs and a breakdown of 
spend for individual diagnoses, procedures and drugs 
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Focus pack data - example 
This CCG and all its similar 10 spend the same as or more than the national average 
on emergency admissions for CHD (they all have relatively high prevalence and 
deprivation nationally). We estimate the CCG is spending £1.5m more than the 
average of its lowest spending 5 similar CCGs.  

 



CCG A 

Similar 10 
CCGs 

. This is the same CCG 
• When deprivation is factored in, it still spends significantly more than expected 

Focus pack data - example 



In groups: 
• Look at a local CCG’s focus pack 
• What are the key messages you can draw from it? 
• What other information would you want to gather locally to inform 

understanding about to do next? 
• Can you give any examples where you think local information 

and context helps provide further understanding? 
• What issues and further questions does it raise? 
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Exercise 



Online tools 
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Commissioning for Value Tools 
• Allows users to view maps, charts and tables for the indicators in the refreshed 

‘where to look’ packs across CCGs, and to view a spine chart of all the indicators 
for one or more CCGs    
 



• Percentage of women aged 50-70 screened for breast cancer in 
the last 3 years 
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Variation across England 

Highest 
 
  

to 
 
 

 lowest 
quartile 



Tool shows geographic distribution as well as CCG’s position 
• + detailed information including comparison to similar 10 
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Allows the user to explore the relationships between two indicators 
using maps and scatter plots.          
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Explorer tool 
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Example: Deprivation and breast cancer 
screening 
 • Areas with higher deprivation tend to have lower screening rates 

• But there’s still variation in screening rates compared to what might be ‘expected’   
 



STP summary packs 
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Identifies Common Opportunities across 
the STP 
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The STP pack shows total opportunities for lives 
saved, and primary care prescribing, elective and 
non-elective admissions expenditure 
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Coordinating reallocation of capacity 
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Lower GI Cancer Pathway on a Page for 
all CCGs in the STP 

• Not changed methodology – still looking at individual CCGs and 
comparing to their similar 10 

• Helps identify areas where there may be benefits in working at 
an STP level 
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What we’ve published to date 
Jan 2017: Mental Health in depth packs 

Dec 2016: STP footprint packs and Long term conditions 
packs 

Oct 2016: Refreshed ‘Where to look’ packs 

Sep 2016: Optimal value pathway on CVD prevention 

April/May 2016: Commissioning for Value focus packs x7 

Jan 2016: ‘Where to look’ packs 

Sep 2015: Atlas of Variation V9 

Feb 2015: Integrated care pathways packs 

Nov 2014: Pathways on a page 

Oct 2013: Original insight packs 

2013 – 2016: Various casebooks 
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To come…  
Feb & March 2017:  

• Updated Where to Look packs to 
include latest 2015/16 QOF data and 
information on bed days 

• Practice level packs 

• Updated focus pack data (2015/16 and 
in some instances first half of 2016/17) 
for the key indicators 

  

 



Support and further information 

We want to support people within local health economies to use the tools 
and resources. This can be through: 
• FAQs, webinars and videos 
• Training sessions or network meetings 
• Delivery Partners 
• Helpdesk – england.healthinvestmentnetwork@nhs.net  

 
All the Commissioning for Value materials and supporting documents are 
on the NHS England website at:  
https://www.england.nhs.uk/rightcare   
https://www.england.nhs.uk/rightcare/intel/cfv/  
 
 

mailto:england.healthinvestmentnetwork@nhs.net
https://www.england.nhs.uk/rightcare
https://www.england.nhs.uk/rightcare/intel/cfv/
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