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	Report Sponsor
	Lee Davies, Executive Director of Strategy and Planning, Hywel Dda University Health Board

	Presented by
	Lee Davies, Executive Director of Strategy and Planning, Hywel Dda University Health Board

	Freedom of Information 
	Open  

	Purpose of the Report
	This report presents the completed options appraisal paper (see attached) on the regional cellular laboratory preferred site, to be submitted to Welsh Government.

Commercial in confidence information referred to in Annex 1 has been omitted due to the sensitivity of the information.  This annex will be discussed at an In Committee session of the Board.


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

	
	☐	☐	☐	☒
	Recommendations

	The Board is asked to:

· CONSIDER the work undertaken on the site options appraisal and the recommendation from the recent Regional Cellular Pathology workshop for a preferred Laboratory Site.
· APPROVE the submission of the paper, identifying the preferred site, to Welsh Government by 20 February 2026, subject to its endorsement by the Regional Joint Committee (RJC) on 16 February. 






REGIONAL CELLULAR PATHOLOGY PROGRAMME – PREFERRED LABORATORY SITE

BACKGROUND
At the March 2025 Public Board meetings of Hywel Dda and Swansea Bay University Health Boards, the future direction of the Regional Pathology Programme was considered. This followed the decision by Welsh Government in January 2025 to cease support for the completion of an Outline Business Case (OBC) for a c£135m Centre of Excellence integrated laboratory on the Morriston Hospital site, due to the outcome of the national capital prioritisation exercise.

In September 2025, both Hywel Dda and Swansea University Health Boards received a report at their respective Public Board meetings, which outlined the next steps for a regional Cellular Pathology service for south-west Wales. The Boards agreed to endorse the aspiration to develop a fully integrated regional cellular pathology service, in a single facility, for South-West Wales.

A regional pathology capital working group, chaired by Lee Davies, Executive Director of Strategy and Planning at Hywel Dda UHB, led the work on determining a preferred regional site. This group included regional programme support, Capital and Finance representatives and operational service leads.

In October 2025, this group met with Welsh Government to agree a timeline for submission of the paper. It was advised that, due to time constraints relating to the pre-election period, an options appraisal paper detailing a preferred site suitable for the Laboratory development would need to be submitted by 20 February 2026.  

This report presents the final draft of this paper, identifying the preferred site, for approval by the Hywel Dda UHB Board, subject to its endorsement by the RJC on 16 February 2026. 

ASSESSMENT
The report presented to the September 2025 Public Board meetings provided an update on the Regional Pathology programme, including the work undertaken for site selection. Both Boards endorsed the intention to develop a business case to support the conversion of one of the two shortlisted site options for the development of a regional cellular pathology service and, through the development of that business case, confirm the preferred option. The two shortlisted sites were Canolfan Pentre Awel, Llanelli and Sandringham Court, Swansea.
A third site on Swansea University’s Bay Campus, was subsequently identified as an additional site for consideration by NHS Wales Shared Services Partnership (NWSSP). This site was presented to the Capital Working Group for consideration on 12 November 2025. It was agreed that the site met the hurdle criteria and it was, therefore, added to the shortlist for consideration. 
Between October 2025 and January 2026, an appraisal of each of the three site options was conducted, utilising a combination of regional health board specialist resources and external expert commissions. This appraisal included the following activity:
· A full non-technical service led assessment of each site’s suitability for service needs
· A thorough technical assessment of each site’s suitability for development, including Mechanical Engineering and Architectural capability
· A high-level Capital costs analysis 
· An indicative delivery timescale 
· A financial analysis on the service move  
A workshop was held on 2 February 2026, at which the appraisal information was considered and a consensus agreement of a preferred laboratory site option was reached.

RECOMMENDATION
The Board is asked to:
· CONSIDER the work undertaken on the site options appraisal and the recommendation from the recent Regional Cellular Pathology workshop for a preferred Laboratory Site.
· APPROVE the submission of the attached paper, subject to its endorsement by the Regional Joint Committee on 16 February 2026, identifying the preferred site to Welsh Government, including the following recommendations:

Welsh Government is asked to:
1.  Consider the recommendation of the South West Wales Regional Pathology Working Group that Bay Campus, Swansea University represents the preferred site for a regional Cellular Pathology Laboratory, subject to development of a full business case and confirmation of funding.
2. Acknowledge that the recommendation is in line with the remit received from Ministers to agree regional solutions.
3. Recognise that there is an affordability challenge which needs to be fully articulated within the full business case, including:
· An indicative capital funding requirement of £12.5m;
· Annual revenue funding requirement of £1.2m over a 15 year period (increasing from £0.7m in year 1, and £0.9m in year 2).
The full business case needs to clearly articulate how the additional revenue consequences will be fully addressed or funded, as neither Health Board have the ability to recognise these within their future commitments. This may include:
· Options to capitalise costs where this is in line with financial reporting standards;
· Options to recognise cash releasing savings from the consolidation of services;
· Options to develop commercial income streams;
· Options to mitigate future unabated demand growth so that the productivity benefits of consolidation do not require future funding to address demand
4. Subject to confirming affordability, agree capital funding to support detailed design activities during 2026/27, with the explicit understanding that:
· Site selection does not constitute commitment to proceed
· Full business case approval is required before any construction or lease commitment
· Revenue consequences must be fully addressed
Both Health Boards retain discretion not to proceed if the full business case is not satisfactory.


	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 proposal to develop a single Laboratory for Cellular Pathology in South-West Wales supports the goals of long-term service stability – improved workforce resilience and therefore timely access to services. 

	Financial Implications

	The full business case needs to clearly articulate how the additional revenue consequences will be fully addressed or funded, as neither Health Board have the ability to recognise these within their future commitments 

	Staffing Implications

	The proposal to develop a single Laboratory for Cellular Pathology in South-West Wales supports workforce stabilisation but uniting the BMS and consultant teams which run Cellular Pathology. 

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

	Strengthens collaboration by clarifying decision-making, supporting integrated decision making, aligning regional priorities. 

	Report History
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