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	The paper provides the Board with an update on progress against the Mental Health Transformation Programme, alongside related developments in governance, quality and safety, partnership working, and mental health estate planning. 

	Key Issues

	Key issues and risks requiring Board oversight:

· The Mental Health Transformation Programme is transitioning into its next phase, with current focus on consolidating progress from the initial phase; this includes recognising achievements made to date, sharing learning across workstreams and identifying the key priorities that will shape and inform the next stage of transformation. 
· A Board development session was held on 9th June 2026 and received presentations regarding the national Strategic Programme for Mental Health, the implementation of Rio and the Quality & Safety Dashboard.
· The Regional Partnership Board will establish a dedicated Mental Health Programme Partnership Board to strengthen governance and shared leadership arrangements for regional mental health transformation.
· Workforce and estates-related risk scores remain high on the Strategic and Corporate Risk Registers.
· Processes and systems are being put in place to strengthen Board oversight and visibility of performance and quality measures to support earlier identification of risks and opportunities for improvement. 
· Service of Concern meetings have been held with Welsh Government with a focus on proposed interim estates solutions, wider quality and safety risk and assurance. Mental Health will be added to the agenda for the Escalation Board on 6th August.
· Welsh Government supported the Health Board’s proposal to develop a Business Justification Case (BJC) to progress the estates stabilisation plan (estimated value of £27m), which will be submitted to the Board for consideration in September. 


	Decision / Action required
	No

	Recommendations

	Members are asked to:
· CONSIDER progress made through the Mental Health Transformation Programme.
· CONSIDER the developments relating to governance, quality and safety reporting, and partnership arrangements.
· CONSIDER the outcome of discussions with Welsh Government and NHS Wales Performance and Improvement colleagues regarding the mental health estate.
· RECEIVE ASSURANCE regarding the ongoing management of quality, safety and estate risks within Mental Health services.
· SUPPORT the development of the next phase of the Mental Health Transformation Programme.





MENTAL HEALTH TRANSFORMATION PROGRAMME

1. INTRODUCTION
The purpose of this paper is to provide the Board with an update on progress against the Mental Health Transformation Programme, alongside related developments in governance, quality and safety, partnership working, and mental health estate planning.
This paper should be read alongside the associated presentations and slide decks, which are available in the Board Reading Room.
2. BACKGROUND
Mental Health has been identified as strategic priority for Swansea Bay University Health Board (SBUHB). Following the commissioning of an external review of services, the Health Board has implemented a range of actions to strengthen governance arrangements, improve Board oversight and reporting, and establish a comprehensive transformation programme to address identified areas of concern and support sustained improvements in the quality, safety and effectiveness of services.

3. GOVERNANCE AND RISK ISSUES

Mental Health Transformation Programme (MHTP) Progress
The MHTP Programme Board continues to oversee delivery of the Mental Health Transformation Programme and receives regular reports from each workstream against agreed objectives and milestones.
Workstreams continue to make progress against their agreed deliverables, with a number of key improvements already implemented. Progress across the workstreams has been reviewed and key achievements are summarised in the table below. 
	Workstream
	Key achievements

	Quality & Safety (Q&S)
Purpose: Implement actions from external reviews, immediate, medium- and long-term improvements in quality, safety and patient experience. Focus on estates and facilities for inpatient care provision and improved reporting, monitoring and escalation of key quality, safety and performance indicators, risks and incidents.

	· Developed clinician-led quality and safety metrics for MHLD.
· Strengthened quality and safety processes and responses (Healthcare Inspectorate Wales (HIW), Prevention of Future Death (PFD) notices, concerns, Serious Incidents).
· Commissioned external ligature risk assessment; piloted and rolled out All-Wales Safe Wards across 3 acute mental health wards.
· Standardised nursing documentation across inpatient wards. 

	Estates
Purpose: Modernisation and improvement to address safety and dignity risks in existing inpatient environments, progress interim solutions to improve ward conditions, develop long term business case for reprovision of adult and older persons estate
	· £3.4m investment to address safety/quality issues (Transforming Estates Fund (TEF) & SBUHB discretionary capital)
· Explored interim options (mutual aid, private beds); confirmed no mutual aid capacity via Health Board Chief Executive Officers.
· Preferred option: close 3 adult wards; refit older adult wards for acute use; transfer Older Persons wards to Neath Port Talbot Hospital (est. £34m).
· Revised proposal with NHS Performance and Improvement/Welsh Government: sustain Tawe Clinic and move Ward F to Ysbryd y Coed, including securing utilities (est. £27m), consolidating Adult Mental Health at Cefn Coed Hospital. 

	Workforce 
Purpose: Enhance staff wellbeing and capability, strengthen multidisciplinary models and improve skill mix to address workforce pressures.
	· Reviewed inpatient nursing establishments against Nurse Staffing Act and benchmarked. 
· Improved recruitment/retention in nursing and medical staff, reduced agency/locum spend by £2.6m, +35 x Band 5 nurses.
· Implemented ‘Grow Your Own’ Psychology scheme, eliminating vacancies. 
· Introduced new roles (Advanced Nurse Practitioners, approved non-medical clinicians).

	Informatics
Purpose: Implement digital systems, tools and processes that enable improved data capture, information sharing and monitoring of performance, activity and quality across mental health services.
	· Introduced electronic patient information sharing for crisis/urgent care.
· Developed electronic performance and Q&S dashboards (aligned to Q&S metrics and NHS Performance and Improvement requirements).
· Implementing Rio Electronic Patient Record (EPR) – first integrated mental health system in Wales.
· Awaiting outcome of Connecting Care business case for digital investment of £1.2m to progress with the procurement of a digital solution for the rest of MH and Community settings.

	Communication, Engagement and Coproduction
Purpose: Strengthen partnership working with regional teams, local authorities, third sector, service users and carers. ​Development and delivery of effective engagement and consultation plan with stakeholders, public and staff. 
	· Incorporated MHTP plans into Transforming for the Future engagement.
· Mapped previous engagements against proposed service model​. 

	Service Redesign
Purpose: Implement modern, integrated service model, aligned to Stepped Care 2.0; improved access to therapies, embed best practice, reduce reliance on crisis, inpatient and specialist services through strengthened prevention, early intervention and community-based support.
	· Proposed a model of care that is codesigned with partners and aligned to Stepped Care 2.0​.
· Realigned adult mental health wards to assessment and treat, geographically aligned.
· Significant reduction in bed use by 10 outliers, 10 private beds, 4 surge beds (further private reduction planned) plus 2 further beds reduced through temporary ward moves. 
· Strengthened Crisis and Home Treatment to prevent admissions. 


Attention is now turning to the next phase of the transformation programme. A workshop was held on 30th June 2026 to reflect on achievements to date, share learning across workstreams, and identify priorities and revised objectives for the next phase of delivery. The outputs from this session will inform the future programme structure and workplan.  Input will also be taken from the Board development session described in the following section and from the Programme Board. A revised Programme Document will be produced and the Terms of Reference for each workstream will be refreshed to incorporate new objectives and ensure alignment with priorities for the next phase of the Programme.  
Risk Summary
Whilst there has been significant progress across the Transformation Programme and by the Service Group, the workforce and estates risks remain at a score of 20 on the Corporate Risk Register and 16 on the Strategic Risk Register, given the ongoing range of challenges both areas contain. These will be reviewed as the estates work progresses; the workforce risks will be considered by the workforce workstream.
The table below outlines the key risks to programme delivery. These risks are actively monitored and managed through the Programme Board Risks, Actions, Issues & Dependencies (RAID) log, ensuring appropriate oversight and timely mitigation to support successful programme delivery.  
	Workstream
	Key Risks to Programme Delivery

	Estates
	Welsh Government approval of business case to secure capital funding to progress interim solutions to improve ward conditions.
Impact of emerging national estate plan for inpatient services. 
Mitigations in place: Immediate improvement work programme underway at Tawe Clinic to address highest priority estate risks, prioritisation of SBUHB discretionary capital to support short-term improvements of the mental health estate, ongoing discussions with Welsh Government and NHS Wales Performance and Improvement (P&I) to escalate and address concerns. Engagement with NHS Wales P&I to ensure early notification and sight of national plans for mental health estates.  

	Workforce
	Health Board approval of business case to secure funding to address gaps in establishments and meet workforce requirements identified in modelling exercise to ensure quality, safety and compliance with Mental Health Act. Funding has been agreed, subject to the appropriate business case process, to progress the workforce model required to develop the community crisis and home treatment services and to provide greater resilience in the adult acute wards. It is expected that the cost of the additional staffing will be cost neutral overall – but there is a risk in 2026/2027 to be managed to ensure that the transformation in service delivery occurs at the speed required to enable realignment of resources. 
Mitigations in place: Alternative ways of working being reviewed, business cases to include a phased approach to recruitment, workforce risks escalated to Strategic and Corporate Risk Registers for Board oversight.

	Informatics
	Welsh Government approval of business case to secure £1.2m funding for continued digital transformation across MH and wider Community Services.
Mitigations in place: Phased implementation with learning opportunities from phase 1 maximised, ongoing collaboration with Digital Health and Care Wales (DHCW) to ensure funding for the Connecting Care Programme remains a priority, escalation to Welsh Government via Service of Concern meetings. 

	Quality and Safety
	Resource, capacity and capability to deliver expected outputs and benefits.  
Mitigations in place: Phased approach to service redesign, additional resource being sought to support Service Group Quality Team, additional project and programme management support from the newly established Delivery Unit to be identified.



Board Development Workshop
As part of its commitment to ensuring parity for mental health services, the Board held a development session on Mental Health on 9th June 2026. The associated agenda and presentations are available in the Reading Room. 
The workshop provided a detailed update on progress against the Mental Health Transformation Programme, including demonstrations of the Rio electronic patient record system developments and the emerging Quality and Safety Dashboard. 
The Board welcomed Chris O'Connor, Clinical Lead for the Strategic Programme for Mental Health, NHS Wales Performance & Improvement, who delivered a presentation providing an overview of the Future Direction of Mental Health Services in Wales, followed by a question-and-answer session.  Board members and other attendees explored a range of issues, including the timescales for development of the national mental health care model and the emerging national estates strategy. Members also sought assurance regarding the implications of these developments for local service planning and investment decisions.
 
National Clinical Plan for Adult Mental Health
The Programme Initiation Document (PID) for the development of a new National Clinical Plan for Adult Mental Health has been presented to the All-Wales NHS Leadership and Mental Health community. The programme responds to the need to modernise a model of care that is over 25 years old, with a focus on developing a more community-based approach, reducing reliance on inpatient provision, and enabling more sustainable regional and national service models. A proposed timetable is in place, with Board development sessions planned for autumn 2026 and formal Board consideration in early 2027. The PID represents a critical strategic enabler of the Mental Health Transformation Programme, aligning with the Board’s strategic objectives and supporting delivery of a modern, sustainable and whole-system approach to mental health care.
The PID for the new National Clinical Plan for Adult Mental Health is available in the Reading Room. 
Quality and Safety
The Board has requested regular reporting on Mental Health services, with a particular focus on quality and safety. To support this requirement, the Informatics Workstream has developed a Mental Health Quality and Safety Dashboard as part of the Transformation Programme. Phase one of the dashboard is complete, and it is now undergoing a Quality Assurance process, with the aim to be fully operational by August 2026.
The dashboard incorporates the new national Mental Health Quality and Safety requirements, together with a range of locally developed indicators identified through collaboration between clinicians, operational teams and the Quality and Safety Workstream.
The dashboard will provide enhanced visibility and oversight of service performance and quality measures and will support the Board in monitoring progress against a defined set of Key Lines of Enquiry (KLOEs). These arrangements will strengthen assurance and enable earlier identification of emerging risks and opportunities for improvement.
Partnership Working
Delivering the required improvements in Mental Health services and meeting the ambitions of the All-Wales Mental Health Strategy will require close collaboration with partner organisations, people who use services, carers, and wider stakeholders.
Representatives from partner organisations, service users and carers are actively involved in a number of Transformation Programme workstreams, ensuring that developments are informed by lived experience and collaborative decision-making.
To strengthen governance and shared leadership arrangements, the Regional Partnership Board has recently reviewed its governance structures and established a dedicated Mental Health Programme Partnership Board with responsibility for overseeing regional Mental Health transformation and service redesign activity.
The SBUHB Mental Health Transformation Programme Board will provide regular reports to this partnership forum, ensuring alignment between local programme delivery and regional priorities, while facilitating consideration of service redesign proposals and matters requiring joint decision-making.
Mental Health Estates
At its meeting in November 2025, the Board approved a preferred option for capital investment and associated service changes intended to improve the mental health estate on an interim basis.
The proposal responded to longstanding concerns raised by the Health Board and external regulators that elements of the current estate are not suitable for the delivery of consistently safe, effective and dignified care. The estimated capital cost of the preferred option was approximately £34 million.
The Board subsequently mandated the Executive Team to engage with Welsh Government and NHS Wales Performance and Improvement colleagues to present the preferred option and seek additional capital funding.
During discussions, Welsh Government and NHS Wales Performance and Improvement colleagues requested consideration of alternative approaches, including a proposal focused on stabilising the Cefn Coed site while the national mental health estates strategy is developed. The timetable for the national estates strategy is being overseen by the NHS Wales/Welsh Government Leadership Board, with the strategy expected to be completed by December. As the statutory NHS bodies, health boards will be required to take forward the strategy and approve the national business case that is being progressed by NHS P&I. An update will be provided in September. 
In response, further work was undertaken by SBUHB to develop an alternative proposal with an estimated value of approximately £27 million. Consideration of this proposal formed a significant component of discussions during the Service of Concern escalation meetings.
Service of Concern Escalation Meetings
Following SBUHB's identification and escalation of significant mental health estate risks, together with the development of proposals for interim estate solutions, Welsh Government convened a Service of Concern escalation meeting. A subsequent follow-up meeting was also held.
The principal areas of discussion at these meetings were:
· The quality and safety risks associated with the current estate;
· Proposed interim estate solutions;
· The relationship between immediate estate improvements and the development of a longer-term national mental health estates strategy.
· Wider quality and safety risk and assurance.
The meetings provided an opportunity for Health Board representatives, Welsh Government officials and NHS Performance and Improvement colleagues to review the current position and discuss options for risk mitigation and service improvement.
The outcome of this meeting was that Welsh Government recognised the positive progress being made in improving the quality, safety, staffing, and governance within Mental Health Services, and the mitigating actions being taken to actively manage identified risks. Acknowledging that significant challenges remain, Welsh Government confirmed that Mental Health will be added to the agenda for the next Welsh Government Escalation Board meeting on 6th August 2026. Welsh Government also supported the Health Board’s proposal to develop a Business Justification Case (BJC) to progress the estates stabilisation plan, which will be submitted to the Board for consideration in September. 
The Health Board will continue to work closely with Welsh Government to provide assurance that key concerns are being effectively managed, with a further review scheduled in three months. The Board will continue to receive updates on progress, including developments relating to future capital funding arrangements and the emerging national estates strategy.
4.  OPEN AUDIT RECOMMENDATIONS 
There are no open audit recommendations. 

5. FINANCIAL IMPLICATIONS
As set out above, additional funding is being made available to support the development of the staffing models for community crisis and home treatment services and adult acute inpatient wards as the most pressing priority. The expectation is that funding is realised as part of the transformation programme, with reduction in spend in out of area placements and higher cost variable pay. The business case for the additionality has been through the Health Board’s business case process, and the impact will be monitored through this mechanism. 

It is recognised that benchmarking on mental health service costs and expenditure is required and we are working with the national mental health programme to identify how best to do this in a way that allows appropriate comparisons across Wales and the rest of the UK in a meaningful way. This is required to help us understand the level of investment required in our mental health services and the commissioning income expected to deliver safe and effective specialist services on a South Wales basis. 


6. RECOMMENDATION
Members are asked to:
· CONSIDER progress made through the Mental Health Transformation Programme.
· CONSIDER the developments relating to governance, quality and safety reporting, and partnership arrangements.
· CONSIDER the outcome of discussions with Welsh Government and NHS Wales Performance and Improvement colleagues regarding the mental health estate.
· RECEIVE ASSURANCE regarding the ongoing management of quality, safety and estate risks within Mental Health services.
· SUPPORT the development of the next phase of the Mental Health Transformation Programme.

	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 Mental Health Transformation Programme has been set up to address the safety and quality risks highlighted in the initial findings of the Independent Expert Advisor’s report and deliver the actions agreed by the Board in February 2025. This paper updates on progress of the Programme and highlights further work required to mitigate the identified risks. 

	Financial Implications

	The essential works required to stabilise the Cefn Coed estate, with an estimated cost of £27m, is subject to a Business Justification Case (BJC) submission to Welsh Government. The BJC will be submitted to Board in September 2026 for initial consideration and approval.


	Legal Implications (including equality and diversity assessment)

	Mental Health Act compliance 
Health and Safety Legislation 
Nurse Staffing (Wales) Act 2016  


	Staffing Implications

	Staffing implications are under review via the Mental Health Transformation Programme Board 

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

	The paper contributes to the delivery of the Seven Wellbeing Goals. 

	Report History

	Previous reports on Mental Health were taken to the In – committee meeting of the Board in February 2025, with an update to the Board in June 2025, July 2025, November 2025 and March 2026.  

	Appendices

	Supporting information:
Board Development session agenda and slides
Transformation Programme slides
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