
 

Wandsworth CCG:  
Reducing outpatient referrals 

Context 

 

Wandsworth Clinical Commissioning Group is located in South West London. The CCG consists of 

43 GP practices with over 368,000 registered patients. The CCG is responsible for commissioning 

healthcare services for Wandsworth with a budget of approximately £400m. 

 

In October 2010, the Wandsworth Referral Management GP working group was established to 

examine how effective referral management could help to improve care, streamline patient pathways 

and reduce inappropriate referrals. Wandsworth GPs made thousands of referrals to outpatient 

clinics every year, with significant financial implications. There was also substantial variation in the 

quality and rate of referral between GPs and GP practices. 

 

The group’s remit was to review national referral schemes, assess feedback from stakeholder 

groups, develop a proposal for Wandsworth CCG, and to provide clinical input to the referral 

management process. 

 

Around the same time, many London boroughs were implementing referral management centres. 

Wandsworth GPs agreed that a new approach to referrals was needed, but decided to explore the 

development of a programme of education and peer review, rather than a centre, which would 

enable GPs and patients to maintain control of their referral decisions.   

 

 

Analysis 

 

Wandsworth CCG began the roll-out of a comprehensive referral management programme in May 

2012, while still in shadow form. The primary aims of the programme were to: 

 

 Improve the patient experience and pathway by: guaranteeing patient choice; treating 

patients as individuals and providing a central location for GPs to obtain patient specific 

information. 

 Support GPs in decision-making by providing: software to obtain clinical expertise within a 

24-hour period (working days only); all current referral forms in one central location; a GP 

peer review process to promote learning and invoke discussion; education sessions; and 

monthly reports, which contain all GP outpatient referral data (which is searchable by various 

criteria). 
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 Obtain feedback from everyone who uses the process, including: patients; GPs; acute 

providers; and CCG management. 

 

 

Solution 

 

The Wandsworth CCG referral management programme is a suite of initiatives, which support GPs 

in making high quality referrals and aims to improve the patient pathway and experience. The 

programme is incentivised and has been developed with input from GPs, patients and clinical 

providers. The programme includes the following workstreams: 

 

Educational sessions: Secondary care consultants from St George’s Healthcare NHS Trust – the 

local acute provider – run educational sessions for GPs on a quarterly basis at the hospital. Topics 

are selected from GP feedback and focus on areas where there are above average referrals – for 

instance, recent sessions looked at ophthalmology. These sessions give GPs the opportunity to 

discuss referral queries with consultants and increase their knowledge. One GP representative 

from each practice is expected to attend and to take learning back to their practice. GPs gain CPD 

credits for attendance and for disseminating information to their practice colleagues.  

 

Peer reviews: Peer reviews are GP-led and take place on a quarterly basis at each GP practice. 

All GPs from the practice attend, each bringing referrals for discussion within the group, so that 

learning and best practice can be shared. The peer views topics are linked to the education 

sessions and are directed by GP feedback. Practices are given three months to complete each 

peer review; they then provide feedback to the CCG’s referral management programme team. Key 

learning points are written up and shared across all practices in the Borough. 

 

Online advice service: Kinesis is an online advice service, which currently gives GPs access to 

specialist consultants at three local provider trusts: St George’s Hospital, Chelsea and Westminster 

Hospital, and Kingston Hospital NHS Trust. The software is essentially a secure email service, 

through which GPs can contact consultants to ask for advice on referrals. Consultants are expected 

to respond within a 24-hour time frame. By allowing learning to take place, the system is effectively 

reducing outpatient referrals.  

 

Monthly reporting: Practices receive a monthly STORM (Strategic Total Referral Management) 

report, which displays referral activity based on EMIS read code information. The report is 

searchable via specific referral data (such as GP, specialty and acute provider), enabling practices 

and GPs to compare themselves with one another. GPs can drill down into the report to review 

individual referrals. The dashboard also provides valuable aggregate data and targeting information 

for the Wandsworth Locality Commissioning Groups. 

 

Feedback: The referral management programme is quality-focused. Feedback is collated from the 

three main stakeholder groups – GPs, consultants and patients – and reviewed to demonstrate 

measures of success and to assess the level of quality. Feedback is collected at GP peer review 

meetings, through GP educational session questionnaires, Kinesis feedback forms, patient 

questionnaires, acute provider questionnaires and GP working group discussions.  
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Outcomes 

 

Improved relationship between primary and secondary care: 

 A critical factor in the success of the programme has been attributed to the high level of 

support from St George’s Hospital 

 Consultants are keen to participate as they recognise the value  the programme adds 

 The hospital’s GP liaison officer also plays a key role in keeping consultants informed and 

taking responsibility for the programme on behalf of the provider. 

 Having a dedicated project manager at the CCG to drive the programme forward has also 

been essential 

 

Reducing outpatient activity: 

 GPs are benefitting from expert advice quickly, which informs their decision-making and 

subsequently reduces referrals to outpatient clinics 

 Approximately half of all advice requests made via kinesis result in a ‘saved referral.’ 

 

Reducing costs: 

 Kinesis savings for the financial year 2012/13 were £22,385 (based on five months of activity 

since its launch date). 

 As of 4 April 2014 there have been 2113 advice requests from GPs, with 1074 of these 

recorded as a ‘saved referral’  - a cost saving of £200 per referral 

 This is approximately 50 per cent of all advice requests, resulting in an achieved cost saving 

of £183,105 to date (this figure takes into account a £15 tariff per advice request). 

 

Improving patient pathways: 

 Since the Kinesis service launched in November 2012, the number of specialities online has 

increased from 5 to over 30 

 Consultants continue to offer timely support with 75 per cent responding to advice requests 

within 24-hours. 

 The CCG has worked with the Kinesis software provider to  develop an alert system, which 

prompts consultants to respond within the 24-hour time frame 

 The CCG is also looking to increase access to consultants at other local providers and 

expect Guy’s and St Thomas’s NHS Foundation Trust and South West London & St 

Georges Mental Health Trust to join Kinesis soon. 

 There  is potential to expand the kinesis service to support stable patients with Long Term 

Conditions more effectively in the community  
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