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	4.4
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	Dermot Nolan, Interim Service Group Director for Mental Health and LD Delivery Unit
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	Report Sponsor
	Executive Director of Planning and Partnership
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	Executive Director of Planning and Partnership

	Freedom of Information
	Open
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	Not applicable

	Impact Assessment Summary Outcome
	IA Completion date

	
	Click or tap to enter a date.
	Purpose of the Report
	For Approval

	Report Summary; detailing any action required

	This paper seeks Health Board approval of the Mental Health Estate Stabilisation Technical Programme Business Case prior to submission to Welsh Government. The programme requests £27.885m capital funding to stabilise priority risks across Cefn Coed Hospital, Tonna Hospital and Neath Port Talbot Hospital Mental Health inpatient estate, improving safety, infrastructure resilience, patient experience and regulatory compliance, while a longer-term estates solution is developed. The business case includes the repurposing of part of Ysbryd y Coed – this would be subject to the outcome of public engagement on its future use.

	Key Issues

	The current estate presents immediate quality, safety, ligature, infrastructure and business continuity risks, reflected in Health Board risk registers and HIW findings. The short to medium term option is a pragmatic do-minimum stabilisation programme, including service diversions at Cefn Coed and anti-ligature/environmental improvements across Cefn Coed, Tonna and Neath Port Talbot. The programme supports safer care, service consolidation, improved staff working environments, reduced backlog risk and alignment with Welsh Government mental health and estates priorities.



	Decision / Action required
	Yes


	Recommendations

	Members are asked to:

· APPROVE the Mental Health Estate Stabilisation Technical Programme Business Case as the Health Board’s short to medium term estate stabilisation response and associated decisions on the Option 3 Implementation Plan to allow for submission to Welsh Government, seeking £27.885m capital support from the All-Wales Capital Programme.
· ACKNOWLEDGE that the programme reduces immediate estate-related quality, safety, infrastructure and business continuity risks, while residual risks will remain pending delivery of a longer-term mental health estate solution.
· BE AWARE that the element relating to repurposing part of Ysbryd y Coed would be subject to the outcome of an engagement process around its future use. The engagement process would benefit from clarity around the funding of any proposed changes, should the submission to WG be successful.  
· DELEGATE AUTHORITY to the Chief Executive Officer to approve and issue the full public engagement materials associated with the use of Ysbryd y Coed (Celyn Ward) outside the formal Board meeting cycle, subject to appropriate executive, clinical and governance review.





MENTAL HEALTH ESTATE STABILISATION TECHNICAL PROGRAMME BUSINESS CASE

1. INTRODUCTION
This report seeks Health Board approval of the Mental Health Estate Stabilisation Technical Programme Business Case (TPBC) and its proposed submission to Welsh Government. The Technical Programme Business Case sets out a short to medium term stabilisation programme for key elements of the Mental Health estate at Cefn Coed Hospital, Tonna Hospital and Neath Port Talbot Hospital, responding to immediate quality, safety, ligature, infrastructure and business continuity risks. The business case includes the repurposing of part of Ysbryd y Coed – implementing this would be subject to the outcome of public engagement on its future use.

2. BACKGROUND
The Health Board’s Adult Acute and Older Persons’ Mental Health estate includes some of the oldest operational inpatient accommodation in Wales. A Strategic Outline Case was submitted to Welsh Government in October 2023 to address the need for a long-term fit-for-purpose solution; however, progression to Outline Business Case stage is subject to a pause due to competing capital priorities. Welsh Government has acknowledged the improvements made to date, while recognising that significant and immediate quality and safety risks remain. 

Following a number of Service of Concern meetings with Welsh Government and NHS Wales Performance & Improvement between February and May 2026, agreement was reached with the Welsh Government Capital and Estates team on the business case process to undertake 3 main projects for urgent estates and service stabilisation works:
· Service Diversions, Cefn Coed Hospital
· Anti-Ligature Improvements, Cefn Coed, Tonna and Neath Port Talbot Hospitals
· Relocation of Ward F, Neath Port Talbot Hospital and PICU, Princess of Wales Hospital to the Celyn Ward in Cefn Coed Hospital (subject to public engagement on the permanent future use of Celyn Ward)

This TPBC sets out the high-level plan for delivery of these projects. Approval of this case by Welsh Government would them allow a number of business cases to be produced (see Appendix 3)
The programme responds directly to concerns identified through Health Inspectorate Wales inspections, independent ligature risk assessments and the Health Board’s risk management arrangements. It will improve ward environments, strengthen infrastructure resilience, reduce risks associated with redundant and derelict parts of the Cefn Coed site, and support the consolidation of adult acute mental health services. Option 3, a do-minimum stabilisation programme, is the most achievable interim response, while the Health Board continues to work towards a sustainable long-term mental health estates model.

The Mental Health Transformation Board has overseen the development of the Technical Programme Business Case; work on the other workstreams (service model in light with national programme, workforce modernisation, digital transformation and estates and infrastructure) will continue  and inform the development of each stage of the business case process. Staff and service user engagement remains a central tenet of all elements of the Mental Health Transformation Programme and will be important in progressing the technical programme business case and associated business cases. 

3. GOVERNANCE AND RISK ISSUES
The programme is designed to reduce significant quality, safety, health and safety, infrastructure and business continuity risks across the Mental Health estate. Key risks include: ligature and environmental risks within inpatient wards, ageing utilities and services supporting Tawe Clinic, unauthorised access to redundant areas of Cefn Coed Hospital, asbestos-related risks, fire separation issues and the operational vulnerability of services delivered from older estate. These risks are reflected in Strategic Risk Register ID 2.7 and Corporate Risk Register ID 115.

Delivery of the proposed programme will mitigate, but not fully eliminate, estate-related risks. Residual risks will remain around the appropriateness of some of the wards for modern therapeutic mental health care provision, ongoing security, fire, vandalism and trespass risks associated with the redundant parts of Cefn Coed Hospital, pending a longer-term estate solution.The detailed design and delivery stages will include consideration of EDI, Welsh language and accessibility considerations, with the programme intended to improve equity of access to safer, more therapeutic inpatient environments.

Furthermore, a detailed Integrated Impact Assessment will inform discussions with Llais regarding the public engagement approach required to agree the repurposing of part of Ysbryd y Coed (Celyn Ward).The The Board will consider the outcome of this engagement 

4.  OPEN AUDIT RECOMMENDATIONS 
No specific open audit recommendations have been identified within the Technical Programme Business Case. The programme does, however, respond to regulatory and assurance concerns, including HIW findings, independent ligature risk assessments and Health Board risk register entries relating to the condition, configuration and safety of the Mental Health estate.

5. FINANCIAL IMPLICATIONS
The TPBC Case seeks Welsh Government capital support of £27.885m, including non-recoverable VAT and Optimism Bias. The capital estimate includes: works costs, non-works costs, fees, equipment, planning contingency and Optimism Bias, with no allowance for inflation. These costs are indicative pre-design and tender estimates.
Once Welsh Government approves the Programme Business Case , work will commence on a number of fully designed and tendered business cases as per the Option 3 Implementation Plan (See Appendix 3). This preferred implementation plan will require a number of decisions, yet to be agreed.
· Health Board will need to proceed at risk with design of Derwen Ward at approximately £200k from August 2026 (commenced).
· Section 136 suite to permanently locate to Tawe Clinic (subject to final test to fit design) in 2026-27 using approved £421k Welsh Government Mental Health Quality and Safety capital funding rather than to Ward F, NPT.
· Seclusion Suite planning for Ward F using approved £210k WG TEF capital funding to pause (waiting on final tender from PFI) and  instead form part of Celyn redevelopment (subject to outcome of public engagement).
· A review of Ward F Anti-Ligature works , should ward F move to Celyn by April 2029.
 
	Estimated Capital Costs
	£000 incl. non-recoverable VAT & OB 

	Works Costs
	17,283

	Non-Works Costs 
	1.107

	Fees
	3,216

	Equipment Costs
	232

	Planning Contingency 
	2,931

	Sub Total
	24,769

	Optimism Bias
	3,838

	Sub Total
	28,607

	Less recoverable VAT
	-721

	Base Project Cost
	27,885



The recurring revenue costs will be managed within existing resource and in this way the business case is revenue resource neutral.

The Health Board’s preferred procurement route is delivery through the Southwest Wales Framework via mini competition, with a number of fully tendered business cases to be developed for approval. The indicative programme assumes Technical Programme Business Case submission to Welsh Government in September 2026 and approval by November 2026.

6. RECOMMENDATION
The Health Board is asked to approve and endorse the Mental Health Estate Stabilisation Technical Programme Business Case for submission to Welsh Government, acknowledging the requirement for £27.885m capital funding and the need to progress at pace, to reduce immediate estate-related risks across Cefn Coed, Tonna and Neath Port Talbot mental health inpatient services. Board approval is sought on the understanding that, should the business case be successful, implementation would be subject to the outcome of a public engagement process that will commence when the funding position is clear.

The Mental Health Transformation Board has endorsed the Technical Programme Business Case, and, whilst timescales for completing all phases of the work reflect the shortest timescale possible to address the issues whilst maintaining service delivery to our patients, there is an ongoing need to mitigate the risks associated with current service facilities. 

Members are asked to:

· APPROVE the Mental Health Estate Stabilisation Technical Programme Business Case as the Health Board’s short to medium term estate stabilisation solution and associated decisions on the Option 3 Implementation Plan, to allow for submission to Welsh Government seeking £27.885m capital support from the All-Wales Capital Programme.
· ACKNOWLEDGE that the programme reduces immediate estate-related quality, safety, infrastructure and business continuity risks, while residual risks will remain pending delivery of a longer-term mental health estate solution.
· BE AWARE  that the element relating to repurposing part of Ysbryd y Coed will be subject to the outcome of an engagement process around its future use.  The engagement process will benefit from clarity around the funding of any proposed changes should the submission to WG be successful.
· DELEGATE AUTHORITY to the Chief Executive Officer to approve and issue the full public engagement materials associated with the use of Ysbryd y Coed (Celyn Ward) outside the formal Board meeting cycle, subject to appropriate executive, clinical and governance review.



	Governance and Assurance

	Strategic Objectives

	Strategic Objectives
(please choose which is impacted)
	People of Swansea Bay live healthier, fairer and more prosperous lives
	☒
	
	Care is high quality, safe, efficient and delivers the best possible outcomes for people in partnerships  
	☒
	
	Care is delivered in partnership with our communities in safe and appropriate setting, supported by innovation
	☐
	
	The health board is a great place to work where staff feel valued and work together towards a common goal
	☐
	
	The health board is a resilient, sustainable and responsible organisation
	☐
	Health and Care Standards

	Standards (please choose which applies)
	Safe Care
	☐
	
	Timely Care
	☐
	
	Effective Care
	☒
	
	Efficient Care
	☒
	
	Equitable care
	☒
	
	Person-centred Care
	☐
	
	Staff and Resources
	☐
	Enablers (please choose which applies)
	Whole Systems Approach
	☐
	
	Leadership
	☐
	
	Workforce
	☐
	
	Culture
	☐
	
	Information 
	☐
	
	Learning, Improvement and Research
	☐
	Quality, Safety and Patient Experience

	The programme is designed to reduce significant quality, safety, health and safety, infrastructure and business continuity risks across the Mental Health estate. 

	Financial Implications

	The recurring revenue costs will be managed within existing resource and in this way the business case is revenue resource neutral.

	Legal Implications (including equality and diversity assessment)

	Duty of care - Residual risks will remain, including ongoing security, fire, vandalism and trespass risks associated with the redundant parts of Cefn Coed Hospital pending a longer-term estate solution.

	Staffing Implications

	N/A


	Long Term Implications (including the impact of the Well-being of Future Generations (Wales) Act 2015)

	Equality, Welsh language and accessibility considerations will be considered through the detailed design and delivery stages, with the programme intended to improve equity of access to safer, more therapeutic inpatient environments. In addition, should the funding be secured, the implementation of the element relating to the future use of Ysbryd y Coed (Celyn Ward) will be subject to public engagement which will be informed by an Integrated Impact Assessment.


	Report History

	Mental Health Transformation Programme Board 22 July 2026 – Agreed
Capital Management Group – Agreed via Chairs Actions (ratification CMG 16 September 2026)
Executive Board 12 August 2026 – Agreed
Performance and Finance Committee - Endorsed

	Appendices

	Technical Programme Business Case & Appendices

Appendix 1 - Technical Programme Business Case (TPBC)
Appendix 2 – TPBC supporting appendices
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