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	Purpose of the Report
	This paper provides an update on the current position, progress and significant ongoing risks associated with the critical estates enabling work since the last report to Board in November 2025 and the options for securing the permanent reprovision of adult inpatient services.


	Key Issues



	· Significant risk remains within the current mental health estate and model of care, which cannot be fully mitigated through immediate actions.
· Discussions have taken place with Welsh Government officials and NHS P&I colleagues. There is support for proposals that stabilise current inpatient adult provision at Cefn Coed Hospital whilst a national approach to bed configuration is developed, aligned with the clinical service model advocated in the National Mental Health Strategy. 
· The Health Board is actively escalating the scale of the risk with Welsh Government, alongside ongoing discussions regarding capital funding and national strategy


	Specific Action Required 
(please choose one only)
	Information
	Discussion
	Assurance
	Approval

	
	☐	☐	☒	☐
	Recommendations

	Members are asked to:

· REVIEW the current risk position and mitigating actions underway
· SUPPORT the stabilisation approach as a necessary interim measure within current constraints
· ENDORSE the continued escalation of the Health Board’s risk position with Welsh Government
· ENDORSE the strategic direction towards accelerated development of a long-term model of care





MENTAL HEALTH TRANSFORMATION PROGRAMME
- ESTATE UPDATE

1. INTRODUCTION


At its meeting in November 2025, Swansea Bay University Health Board (SBUHB) received an update on the Mental Health Transformation Programme, including short-term options for the adult and older people’s estate and a preferred way forward. The Board requested a further update at its March 2026 meeting.

This paper provides an update on the estates component of the Programme and summarises recent discussions with Welsh Government and NHS Performance and Improvement colleagues regarding the urgent need to improve the quality, safety and sustainability of the mental health estate, alongside investment requirements.


2. BACKGROUND

A key finding of the commissioned independent review of mental health services was that the Health Board is managing significant estates-related risks, which compromise the delivery of safe, therapeutic and dignified care.

The Independent Expert Advisor identified three areas requiring action:

· Immediate improvements to address critical safety, sanitation and quality issues, including commissioning a specialist ligature risk assessment
· Short-term reconfiguration to improve facilities and workforce sustainability whilst a longer-term solution is developed
· Long-term redevelopment of a purpose-built mental health unit

At its meeting in November 2025, the Board received an outline of seven potential interim options, of which two were considered viable.

The Board approved:

· The commencement of the business case process for an interim solution, including formal engagement with Welsh Government on capital requirements
· The commencement of the business case process for a long-term solution


The Board also endorsed full formal engagement in relation to the proposed service changes.

Since that time, the Health Board has worked closely with Welsh Government and NHS Wales Performance and Improvement colleagues to consider the immediate and longer-term capital requirements for adult mental health services within Swansea Bay.

This has included a series of discussions to explore a range of potential approaches to:

· addressing current estate risks,
· stabilising services in the short term, and
· enabling transition to a sustainable, high-quality model of care

These discussions have been constructive; however, no agreement has been reached to support a more comprehensive interim solution at this stage.

As a result, the Health Board is progressing a stabilisation approach within current constraints, whilst continuing to work with Welsh Government and NHS Wales Performance and Improvement to develop a longer-term solution. This would mean addressing the essential services challenges that currently pause a significant risk to our ability to continue to provide services in Tawe Clinic – this would still be seen as a short term measure in light of the inadequacy of Tawe Clinic to provide modern acute inpatient environments. 

The Board should be aware that, in this context, the underlying risks associated with the current estate and model of care will remain significant, and will require ongoing management and escalation.

Current position and proposed approach

The Health Board has commenced Phase 1 of essential remedial estate works, with further phases progressing through governance. These actions are necessary to maintain safety and continuity of services in the immediate term.

In parallel, discussions with Welsh Government and NHS Wales have explored a range of potential approaches, including more substantive interim solutions.

Welsh Government has indicated a preference for a ‘stabilisation approach’ as the immediate next step, recognising the need to manage risk within current constraints while longer-term solutions are developed.

The Health Board is therefore progressing this stabilisation approach as a pragmatic response, focused on:

· Providing a time-limited programme of investment (circa 4 year period) to stabilise services and mitigate key risks,  covering the period between now and moving to a longer term solution
· Targeting investment to deliver maximum impact on safety, quality and operational resilience
· Avoiding disproportionate investment in interim solutions that do not materially improve the underlying model of care
· Creating the conditions for an accelerated transition to a longer-term, sustainable model

However, this approach does not fully mitigate the significant risks associated with the current estate and model of care.

The Board should be aware  that, in the absence of a supported comprehensive interim solution:

· Residual risks to safety, quality and patient experience remain high
· The current estate will continue to operate below modern standards
· Opportunities to improve clinical resilience, workforce sustainability and service configuration will be constrained

The Health Board is actively managing these risks; however, they cannot be fully mitigated through the stabilisation approach alone.

The Health Board will therefore continue to formally escalate the scale of this risk with Welsh Government, with a view to achieving a shared understanding of the risk position and supporting prioritisation of the investment required.

Strategic direction

Notwithstanding the current position, there is clear alignment on the requirement for a longer-term solution as the primary focus.

This will be underpinned by the following principles:

· Services designed around population need and communities, rather than organisational boundaries
· A rebalanced model of care, including strengthened community provision including the further development of crisis services in the community which provide an alternative to an acute admission, and a right-sized inpatient footprint
· Delivery through a nationally coordinated programme of change, reflecting the scale and complexity of transformation required

Mental health is expected to be progressed as an early priority within the emerging Clinical Strategy for Wales, with Swansea Bay forming a key part of that programme.

However, delivery of this longer-term solution will be dependent on national direction, capital investment and agreement on the future model of care.

Next Steps

· A formal position statement is being developed with Welsh Government to support consideration of the stabilisation approach, associated risks and required approvals
· National work is progressing to develop a detailed outline case for change, including phasing, programme structure and delivery approach
· The Health Board will continue to refine its local estate and service proposals, ensuring alignment with emerging national direction
· The Health Board will continue to escalate the scale of risk associated with the current position, pending agreement on longer-term solutions


3. GOVERNANCE AND RISK ISSUES
An Estates Task and Finish Group has overseen delivery of immediate actions and development of short-term proposals to address identified risks across the mental health estate.
The independent review has identified significant estate-related risks impacting safety, quality and patient experience, with the Service Group risk register currently reflecting high-risk scores (20).
A programme of immediate improvement works is underway, including a £2.9m investment at Tawe Clinic, with Phase 1 complete and further phases progressing. Delivery is complex due to the requirement to maintain services on-site, with robust operational controls in place.

However, it is important to note that:
· Even following completion of these works, the estate will remain non-compliant with modern standards
· There will continue to be limitations in therapeutic environment, accessibility and overall estate quality
· The age and condition of infrastructure presents an ongoing risk of deterioration or failure
Progress in other estate areas remains constrained by external dependencies, including PFI-related approvals and funding considerations, resulting in delays to addressing known risks.
Whilst targeted improvements have been delivered, a number of essential works remain unplanned and unfunded, pending wider decisions on service configuration and capital investment.
The Health Board remains in a position where significant risk is being actively managed but not resolved.

The ‘stabilisation approach’ proposed by Welsh Government provides short-term mitigation, but does not remove the underlying structural and estate-related risks, which will persist over the medium term.

This includes continued risk to:

· Patient safety, dignity and experience
· Service sustainability and resilience
· Workforce recruitment and retention

The scale and persistence of these risks require ongoing escalation with Welsh Government, alongside continued work to secure a longer-term solution.


4.  FINANCIAL IMPLICATIONS

Funding has been secured to support immediate essential estate improvements.

At Tawe Clinic, a total of £2.9m has been approved, comprising:

· £1.0m Transforming Estates Funding (TEF) in 2025/26; and
· £1.9m from the Health Board’s discretionary capital fund in 2026/27.

In addition, Welsh Government funding has been approved for improvements at Neath Port Talbot Hospital, including:

· £0.250m (TEF) for the Seclusion Suite; and
· £0.445m (Mental Health Quality & Safety funding) for the Section 136 facility.

Beyond these allocations, no further capital or revenue funding has currently been identified to support the wider Mental Health Transformation Programme.

Further essential estate works across other mental health sites remain subject to the development of business cases and funding approval, including potential bids to Welsh Government and the Health Board’s discretionary capital programme.

The proposed stabilisation and transition approach will require a time-limited programme of additional investment, the scale and profile of which are currently being developed in partnership with Welsh Government.


5. RECOMMENDATION

Members are asked to: 

· REVIEW the current risk position and mitigating actions underway
· SUPPORT the stabilisation approach as a necessary interim measure within current constraints
· ENDORSE the continued escalation of the Health Board’s risk position with Welsh Government
· ENDORSE the strategic direction towards accelerated development of a long-term model of care


	Governance and Assurance

	Link to Enabling Objectives
(please choose)
	Supporting better health and wellbeing by actively promoting and empowering people to live well in resilient communities

	
	Partnerships for Improving Health and Wellbeing
	☐
	
	Co-Production and Health Literacy
	☐
	
	Digitally Enabled Health and Wellbeing
	☐
	
	Deliver better care through excellent health and care services achieving the outcomes that matter most to people 

	
	Best Value Outcomes and High Quality Care
	☐
	
	Partnerships for Care
	☐
	
	Excellent Staff
	☐
	
	Digitally Enabled Care
	☐
	
	Outstanding Research, Innovation, Education and Learning
	☐
	Health and Care Standards

	(please choose)
	Staying Healthy
	☐
	
	Safe Care
	☐
	
	Effective  Care
	☐
	
	Dignified Care
	☐
	
	Timely Care
	☐
	
	Individual Care
	☐
	
	Staff and Resources
	☐
	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

	Capital funding has been secured from the Transforming Estates Fund (£1m) for 2025/26 and the Health Board’s discretionary capital fund (£1.9m) for 2026/27, the sum of which will be attributed to the immediate essential works to improve the estate and environment at Tawe clinic, Cefn Coed Hospital.  
Welsh Government funding was approved for Neath Port Hospital estates improvements; £0.250m for Seclusion Suite via TEF funding, and £0.445m for Section 136 via Mental Health Quality & Safety. 
 
No further capital or revenue funding has been identified to fund the Mental Health Transformation Programme.   
The essential works required to improve Mental Health estate and environment, outside of Tawe clinic and Neath Port Talbot Hospital, is subject to a business case submission to Welsh Government and a bid to the Health Board’s discretionary capital fund.  


	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 and November 2025.  


	Appendices
	N/A
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