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Like many practices, our most frustrating problem was our waiting 
times- waiting times for an appointment with the doctor of choice, 
waiting time in the surgery at the time of appointment and often the 
Doctors were waiting on the patient who was running later than their 
doctor! We used many cycles of PDSAs to reduce the waiting period 
and when there was an unavoidable in-surgery wait, we devised 
efficient ways of using this valuable time. 

Measuring our 3rd available appointment we concluded that most of 
our Doctors had a 2.5 day wait for their next appointment, therefore 
there were 5-7 patients per session, per Dr who were fit in for urgent 
matters. This culminated in waiting times of 30-95mins (depending on 
their Dr).  

By reserving 6 appointments per Dr as “book on day” for urgent 
matters, we were able to fit in our regular patients without adding to 
the waiting time. This reduced waiting times to 5-40 min (depending 
on the Doctor). Rather than seeing 10-14 less patients each day, 
these filled up a similar number of available appointments at other 
times of the week. The 3rd available appointment now measured 1.5 
days. No doubt this made for happier patients, doctors and staff! We 
discovered that adding Doctors only helps until homeostasis of 
patient demand and available services is once again reached. 

Working smarter meant improving the quality of waiting time by using 
it to address health issues that doctors struggled to find time to 
include during consults. Patients completed questionnaires 
addressing family medical history and preventative activities, which 
the nurses incorporated into the patient record. Concurrently, nurses 
were empowered to invite patients into the treatment room to have 
their BP, BMI and waist measured and offer brief lifestyle advice & 
intervention as time permitted. Workflow improved as minor tasks 
were performed by the nurse prior to the Doctor review. A PenCS 
analysis now reflected improved accuracy & completeness of the 
patient’s health record. Recording allergies improved from 85% to 
98%, smoking status (80% to 96%), alcohol intake (28% to 78%), BP 
measured (40 to 60%), BMI measured (40 to 60%) and waist 
measures (10 to 35%).  

Anecdotally patients perceived better quality & comprehensive 
service and the time spent purely waiting for the doctor reduced to 0-
15mins (depending on the doctor). It was heartening to see the 
change in the patient mindset to include the nurse as an important 
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caregiver in General Practice. More strikingly, patients often help 
themselves to their doctor’s scales & tape measure to check their 
measurements whilst chatting about their progress in accordance 
with the 5As model (ask, assess, advise, etc). 

Another facet of these questionnaires (to be administered 3 yearly) 
covers when the patient last had relevant preventative screening - eg 
PAP smear, ADT, flu vaccine, bowel screening etc. This was updated 
by nurses and relevant recalls were added to the patient record to 
facilitate ongoing screening. Subsequently conversations were 
initiated educating patients about screening. Of course PenCS 
evaluations were essential in evaluating the success of various 
initiatives. 

Whilst these strategies have served the simplistic purpose of using 
waiting time more effectively, the direct outcome includes improved 
patient understanding of the importance and range of preventative 
care and the strategies have encouraged healthier habits and interest 
in their future health. Indirectly, changes were noted in the habits of 
patients’ families. This improved patient health literacy was reinforced 
with health information printed on the back of routine recall letters 
sent out by the practice.  

Preventative care has to be important in caring for a young 
community; fortuitously this facilitated the beginning of a “Weight 
Clinic”. The 8 week multidisciplinary clinic incorporating a dietitian, 
lifestyle advisor, psychologist, exercise physiologist and nurse, led by 
our GP (who has a special clinical and research interest in weight 
management) is currently into its 5th cycle. Benefits extend to the 
patients’ families, the local community as well as staff at our practice. 
The data on this cohort is currently being evaluated. 

Applying the tools and principles of quality improvement to address 
several areas of the practice, we have transformed from a small, 
traditional family practice with little communication and Doctors 
working individually, to a proactive and innovative team. We have 
regular clinical meetings with regular PenCS feedback on the efficacy 
of our strategies. The team performs synergistically and empowers 
the patient to be proactive in shaping their health outcomes for 
themselves and their families. 

We have learnt that together we can achieve much when individually 
it seems overwhelming and that we can offer our patients the 
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strengths and expertise of each practice member rather than only 
that of their own Doctor. We have improved our collaborative and 
communication skills to facilitate the degree of teamwork required.  

An unexpected outcome has been the development of a practice-
wide philosophy that focuses on improving patient outcomes rather 
than merely performing clinical tasks. An expectation has developed 
of ongoing change aimed at enhancing the health of patients by 
evaluating the effectiveness (or lack of) strategies that have been 
implemented. This has instilled a sense of responsibility, self-efficacy 
and initiative amongst staff and patients in seeking health strategies. 

Patients are currently establishing regularity in their check-ups and 
understanding how to act preventatively. We look forward to building 
on this by aiming for an improvement in various health parameters 
measured. Over the last 4 years we have collaborated with 
neighbouring practices to share ideas and learn from each other how 
best to look after our community. We hope to expose ourselves to 
further innovative thinking more broadly and infuse a healthier, more 
efficient and effective approach to primary care within our local health 
community. 

Examples of quantifying our changes. 
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Following slides on our presentations to help other practices improve in delivery 
better targeted healthcare in our community. 
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