[image: C:\Users\su001508\Desktop\New logos Swansea Bay\Abertawe_Swansea NHS Health Board.jpg] 								   

	Meeting Date
	23 May 2024	Agenda Item
	3.3

	Report Title
	Regional Pathology Operational Delivery Network (ODN) Transitional Memorandum of Understanding (MOU)

	Report Author
	Neil Miles, ARCH Pathology Programme Director

	Report Sponsor
	Christine Morrell, Director of Therapies and Health Sciences

	Presented by
	Christine Morrell, Director of Therapies and Health Sciences

	Freedom of Information 
	Open 

	Purpose of the Report
	To update the Board on the development of the Regional Pathology Operational Delivery Network (ODN) between Hywel Dda and Swansea Bay University Health Boards and seek approval of the Transitional Memorandum of Understanding. 

	Key Issues



	The development of the ODN requires legal agreements between the organisations and significant workforce change (new leadership structures and transfer of staff between employers).

The development of the network requires a commissioning specification and approach to be developed and agreed between the organisation with contracting, finance and risk agreements to be in place

The Board is being asked to review and agree the Transitional Memorandum of Understanding (MOU) between the two organisations. The Transitional MOU will run from approval to March 31st 2025, or when the Project is completed, whichever is the latest, and facilitate closer working between the organisations corporate and operational teams to develop the detail required to form the ODN. 

The ODN Board will be responsible for developing the detailed implementation arrangements and agreement between the organisation and representing the final MOU, service specification and finance and commissioning approach to a future Board, prior to full formation of the Network arrangements in 2025/26.


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

	
	☒	☒	☒	☒
	Recommendations

	The Board are asked to:

· Note the development progress of the ODN and onward timescales, Transition from April 2024, Launch in April 2025
· Note the development of the Hub Laboratory and local refurbishment capital case and the current position with regard to Welsh Government fee funding to further advance the OBC to completion, approval and submission. 
· Support the adoption of the Transitional ODN Memorandum of Understanding (MOU) to enable the Regional Pathology Network to take the next step towards formation
· Await the Regional Pathology ODN Board presentation of the final MOU, Service Specification and Commissioning arrangement for the Network later in 2024/25 for final decision to adopt a Network approach to Pathology services across the region. 





REGIONAL PATHOLOGY OPERATIONAL DELIVERY NETWORK (ODN) TRANSITIONAL MEMORANDUM OF UNDERSTANDING (MOU)

1. INTRODUCTION

The report will update the board on the development of the South West Wales Regional Pathology Operational Delivery Network (ODN). The programme has two key components:

1. The development of a single Regional Pathology service via an Operational Delivery Network (ODN) approach, with Swansea Bay as the host organisation.
2. The development of a Hub Laboratory Centre of Excellence on the Morriston Hospital site to provide fit for purpose modern laboratory service for the region and local laboratory refurbishments via Welsh Government Capital investment processes.


3. BACKGROUND

Pathology services across South West Wales have been severely challenged due to a number of factors, including critical workforce shortages, poor estates and health and safety concerns. 

In 2012 to meet these challenges, a Regional Cellular Pathology Board was set up to discuss and progress a plan for regional working. However, this was superseded in 2014 due to a recognition nationally of the crisis faced and that the consolidation of pathology services was considered essential. An all Wales Cellular Pathology Project was launched and tasked with considering options and delivering change; in 2015, an option appraisal was completed and recommended that two sites in South Wales were needed and these should be at Morriston and Cardiff. A similar work stream recommended consolidation of Immunology services into two regional services. 

This recommendation was then passed back to Health Boards with the additional expectation that all laboratories in Wales should be externally accredited. This led to the regional development of the Strategic Outline Case for Pathology services in South West Wales being submitted and approved by Welsh Government in November 2022.


Operational Delivery Network – ODN

This report focusses on the proposed establishment of formal arrangements to support the development of the Transitional ODN via the adoption of a shared MOU covering the period up to 31st March 2024. 
To progress the transformation plan for Pathology services in South West Wales, the Health Boards agreed the need to create a Regional Pathology service model. This approach, new for NHS Wales but not across the United Kingdom would enable joint recruitment, collaborative development of service plans, standardisation of approach, equipment and facilities and the benefits of consolidation. A number of possible options of how a regional management model could operate that would be underpinned by a strong governance framework and an agreed set of principles were considered.

A Joint Executive meeting between SBUHB and HDUHB was held on 24th November 2021; these points were discussed and a subsequent visioning workshop was held on 29th November 2021, chaired by the then CEO of Swansea Bay UHB.  

A Regional Pathology Task and Finish (T&F) Group convened in 2022, chaired by Andrew Carruthers COO HDUHB, and supported by Christine Morrell as SRO for the ARCH Regional Pathology Transformation Programme. The group considered their options for the management model and undertook an appraisal and sought advice from NHS Wales Legal and Risk services. The detail of the decision making process is covered in the November 2022 paper considered by both Health Boards (see Appendix). The conclusion was the development of an Operational Delivery Network (ODN) for Pathology services with an aim to be operational by Q4 2022/23,


Following the establishment of the ARCH Pathology team in early 2023/24 the task of delivering the ODN model moved forward at pace. The terms of reference of the T&F group were revised to form an ODN Transition Board and sub groups established to consider implications for Finance and Commissioning, Workforce and Digital services. It addition, Legal & Risk advice has been retained to work with both HB governance teams on the Memorandum of Understanding and legal agreements required to deliver the network. 

To date the following developments have been agreed:
1. Development and agreement of a Mortuary MOU for the Region. This has facilitated closer working between the mortuaries and the appointment of a regional mortuary team, joint training processes and rotations. 
2. Development and agreement of joint regional management structure and job descriptions and person specifications for those roles
3. Baseline assessment of performance, resources, quality/accreditation, compliance and workforce for the region
4. Review of existing logistics and transport arrangements 
5. Continued development of regional Digital Cellular Pathology pilot in the region
6. Appointment of a single Designated Individual (DI) for the regional mortuary service following the retirement of the current HDdUHB post holder. This has been achieved by appointment of the same individual to take responsibility for both Health Board licences, although licences still remain separate.
7. Development of staff and staff side communication processes. To date two rounds of face to face engagement (backed up by Teams access) has taken place in all laboratories in the region. This included the launch of the Pathology ODN SharePoint site and the development of the Frequently Asked Questions (FAQs) which captures the conversation and feedback with staff on all sites. The Sharepoint site West Wales Regional Pathology Programme - RESEARCH & DESIGN (sharepoint.com) also includes copies of the materials shared at the engagement events along with the FAQs. Two updates have been shared with staff side representatives from both organisation following those events. Further engagement is planned following the consideration of this Transitional MOU and there is a commitment to onward engagement on at least a quarterly basis as the ODN forms.
 

Current work is focussing on:
1. Development of a regional ‘compliance’ team structure to combine functions in both organisations in pathology, IT, Quality, Health and Safety and Training 
2. LIMS 2.0 roll out regionally by February 2025. To ensure that the region has a consistent pathology digital system with replicable supporting processes in both health boards
3. Movement towards a single Designated Individual (DI) for the regional mortuary service following the retirement of the current HDUHB post holder
4. Consideration of the regional recruitment and training of non consultant medical staff to histopathology
5. Development of a Transitional Pathology Regional MOU for consideration by both Boards to support the development of the regional management team and integrated service change
6. Development of the Service Specification and commissioning arrangements for the Pathology service for consideration by both organisations.

The proposal therefore is to continue to regionalise the service via the Transition Board but also move into the territory over the next 12 months of harmonising workforce arrangements. Once the commencement date of the Network is agreed by both Boards the process of appointing into the senior leadership team and subsequent TUPE transfer of staff into the new service model will commence.

Transitional MOU

In order to deliver the ODN a Memorandum of Understanding (MOU) is required between the two organisations. This will set out roles and responsibilities for both organisations and legal and risk accountabilities, along with operational management and monitoring arrangements. The MOU will be complimentary to the service specification and commissioning arrangements which will also require agreement. This will detail the service to be delivered and the financial and workforce implications.

In order to develop the above it has been suggested to develop a Transitional MOU. This will facilitate in a fixed time period the closer collaboration between the organisations to enable them to:

· share information
· develop a joint management structure
· outline considerations for staff working across the region
· joint procurement
· regional leadership arrangements and governance

To develop the Transitional MOU a task and finish group has been established under the leadership of the ARCH Programme Director with input from NHS Wales Shared Services – Legal and Risk, and SBU and HDUHB Governance Teams. The group has met monthly to develop the attached draft MOU for the Transition period.

The Transitional MOU takes the same form as the proposed final MOU but with the following differences:

· The Transitional MOU shall commence when the MoU is signed by both SBUHB and HdUHB and will continue until 31 March 2025 or on completion of the Project, whichever is the latest.  If the Project is not completed by 31 March 2025, the ODN Delivery Board shall propose the time period of extension for the Transitional MOU for decision by both Health Boards in their March 2025 meetings.
· It has no permanence as the organisations will need to agree to the formal MOU once developed for the recurrent networked service
· The ToR for the ODN will be developed during the Transition period and therefore this annex and others are under development through the Transition period
· The 

The Transitional MOU seeks to support:
· Development of the Service Specification for the Pathology ODN
· Development of Commissioning arrangements including quality management and assurance
· Support to start implementing the leadership team for the regional service
· Information and data sharing of staff information and clinical service information

The below table outlines the current variance between what constitutes pathology in the two organisations

	 
	HDUHB
	SBUHB

	Phlebotomy
	Carmarthenshire – all in pathology
Pembrokeshire – only ward based
Ceredigion – hospital (ward and outpatient) not primary care
	Morriston, NPT and Singleton – inpatient and outpatient (limited)
Community pathology hubs serving primary care
POW – Inpatient only
Small specialist clinic for ‘difficult to bleed’ in primary care

	Clinical Haematology
	Consultant and admin staff – pathology
Nursing – pathology (OPD and specialist)
No ward environment, patients located on medical wards in various sites
	Part of cancer services. Internal SLA with C Services for Lab cover (medical consultant session)

	Anticoagulation
	Nursing – not pathology
Support team is pathology
	Under Clinical Haematology (Cancer Services)

	Bereavement services
	Carmarthenshire – in path
Pembrokeshire – nursing
Ceredigion – directorate/hospital
	Care After Death team part of Morriston Service Group. But plans to bring into Pathology budget



The ODN Board will need consider the options for the above through the development of the service specification and commissioning arrangements. 

The MOU (Appendix) therefore outlines how the organisation will collaborate during the transitional period (present up to April 2025) to develop the final MOU for the Pathology ODN for approval. 


Hub Laboratory Centre of Excellence - Outline Business Case

In November 2020 a Strategic Outline Case (SOC) was approved by Welsh Government (£77m capital) to support the development of A Regional Collaboration for Health (ARCH) Mid and South West Wales Regional Centre of Excellence Cellular Pathology Laboratory, Regional Diagnostic Immunology Laboratory Facility and local Swansea Bay University Health Board (SBUHB) Regional Medical Microbiology facility was submitted to Welsh Government and approved. Morriston Hospital has been identified as the location for the new regional build and the organisations (SBUHB and Hywel Dda University Health Board (HDUHB) are jointly developing an Outline Business Case (OBC). along with Public Health Wales (PHW) who provide Microbiology Services (excluding WGH) for the Health Board populations. 
There was significant delay in progress of SOC approval due to the pandemic and lack of project resource, but in late 2021/22 work recommenced to deliver:
· The resource schedule for the programme was agreed with Welsh Government for external partners and internal resource
· Formal agreement by Health Boards that the laboratory will be located on the Morriston Hospital site; 
· Supply chain partners appointed and a launch event  took  place on the 6th October 2022;
· Recommendations from the Gateway Review have been actioned and completed including the appointment of a Programme Director and supporting team to deliver the OBC and ODN

In addition to the appointment of the Supply Chain Partner (SCP), Kier Construction the Welsh Government capital funding supported fee’s for internal Health Board staff to contribute to the business case and ODN development. Resources were available for Digital, Capital Planning, Workforce and Clinical and Service leadership resources from within the organisations. Additional funding was agreed for the direct appointment of roles to lead the Pathology Programme under the ARCH partnership between the organisations. 
The Outline Business Case for Pathology in South West Wales proposes the development of a new Centre for Excellence Laboratory on the Morriston Hospital site and local laboratory refurbishments across the region.
· The proposed option in Morriston will provide new facilities for cellular pathology, blood sciences, microbiology services and a precision medicine area. The latter will host Swansea University and Genomics services.
· The Precision Medicine unit will work in collaboration with the soon to be developed Institute of Life Sciences building on the Morriston site (separate funding) to provide laboratory space for innovation and research. 
· The new building will replace services in Singleton hospital (microbiology and cellular pathology), Morriston (blood sciences) and Glangwilli (cellular pathology) 
· Singleton and Glangwilli spaces will be refurbished to provide local laboratory services for those sites, networked to the Morriston site
· The Glangwilli vacated Cellular Pathology space will be repurposed to provide additional Blood Sciences space. 
· The business case will also propose local refurbs based on estate condition and service change to Prince Phillip and Withybush Hospitals. Refurbishment of the laboratories at Bronglais is not considered required at this stage. 
· The existing pathology building in Morriston will be refurbished to extend the Mortuary facilities serving Swansea Bay and to accommodate some functions that aren’t required to be collocated in the new building (to reduce the cost of the new build and focus that investment on the modern laboratory service requirements). 
· The expanded Mortuary service will continue to work as a networked service with the Mortuary service in Glangwilli with integrated clinical leadership and regional management support. 
The ARCH Pathology team and Design team worked with the service in early 2023 to develop the detailed proposals for the hub laboratory building in line with Welsh Government capital guidelines and also changes and developments in pathology services since the initial SOC proposals were developed in 2018/19. This included visits and MS Teams contacts with other laboratories and networks across the UK including Liverpool, Wolverhampton, Bristol, Leeds, Manchester and North Wales. 
The design proposals for the OBC were taken to RIBA Stage 2 (1:200) stage with detailed building massing, schedule of accommodation development and design. This enabled accurate costing of the proposals to be undertaken by the cost advisers. This cost was significantly higher than that approved at SOC stage and whilst there are global inflation pressures impacting on construction costs post the pandemic and other global events, the proposed scheme was in excess of the tolerance advised by Welsh Government between SOC, OBC and following FBC stage. 
Therefore, the intended submission of the OBC to Welsh Government in March 2024 has had to be reviewed. This review has taken 3 forms:
1. Review of physical location of the proposed building on the Morriston site to reduce significant groundworks and car parking requirements that added cost to the proposals 
2. Review of the schedule of accommodation for the proposed laboratory building to value engineer the space and for the size and design to be closer to the original SOC concept (pre Design team input)
3. Review of inflation costs and the impact on building the SOC proposal at ‘current’ prices

This exercise has resulted in the following outcomes:
1. Relocation of proposed building to the lower area of the demolition land in Morriston, reducing impact on existing car parking spaces and therefore removing the need for reprovision and reducing ground works costs.
2. Reduction in SOA from 14000 sqm to 9000 sqm. This was achieved by continuing to utilise the existing pathology building in Morriston for mortuary services rather than moving to the new build and the rest of the building for office accommodation not directly linked to the new build. This review did conclude that the blood sciences laboratory should be located in the new build and not remain in situ as per the SOC. This will provide greater value than the cost of refurbishing the existing space and also greater opportunity and future proofing for the network and possibility of service change in the future. 
3. Application of inflation factors to the SOC and accounting for changes in capital guidance on decarbonisation measures to provide a ‘current’ cost of the SOC and proposed building to deliver a scheme cost within the 10% variance from SOC as per Welsh Government recently issued guidance. 

A revised programme for OBC completion, Health Board approval and submission to Welsh Government has been developed. This will take Health Board approval to March 2025 (based on an April 2024 recommencement of design). A fee proposal has been developed and submitted to Welsh Government for consideration and a response is awaited. 
The requirement to seek further fee support from Welsh Government for 2024/25 puts at risk the internal resource to support the work as the team who are on secondment and fixed term contracts are subject to redeployment or return to substantive posts before the confirmation of funding is received. This will not only impact on the OBC but on the ODN development also, as the ARCH Pathology team is supporting both aspects of the programme. 
In addition, the team have completed the recently issued Welsh Government capital prioritisation form for consideration as part of the 2024/25 IMTP process. Swansea Bay UHB took the submitting this document on behalf of the region in line with the guidance issues as the ‘host location’ for the facility. The SBUHB ranked the Pathology capital scheme as 8th amongst their priorities. 
Consequently, limited further work has taken place during April 2024 due to the fee position. Currently a response is awaited from Welsh Government to support the fees for the supply chain partner for 2024/25. Without this the business case process is ‘on hold’ and the subsequent impact will be a delay on the revised OBC being ready for Health Board approval and submission. 
Dialogue continues between SBU Capital and Finance teams and Welsh Government. It is not yet known when an outcome to the capital prioritisation process will be received by Health Boards. There are risk to the sustainability of the ARCH Pathology team (funded through capital monies) as fixed term contracts come to an end and the team look for alternative roles

4. GOVERNANCE AND RISK ISSUES

The development of the ODN aims to provide stability and sustainability to pathology service across the region. Developing critical mass of service delivery, joint training and quality management systems, single digital information systems and collective recruitment too hard to recruit to roles will all contribute to decreasing risk with current service delivery methods. The balance of risk between the organisations does need to be considered as part of the establishment of the network and arrangements with regard for example capital investment in retained local laboratory services outside of any investment secured by the capital process will need to be considered i.e. significant backlog maintenance to existing buildings.

One of the key aims of the network is to ensure consistency of service delivery to the regional population regardless of their location. This will be achieved through the implementation of digital pathology solutions where possible, the development of a robust regional transport and logistics network and the timely analysis and reporting of investigations. Developing consistent service models and equipment and processes in all laboratories will also shore up business continuity through the movement of samples in the event of any laboratory down time in any site. 

The Transitional MOU proposes Quality reporting mechanisms through Health Board committee’s during the transitional period (every other month) and that a view ill need to be taken by those committee’s in advance of the formal launch of the Network in April 2025 or how assurance should be provided on a recurrent basis.

It is also proposed that an update be provided through the Transitional period to committee’s focussed on Finance and Performance issues and approval is sought for commissioning and contracting issues through these mechanisms in the transition period.

5.  FINANCIAL IMPLICATIONS

The financial implications of developing the Transitional MOU relate to the fees associated with the advice and input from NHS Wales Shared Services Legal and Risk teams. This is estimated to be in the region of £2500 (final figure dependent on hours on input required from the legal team). SBU and HDUHB Legal and Risk teams have agreed to a 50/50 split of these costs.

All other resources are provided from within existing resources from Health Board Teams and the ARCH Pathology team without financial recharge.

6. RECOMMENDATION

The Board are asked to:
· Note the development progress of the ODN and onward timescales, Transition from April 2024, Launch in April 2025
· Note the development of the Hub Laboratory and local refurbishment capital case and the current position (‘on hold’) with regard to Welsh Government fee funding to further advance the OBC to completion, approval and submission. 
· Support the adoption of the Transitional ODN Memorandum of Understanding (MOU) to enable the Regional Pathology Network to take the next step towards formation
· Await the Regional Pathology ODN Board presentation of the final MOU, Service Specification and Commissioning arrangement for the Network later in 2024/25 for final decision to adopt a Network approach to Pathology services across the region. 

	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 Pathology network and capital improvements to laboratories in the region will improve and sustain pathology as a modern, flexible, high quality diagnostics service for the region. This will ensure equity of access, performance improvements in turnaround times, recruitment and retention of staff and integration of pathology services with other parts of the clinical pathway to optimise patient care. 


	Financial Implications

	The ODN will move Pathology to be a commissioned service in line with the November 2022 Board paper agreements. The Finance and Commissioning sub group of the ODN Board are developing the detail of the commissioning specification and contracting arrangements. The Board will have to consider the approval process for the service specification and commissioning arrangements. 


	Legal Implications (including equality and diversity assessment)

	
The development of the ODN will require due consideration and legal sign off by both Health Boards prior to commencement. This will be a key activity of the ODN Board during the Transition period. The work of the Transition Board will be supported by a Memorandum of Understanding that will require approval by both Boards. This will consider the structure of the ODN Board and the use of delegated responsibilities of Executive Directors of both Boards. 

The development of the Transitional ODN MOU and final ODN MOU is being developed by legal and governance representatives from both Health Boards and legal advisors from NHS Wales Shared Services.

Both MOUs will outline the required agreements and principles in relation to information and data sharing, employment law and outline risk and dispute resolution processes. 

Equality Impact Assessments (EIAs) could be developed to help promote fair and equal treatment in the delivery of the Pathology Services. EIAs would aim to identify and eliminate detrimental treatment caused by the adverse impact of health service policies upon groups and individuals for reasons of race, gender reassignment, disability, sex, sexual orientation, age, religion and belief, marriage and civil partnership, pregnancy and maternity and language (Welsh). 

Obligations on SBUHB, HDUHB and PHW in respect of the well-being goal of ‘A more equal Wales’ under WBFGA could also assist in addressing social injustice and inequalities.


	Staffing Implications

	
The ODN will involve the creation of a single management team for Pathology across the region. Work is underway to determine the extent by which existing staff are eligible for consideration to appointment to these roles or they will be ‘new’. Development of these roles will continue through the ODN Transition phase with appointments to be made towards the conclusion of the phase as the Network prepares to go live in April 2025. 

The ODN will be hosted by SBUHB and all staff will work for the Pathology Network regardless of the location of their role. Therefore the Transitional ODN Board will oversee the transfer of existing Hywel Dda staff and vacancies into Swansea Bay employment. Initial engagement has taken place to this effect with staff side groups in both organisations. 

Additionally, the Pathology team have completed two rounds of face to face engagement with pathology staff on all 8 laboratory sites in the network, to share the detail and progress of the ODN and OBC and to develop a strengths and challenges matrix for the existing service model and provision. This engagement is being extended to ‘users’ of the pathology service in secondary and primary care in coming months. 


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

	
The WBFGA places an obligation on public bodies to improve social, cultural, environmental and economic well-being. The most relevant well-being goals in the context of Regional Pathology are:

· A Prosperous Wales - an innovative, productive and low carbon society which recognises the limits of the global environment and therefore uses resources efficiently and proportionately (including acting on climate change); and which develops a skilled and well-educated population in an economy which generates wealth and provides employment opportunities, allowing people to take advantage of the wealth generated through securing decent work.
· A healthier Wales - a society in which people’s physical and mental well-being is maximised and in which choices and behaviours that benefit future health are understood; and
· A more equal Wales – a society that enables people to fulfil their potential no matter what their background or circumstances (including their socio-economic background and circumstances).

The WBFGA should encourage Pathology Services that are co-ordinated and delivered regionally; one that is managed through collaborations between health organisations and partners, by those directly responsible for their respective populations.

Pathology services are both a significant employer of highly skilled roles but also one’s that can harness the opportunities in the broader life sciences sector to attract and retain inward investment in Wales and generate economic and knowledge wealth on a global scale.

The nature of the proposed Hub Laboratory building as a centre of service deliver, education and training and research and development will be of significant positive impact.


	Report History
	SBUHB and HDUHB Boards considered and agreed the proposal to develop an ODN for Regional Pathology in November 2022

SBUHB Management Board received an update report on the development of the ODN and OBC for Pathology services in February 2024 and April 2024

HDUHB Executive Team received an update report in April 2024


	Appendices
	Appendix 1 - MoU
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