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	This report provides the Board with an update on progress of the Transforming for the Future (T4F) programme since spring 2026.
The report seeks Board endorsement of the proposed Principles for Change that will guide the development of Transforming for the Future (Our Clinical Services Strategic Plan (CSSP)) and future service redesign activity. It also outlines the next phase of work to develop Swansea Bay's Future Model of Care.

	Key Issues

	The key issue for the Board is that T4F is progressing from initial programme development into the detailed design of the Future Model of Care and Clinical Services Strategic Plan. Board endorsement is sought for the proposed Principles for Change, which have been refreshed through broad clinical, staff, partner and stakeholder engagement and will provide the framework for future service redesign. The programme remains clinically led and no decisions have been made on specific service changes. The next phase will define the future model across seven areas of care, test the workforce, digital, estates and partnership enablers required to deliver it, and develop a mapped model of care and case for change for Board consideration later in 2026. Board oversight will be important to ensure the programme maintains clinical ownership, public confidence, transparent engagement, deliverability and a clear route from strategy to implementation.

	Decision / Action required
	No

	Recommendations

	Members are asked to:

· CONSIDER the progress made in delivering the Transforming for the Future programme. 
· ENDORSE the proposed Principles for Change as the strategic framework for development of Transforming for the Future (our Clinical Services Strategic Plan). 
· CONSIDER the proposed approach and next steps for development of the Future Model of Care during July to October 2026. 




TRANSFORMING FOR THE FUTURE (T4F): PROGRESS UPDATE, PRINCIPLES FOR CHANGE AND NEXT STEPS


1. INTRODUCTION
Transforming for the Future (T4F) is the Health Board's programme to develop its Clinical Services Strategic Plan (CSSP) and define a sustainable long-term model of care for the population of Swansea Bay.

The programme forms one of the Health Board's three organisational priorities within the Annual Plan 2026/27 and will provide the strategic framework for future service transformation, ensuring services remain clinically sustainable, financially viable and capable of meeting future population needs.

2. BACKGROUND

2.1 Principles for Change
A key objective of the Transforming for the Future (T4F) programme has been to establish a clear set of Principles for Change that will guide the development of the Future Model of Care, inform the Clinical Services Strategic Plan and provide the framework against which future service change proposals can be assessed and developed. These principles are intended to establish how change should be approached before consideration is given to what specific changes may be required. They therefore provide the foundation for future decision-making and ensure consistency, transparency and alignment throughout the programme.

These principles build on the established principles developed through the Changing for the Future programme in 2021, which secured broad support from staff, patients, the public and stakeholders. However, the Health Board recognised that the challenges facing health and care services have evolved significantly since that time, including:

· growing population need, 
· workforce pressures, 
· financial sustainability challenges, 
· advances in digital technology and 
· changing national policy direction. 

The programme therefore undertook a review to determine whether the existing principles remained fit for purpose and adequately reflected the challenges and opportunities facing the Health Board today.

Development of the refreshed principles has been informed through an iterative programme of engagement and discussion. This has included consideration through the Clinical Reference Group, the Top 100 Leaders Event, targeted stakeholder discussions, Service Group senior leadership meetings, Team Brief sessions, professional leadership groups, the Health Partnership Forum, Stakeholder Reference Group and Health Professionals Forum.  The principles were subsequently discussed and tested through the Clinical Leadership Event on 1 July 2026 which was attended by 135 clinicians, partners and stakeholders who were given the opportunity to challenge, refine and shape the final proposals.

Throughout this process, feedback has been used to refine and strengthen the principles, ensuring they reflect both the Health Board's strategic objectives and the perspectives of staff, stakeholders and partners. The resulting set of principles therefore represents the culmination of a broad programme of engagement and co-development and is presented to the Board for endorsement.

The refresh process resulted in:
· Four principles being carried forward unchanged from the 2021 programme.
· Three existing principles being revised to better reflect today's context and strategic priorities.
· Three new principles being introduced to address themes emerging consistently through engagement activity.

The proposed Principles for Change are:
1. Fair access to safe and effective care across all services, for everyone, all of the time.
2. Whenever it is safe to do so, patients should receive care in or close to their homes.
3. However, some services may need to become more specialised or centralised to ensure we can provide them safely, today and in the future.
4. We should adopt a single system approach to health and social care that ensures patients have an unbroken journey of care across the breadth of NHS services.
5. Care should be delivered in the right place, by the right person, at the right time.
6. We should have regional and local collaboration to ensure that services meet the needs of people.
7. Joining up NHS systems and providing care using the best available research, innovation and technology to deliver better health outcomes.
8. Making sure services are affordable, making every pound count and delivering the best value for public money.
9. Avoiding duplication to make best use of NHS resources.
10. Empowering and supporting people to stay well and manage their health and wellbeing.

The Board is therefore asked to endorse these Principles for Change as the foundation for the next phase of the Transforming for the Future programme and the ongoing development of the Clinical Services Strategic Plan.

2.2 Clinical Leadership Event
A major milestone for the programme was the Clinical Leadership Event held on 1 July 2026. The event brought together 135 participants from across Swansea Bay University Health Board, neighbouring Health Boards, Llais, Third Sector partners and Corporate teams, reflecting the programme's commitment to ensuring that the future Clinical Services Strategic Plan is clinically led and informed by a broad range of perspectives.

The event was designed around three core objectives:
· To further develop the emerging Public Compact
· To test and refine the proposed Principles for Change
· To begin co-designing Swansea Bay's future model of care

Through facilitated workshops, participants worked through a series of patient journeys to explore how the future system of care should operate. Discussions focused on the services, interventions, settings and pathways required to improve outcomes, reduce unnecessary escalation to hospital care and ensure smoother transitions between services. A consistent theme emerging from the workshop activity was the importance of integrated pathways, multidisciplinary working, earlier intervention and strengthened support for people to remain independent and well for longer. 

The outputs from the event are now being used to inform the development of the Public Compact, Principles for Change and Future Model of Care. The event also established a strong foundation for the next phase of programme activity, providing both clinical ownership of the work and a clear mandate to continue development through wider engagement with staff, patients, carers, communities and partners.

2.3 Communications and Engagement Strategic and Operational Plan
Further to the Executive endorsement of the Transforming for the Future approach in March 2026, the Executive Board approved the Transforming for the Future Communications and Engagement Strategic and Operational Plan in May of 2026. The plan establishes the framework for how the Health Board will engage staff, patients, communities, partners, stakeholders and elected representatives throughout development of the Clinical Services Strategic Plan. 

The plan recognises that meaningful transformation can only be achieved through active participation and co-production. It therefore adopts a phased approach to engagement, ensuring that stakeholders are involved at the appropriate stages of strategy development and that engagement influences the emerging model of care before any future service proposals are considered. 

The objectives of the plan are to:
· Build understanding of the challenges facing health and care services
· Develop a shared understanding of the need for change
· Create opportunities for staff, patients, carers, communities and partners to shape the future model of care
· Ensure engagement is inclusive and reaches seldom-heard groups
· Build trust and transparency throughout the programme
· Provide a robust evidence base to inform future decision making

The programme includes a combination of 
· clinical engagement
· stakeholder workshops
· patient and public engagement events
· digital engagement activity
· community-based approaches and 
· targeted engagement with under-represented groups. 

Insights gathered through these activities will be systematically analysed and reported to support development of the Clinical Services Strategic Plan and future transformation priorities.

2.4 Programme Narrative
Alongside the engagement strategy, the Executive Board approved the Transforming for the Future Programme Narrative. The narrative provides a clear and consistent description of why the programme is required, the challenges facing the Health Board and the opportunity to reshape services for the future. 

The narrative establishes a common understanding across the organisation and provides the foundation for communications and engagement activity. It articulates the central case for change, recognising that while the Health Board has delivered significant improvements and service developments over recent years, widening population need, workforce challenges, increasing complexity of care, financial pressures and rising public expectations require a different approach for the future. 

Importantly, the narrative makes clear that Transforming for the Future is not a programme focused on predetermined service changes. Instead, it is a clinically led process to develop a long-term model of care that will guide future planning and decision making. The narrative emphasises that no decisions have been taken on specific services and that future proposals, where required, would be developed separately through appropriate engagement and decision-making processes. 

The narrative has provided the foundation for all programme communications to date, including the Top 100 Leaders event, Clinical Reference Group discussions, stakeholder engagement and the Clinical Leadership Event. It continues to provide a consistent framework for discussing the challenges facing the organisation and the opportunities to deliver better health, better care and better lives for the population of Swansea Bay.

2.5 Developing the Future Model of Care – Next Steps
A central objective of the Transforming for the Future programme is the development of a future model of care that will provide the strategic framework for how health and care services should be organised across Swansea Bay over the coming decade. 

The development of the model is informed by a key shift in thinking. While previous strategic planning has focused primarily on hospital services, the Future Model of Care adopts a whole-system approach, recognising that improving outcomes and creating a sustainable system requires greater emphasis on prevention, early intervention, self-management and community-based care. The model seeks to describe the full continuum of care, recognising that hospital services are only one component of a broader system designed to support people to remain healthy and independent for as long as possible. 

The model is structured around the seven interconnected areas of care:
· Universal Care
· Routine Care
· Targeted Care
· Enhanced Care
· In-Hospital Emergency Care
· In-Hospital Planned Care
· Specialist Care

This framework provides a common language for describing how people move through the health and care system and supports a focus on preventing escalation wherever possible. 

The Clinical Leadership Event represented the first major stage in development of the model. Through patient journey exercises, clinicians and stakeholders explored how people interact with services as their needs change over time and identified the services, interventions and care settings required at different points in those journeys. The event focused on understanding what should happen earlier in pathways to prevent deterioration, improve coordination and reduce avoidable escalation into hospital services. 

Building on these discussions, the programme is now moving from broad strategic concepts to a more detailed and structured description of the future model. The objective is to develop a comprehensive definition of what good looks like across each of the seven areas of care, including the outcomes to be achieved, the role of patients and communities, the services and interventions required, the settings in which care should be delivered, and how people enter and move through the system. 

The final output of this phase will be a mapped Future Model of Care that describes:
· The purpose and scope of each area of care.
· What good looks like for patients, carers and communities.
· The Public Compact and expected outcomes.
· Entry and access routes into services.
· Care pathways and transitions between services.
· Services, settings and interventions required.
· Key interdependencies across the system.
· The strategic shifts required to move from the current model to the future model. 

Development of the Future Model of Care will proceed through a structured three-stage approach over the coming months.

Stage 1: Defining the Future Model of Care
The first stage focuses on developing a detailed description of the model across the seven areas of care. This work builds directly on insights generated during the Clinical Leadership Event and will be undertaken through a series of clinically led working groups and stakeholder workshops. 

Three model of care working groups have been planned:

1. Keeping People Well (Universal and Routine Care): This group will focus on prevention, population health, self-management, primary care, public health, community assets and how the system can support people to remain healthy and independent for longer. 

2. Supporting People Before Crisis (Targeted and Enhanced Care): The work will explore how deterioration can be identified earlier and managed in community settings before hospital admission becomes necessary. 

3. Hospital and Specialist Care (In-Hospital Emergency Care, Planned Care and Specialist Care): The emphasis is on ensuring hospital care is delivered in the most effective way whilst supporting care closer to home wherever appropriate. 

Alongside the clinical working groups, dedicated workshops will be held with patients and carers and with third sector organisations. These sessions will focus on defining what good looks like across the seven areas of care and identifying how communities, carers and the voluntary sector can contribute to the future model. 

Stage 2: Developing the System Enablers
Once the core model has been defined, a programme of workshops will explore the enabling factors required to deliver it successfully. These sessions will bring together clinicians, operational leaders, enabling services and partners to establish how the future model can be supported in practice.  

The programme will examine four key enabling areas:

· Workforce and future workforce models.
· Digital and data capabilities.
· Estates, infrastructure and place-based delivery.
· Partnerships, communities and wider system relationships.

This work will identify the workforce requirements, digital infrastructure, estate implications and partnership arrangements needed to support delivery of the proposed model of care.

Stage 3: Whole-System Testing and Refinement
The final stage will bring together outputs from all workstreams to test whether the future model operates effectively as an integrated system. This phase will involve clinical leaders, executive leads and stakeholders reviewing the model from an end-to-end patient perspective. 

The work will focus on:
· Testing patient journeys through the proposed model
· Identifying interdependencies between services and enablers
· Understanding risks and points of failure within the system
· Identifying the major strategic shifts required
· Defining priority transformation areas for implementation

The outputs of these stages will be brought together in the latter part of 2026 to create a coherent Future Model of Care and Case for Change. This will inform the final Clinical Services Strategic Plan and support Board consideration later in the year. Subject to Board consideration, the agreed model, principles and clinical strategy will subsequently form the basis for future clinical service planning, option development, engagement and, where required, formal consultation processes.

3. GOVERNANCE AND RISK ISSUES
The Transforming for the Future programme remains in the strategy and model of care development phase. The programme is operating within established governance arrangements, including oversight through the Executive Working Group, Clinical Reference Group and programme governance structure, with regular reporting to Executive Board and Board. 

Key strategic risks and mitigations are summarised below:

· Risk: Insufficient clinical ownership of the future model of care
Mitigation: Clinical leadership has been embedded throughout the programme through the Clinical Reference Group, Clinical Leadership Event and clinically-led model of care working groups. 

· Risk: Stakeholders or the public misunderstand the purpose of the programme and assume decisions on services have already been made
Mitigation: A dedicated programme narrative and Communications and Engagement Strategic and Operational Plan provide a consistent message that the current phase is focused on developing a future model of care rather than specific service change proposals. 

· Risk: The future model of care does not fully reflect the needs and expectations of patients, communities and partners
Mitigation: The programme includes structured engagement with staff, patients, carers, third sector organisations, partners and representative groups throughout development of the model. 

· Risk: The model of care is not sufficiently supported by workforce, digital, estates or partnership arrangements
Mitigation: The next phase of work includes dedicated workshops to develop the enabling workforce, digital, estates and partnership requirements needed to deliver the future model. 


· Risk: The programme produces a strategic model without providing a clear route to implementation
Mitigation: The final phase of development will test the model through patient journeys, identify interdependencies and define the strategic shifts and priority transformation areas required to move from the current state to the future state

Overall, the programme has established governance arrangements and a structured approach to clinical engagement, stakeholder involvement and model development, providing assurance that the Clinical Services Strategic Plan is being developed through a transparent, evidence-based and clinically led process.


4. RECOMMENDATIONS
Members are asked to:

· CONSIDER the progress made in delivering the Transforming for the Future programme. 
· ENDORSE the proposed Principles for Change as the strategic framework for development of the Clinical Services Strategic Plan. 
· CONSIDER the proposed approach and next steps for development of the Future Model of Care during July to October 2026.


	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 places clinical leadership, patient voice and public engagement at the centre of strategy development. This approach will support improvements in quality, safety and patient experience.

	Financial Implications

	No direct financial implications. The programme will support the development of a sustainable service model that makes best use of available resources

	Legal Implications (including equality and diversity assessment)

	The engagement approach includes a focus on reaching underrepresented and seldom-heard groups to support equitable service design and compliance with equality duties.

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

	The programme supports a long-term, sustainable approach to service planning, with a focus on prevention, population health and partnership working.

	Report History

	First version of this report

	Appendices

	Appendix 1: The Communications & Engagement Strategic & Operational Plan
Appendix 2: Programme Narrative 



[image: A black background with blue text]1 of 12
 
SBUHB Board
Thursday, 30 July 2026
image1.jpeg
Bwrdd lechyd Prifysgol
Bae Abertawe

Swansea Bay University
Health Board




image2.png
Better health
Better care
Better lives

lechyd gwell
Gofal gwell
Bywyd gwell




