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• National QIP

• Clinically led

• Focus on unwarranted 
variation

• Data driven

• ‘Deep dive’ visits

• Best practice

• Pathway redesign

• Co-development

• Implementation

Getting It Right First Time (GIRFT)



Getting It Right First Time (GIRFT)

Day case rates for parathyroid surgery in individual 
trusts

• Recommended developing 
surgical networks

• Minimum of operations 
needed/year (20/surgeon)

• 90% day case rate



Greener Patient Pathways

• Sustainable models of care
• Estates and facilities
• Travel and transport
• Supply chain
• Medicines
• Food, catering and nutrition
• Research, innovation, offsetting
• Workforce, networks, system leadership
• Funding and financial mechanisms
• Adaptation
• Communities and engagement



GIRFT and Greener pathways

s



The ELLA framework 
• Greener pathways in high volume areas

• Co-developed 

• Clinical reference group

• Patient reference group

• Scientific reference group 

• Equivalent or superior patient care

• Consider co-benefits

• Mitigate risks

• Drive implementation 

• Measure and monitor impact



Rapid and 
systematic 
decarbonisation of 
clinical care 
pathways

The ELLA framework 



https://gettingitrightfirsttime.co.uk/cross_cutting_theme/net-zero-sustainability/





Applying the ELLA framework 
to the skin lesion pathway 



Dermatology: >500,000 
procedures/year

ELLA framework: Selecting the pathway 

• High number of annual 
procedures

• Commonest UK cancer

• More 2WW referrals 
than any other specialty



ELLA framework: Evidence review 

Longlist of 
opportunities for 
greener care



Approximate carbon 
savings per intervention 

Number of applicable 
cases

Potential annual GHG 
reductions if implemented 
system wide

Intervention
Decarbonisation mechanism Emissions savings per case Number of cases 

(annual)

Switch from 
sterile to non-
sterile gloves for 
skin biopsies

Life cycle assessments have 
shown non-sterile gloves have a 
lower environmental impact 
compared to sterile gloves

0.417kgCO2e

(difference in carbon footprint 
of x1 pair of sterile V non-
sterile gloves)

238,170 

Model health system 
data for annual number 
of skin biopsies/year

0.417kgCO2e 238170 99,317kgCO2e

ELLA framework: Initial modelling

Applied to all 
longlisted 
interventions



ELLA framework: Pareto principle

Focus on specific, 
high impact areas

Influence majority 
of outcomes



ELLA framework: Pareto analysis

Recommendations ranked by decarbonisation potential 
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ELLA framework: shortlisted interventions

Clinical reference group

Patient reference group

Expert clinical knowledge
Pathway insights

Clinical acceptability

Lived experiences
Opinions and preferences



ELLA framework: Co-benefits



ELLA framework: adapting LCA data

Scientific reference group

Critical appraisal of methodology
Adaptation of emissions models

Consensus for methods used

Estimated carbon footprint for an 
abdominal CT in Australia 

Adaptations to give estimated carbon 
footprint for full body CT in UK



• LCA analysis reliability (internal validity)

• LCA data generalisability (external validity) to region of interest (e.g. the UK)

• Essentials: Functional unit, life cycle stages, system boundaries, inventory

• Considering quality of evidence in the context of your proposed changes to 

the pathway

• Substituting one activity for another (e.g. product swap) = high confidence 

required

• Reducing activity (e.g. avoiding a test) = lower confidence acceptable

ELLA framework: Adapting LCA data



Skin lesion pathway - aiming 
for publication in July 2026



Greener Pathway Guides:

Urinary tract stones

Knee arthroplasty

Neck of femur fracture

Acute psychosis

Cataracts

Methods:

• Incorporate full LCA

• Collaboration 

• Scaling and international reach 

• Barriers to implementation 

• Evaluation framework

Next steps 



Conclusions

• Decarbonising clinical care pathways is a key part of the NHS move to net-

zero

• ELLA framework offers data-driven methodology to guide this 

• Next steps:

• Scaling up 

• Considering barriers to implementation 

• Monitoring outcomes and evaluation 

• Potential for substantial health system decarbonisation 
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