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Health and Social Care Committee 23rd November 2023
Betsi Cadwaladr University Health Board Special Measures Update

1) Introduction

This paper seeks to provide an update to the Committee on the Special Measures intervention at
Betsi Cadwaladr University Health Board (BCUHB).

In the letter the Health Board received from the Committee dated 11" October 2023, there were
three areas the Committee was particularly interested in discussing:

The escalation/intervention process itself and the support provided as part of that
Progress to date with the special measures intervention, and plans going forward

The forthcoming recruitments/appointments to the Board and executive

2) Background

On 27th February 2023 the Minister for Health and Social Services, Welsh Government announced
that BCUHB would be escalated to Special Measures. The organisation has previously been at the
Targeted Intervention level of escalation and therefore has now been escalated to the highest level
under the Escalation and Intervention arrangements (see Appendix 1 for further details on the NHS
Wales Escalation and Intervention Arrangements).

The Minister for Health and Social Services indicated in the statement announcing Special
Measures escalation particular concern regarding leadership, culture and performance, but there
are eight areas of concern in total, including:



1)
2)
3)
4)
5)
6)
7
8)

Governance and board effectiveness

Workforce and organisational development
Financial governance and management
Compassionate leadership and culture

Clinical governance, patient experience and safety
Operational delivery

Planning and service transformation

Mental health

Welsh Government outlined three planned phases as part of Special Measures, with the intention

that ‘Stabilisation’ last approximately nine months:

Stabilisation

Address urgent issues required to provide a
solid platform upon which to then build solid
and sustainable progress

Ensuring a consistency of approach and service

Standardisation delivery across BCUHB, delivered to expected

3) Support provided

quality standards

Normalise delivery of standards, with service
models that can be sustained longer term.

Sustainability

In the immediate period following the escalation, Welsh Government deployed a number of

Independent Advisors as part of an Intervention and Support Team in the areas of finance; clinical

leadership and patient safety; Board leadership and effectiveness; primary care; and

community/patient engagement. Further input was been provided to support operational delivery

in orthopaedics and urgent and emergency care and then later mental health

A series of commissions have been underway to enable further detailed review in a number of key

areas including:



Mental Health Inpatient Safety Report received, actions in progress
E Patient Safety Report received, actions in progress
n Office of the Board Secretary Report received, actions in progress
n Use and recruitment of ‘Interim’ Staff Report received, actions in progress
H Executive Portfolios Report received, actions in progress
u Contract procurement management Report received, actions in progress
Vascular Report received, actions in progress
n Planning Report received, actions in progress

Review due to complete 30" November 2023

Stocktake review of progress against previous
Mental Health Reviews

Roundtable with Welsh Government to shape

Clinical G t
n TSR OVETaNte SYSISs approach 16" November 2023

There are also regular reviews of progress and offers of support with the Director General Health
and Social Services, Welsh Goverment Officials and the Minister of Health and Social Services.

4) Progress to date

As part of the organisational response planning, it was agreed that the nine months ‘stabilisation’
phase would be broken down into three 90 day cycles and that an outcomes based approach would
be taken. It is now nearing the end of the second 90 day cycle (September to November 2023) and
an overview of the progress against the five key outcome areas can be found below.

m Achievements and progress

= Recruitment of a permanent Vice Chair and 2 permanent Independent

1) A well- Members

e s = Interviewing for permanent Chair and CEO in November

= Risk Management framework agreed at September Board

* Integrated Planning and Performance frameworks agreed at September
Board

* Planning review now completed

» Draft Contract Procurement Management independent review received

2) A clear,
deliverable plan
for 2023/24




3) Stronger
leadership and
engagement

4) Improved
access, outcomes
and experience
for citizens

5) A learning and
self-improving
organisation

AGM and Health Fayre held in September, enabling conversations
between our Board, Executives and Local Communities

Next community engagement event scheduled for 22" November in
Flintshire

Vascular learning event scheduled for 4™ December

New Leadership Development Programme being developed

Significant reductions in the usage of agency interim staff from 41 in
December to 7 in September

Planned care — Eradication of 6+ year waits, plan to eradicate >4 year
extreme waits approved (pts being booked), stage one 156 week waiters
booked — position achieved in August, and maintained end of September
and end of October

Dermatology immediate plan approved — commenced sustainable
integrated service model planning

Orthopaedic Business case approved by Board and submitted to Welsh
Government

Improvement in 4hr ambulance handover delays (Ysbyty Gwynedd
sustained) but not hitting trajectory

Healthcare Public Health programme proposal reviewed by Executive
Team

Quality governance round table scheduled for 16th November

Draft Learning Organisation Framework created and being discussed by
Executive Team

Proactive identification and action relating to urgent issues outside of
Special Measures e.g. Endoscopy

Data points highlighting progress to date
(As at time of writing in October 2023)

Planned Care:

= Extreme waits reduced by circa 700 patients between end of May and end of July (the largest
reduction in Wales)
= Compared to summer 2022:

o Number of patients >52 weeks for new outpatient — 13,329 (52%) reduction
o Number of patients waiting > 104 weeks referral to treatment — 6,429 (42.8%) reduction
o Number of patients >52 weeks referral to treatment — 8,622 (19.7%) reduction



Stage One 156 week waiters without a booked a date (excluding Orthodontics)

Spedialty 4-5yrs 5-6yrs 6yrs+

General Surgery 42 i

Maxillo Facial Surgery 76

Orthopaedics 35 1 :

ENT 13 B8 383 3 B Rl B sA RNRES
Vascular Surgery 43 23 FERESIERIIEREIRINESE R8N
Urology 5 Extreme Waiters - All (3+ Years)

Orthodontics 15 4,500 — @ @
Gynaecology 22 1 ZZEE = =3

Ophthalmology 11 3222 - -

Pain Management 0 2,000 L i S5
Total 262 27 0 s :
End of Sept 2023 — validated position 502

Up to end of Sept; Validated. Oct position; unvalidated

Urgent & Emergency Care
Since the launch of the 4-hour ambulance handover programme and escalation policy (beginning
August 2023) there has been significant improvement with some weeks reported below (better

than) trajectory and delays halved compared to the week before and the same period the previous
year. However, maintaining this improvement is proving to be a challenge.

4 hour ambulance handover - BCUHB
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Usage of High-Cost Agency Interim Staff

= This covers roles like: management consultants, interim directors, managers, corporate
specialists
= 83% reduction in these roles in under a year
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5) Plans going forward

Independent Reviews

A summary of the ten independent reviews commissioned by Welsh Government was provided in
section 3 above. The plan is to have completed all ten reviews and taken them along with an
associated management response through the relevant Board Sub Committees, and publishing via
Board, by the end of the financial year. This will mean that all the necessary discovery work across
all of the Special Measures areas of concern will have concluded prior to the ‘Standardisation’

phase to commencing.

Appointments to the Board and Executive

As referenced in section 4 above, good progress has been made in this space with the recent
appointment of a permanent Vice Chair and two Independent Members and with the permanent
Chief Executive and Chair interviews due to complete in November. The recruitment process of the
remaining Independent Members is underway and targeting interviews in January. A plan for the
Executive Team positions is being formulated following the recent receipt of the Executive Portfolio
independent review.

Cycle 3 (December 2023 to February 2024)

The focus for this final 90 day cycle is to be clear on and achieve ‘stabilisation’ in each of the five
outcome areas. A very high level summary view of this can be found in the table below, but will be
informed by input from Welsh Government later this month. It is also important to ensure that this
aligns to next year's planning which is happening in parallel during this period.

m ‘Stabilisation’ should have been achieved based on
1) A well- Permanent Board in place, inducted well and all sub committees
functioning Board [eJo S ETiloE]

2) A clear, Build upon the good feedback in relation to the FY23/24 annual plan and
deliverable plan deliver a good quality and fiscally responsible FY24/25 annual plan, taking
for 2023/24 on board the learning from the planning review

3) Stronger

leadership and Clear direction and plan to develop the culture, leadership and

engagement the organisation needs
engagement

4) Improved
SN LS Robust improvement plans in place to improve clinical areas of concern,

and experience with improvements having started to be made

for citizens

SV EE L B Having built the right foundations to ensure that data and learning from a
self-improving broad range of sources are moving us towards becoming a learning and

organisation self improving organisation



‘Standardisation’ Phase (2024/25)

Ensuring that Special Measures is incorporated into business as usual annual planning cycles is
critical to moving to a single, consistent and standardised method of planning. Planning for
FY2024/25 is currently underway as part of the Integrated Medium Term Plan (IMTP) for 2024 to
2027 and as such the Special Measures ‘Standardisation’ thinking is being incorporated into that
process. Some key strategic areas are being considered as part of the ‘Standardisation’ phase in
order to underpin long term and sustainable improvements for patients:

= Strategy review and refresh

= C(linical services strategy and delivery plan

= Consistency and clarity in autonomy of decision making across different
levels and parts of the Operating Model

= Strategic and operational resource planning

= Portfolio, Programme and Project Management capabilities

= Consistency in patient experience as a key barometer of areas of focus

6) Conclusion

There has been a lot of progress and learning from the first two Special Measures 90 day cycles. The
‘Stabilisation’ phase has been really useful in ensuring a focus on establishing the right foundations
for the organisation to build upon going forward. The ten independent reviews nearing completion
signals the end of the main discovery work, with the organisation ensuring the right focus is placed
on design and ultimately delivery of the right sustainable actions.

As planning for the 'Standardisation’ phase progresses, the organisation is incorporating the right
fundamentals into business as usual activity, such as proactive identification and management of
issues. This type of proactive management is important for the organisation to demonstrate its
learning and maturity in key areas.

Having the right and stable senior team in place is critical to rebuilding effective leadership, culture
and engagement across the organisation. The progress being made in this area is important, as it is
one of the key fundamentals to the organisation’s future success.



Q G IG Bwrdd lechyd Prifysgol
0L7o Betsi Cadwaladr

N HS University Health Board

Appendix 1: NHS Wales Escalation and Intervention Arrangements




Diagram 2: NHS Wales Escalation and Intervention Arrangements

The Welsh Government and external review bodies will meet every six months
(and additionally between these times if serious concerns arise) to share knowledge and identify
any issues early on in order that these can be resolved effectively.
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Link to full NHS Wales Escalation and Intervention Arrangements document - here






