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The challenge



Informing upstream investment 

20% of the population with 
MSK symptoms are living in 
the highest quintile of 
deprivation

1 in 8 people (13.4%) in 
England report living with 
at least two long-term 
conditions, one of which is 
MSK-related

A digital self-management 
pilot found that 62% of 
users required no further 
use of NHS services. 

A Scottish based first 
contact physiotherapy 
approach reduced 
referrals to orthopaedics 
to 4%

The ‘Best in Class’ MDT 
programme reduced the 
number of people referred 
from primary care to 
orthopaedic services to 3%

A first contact triage 
programmes reduced 
surgical conversion rates to 
save 19% compared to a GP 
first model

One strength-based intervention 
reduced the number of people 
progressing to surgery to 10%

21% people in a 2025 English survey 
who said their primary hip 
replacement had worsened their 
symptoms (which would equate to 
1096 surgeries based on 2024 
Scottish figures).



How are we trying to increase the 
presence of Palliative Care



The hook in…

Our services are part of a wider 
system of interdependencies



Our system of interdependencies
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What if we quantify these interactions 
for palliative care interventions?



You have some pretty nifty data available

• Professional to professional helplines for reduce hospital 
conveyance by 5.5%, admissions from ED by 6%

• Patient and family support lines reduce ED attendances 
by 28% and ambulance calls by 35%, with 73-95% of 
patients staying at home 24 hours after the call

• Specialist input in ED reduced admission by 27% and 
68% lower length of stay 

• Specialist community care reduced risk of admission by 
32%, ED attendance by 23%, dying in hospital by 54%

Palliative care 



What if we enabled you to quantify that 
impact in your local area for your local 
decision makers?



How do we do this? 
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Our system of interdependencies



Informing investment decisions – at a system level



They take evidence to create causal links

Activity or 
service

Has a financial 
value

Has an 
impact



Return on Investment

The most effective ones are focused on 

the things that your target audience can’t 

get elsewhere. 

In the current financial context, we tend 

to focus these on fiscal impacts.

An ROI should not replace, but augment, 

patient outcomes and stories  



Return on Investment

hisengage.scot/equipping
-professionals/strategic-
planning-in-health-and-
social-care/resource-
directory/return-on-
investment-within-
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So where are we up to on this?



Guided by an Expert Reference Group

Scoping 
Literature 

Sensemaking 

Calculating 

Testing 



Guided by an Expert Reference Group

April 2026 April - August August Sept - Dec Jan - Feb

ERG

Agreed

• Purpose

• Scope

• Process

Reviewed

• Categories

• Evidence
ERG

ERG
Will 

• Test chains

• Identify gaps

ERG

Will 

• Try the tool

• Plan any 

dissemination



Questions for you



Questions for you

What have we missed?



Questions for you

How will you use this?



Get in touch

Diana Hekerem, Associate Director Transformational Change
Clare Hammond, Unit Head Transformational Change - Systems 

his.transformationalsystemchange@nhs.scot
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