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1.	Introduction and Background

1.1 Purpose

The purpose of this document is to set out the approach to delivering a programme of work to address and improve the areas of concern highlighted following independent reviews across Cwm Taf Health Board.  The findings of which resulted in maternity services being placed into special measures and areas requiring targeted intervention.

This document sets out the scope of the programme, its structure with identified roles and responsibilities together with the programme’s governance arrangements. 


1.2 Background

In January 2019 Welsh Government commissioned the Royal College of Obstetricians and Gynaecologists (RCOG) to undertake an independent review of the maternity services within Cwm Taf University Health Board.  

The review detailed a number of findings that resulted in a recommendation of special measures for maternity services. In addition, a number of external bodies also concluded reviews throughout the Health Board, subsequently resulted in Welsh Government presenting that the Health Board would not only be placed into special measures, but also required targeted intervention in the following:

- Leadership and culture 
- Quality governance
- Rebuilding trust and confidence 

To date, a maternity improvement programme has been established and is in the early stages of roll out. A dedicated Programme Director has been appointed to lead the improvement work across maternity services and a project team is being finalised.

Work is also underway across all three areas of targeted intervention, with leading responsible officers being identified and key activities being organised. 









2.	Programme Aim and Objectives

2.1 	Programme Aim

To align the three workstreams identified under targeted intervention and the improvement work for special measures under one programme to ensure focus and momentum with a coordinated structure and clear governance. 

The coordinated approach will ensure links are made between each workstream and encourage joined up activity to best achieve outcomes. Clear governance will encourage focus and provide a reporting mechanism to provide clarity and transparency to the organisation and governing bodies.   

Key roles and responsibilities will be identified to ensure accountability and capacity is appropriate to establish momentum and structure throughout.  


2.2 Programme Objectives 

It is recognised that the health board needs to make significant improvements across its maternity services and other areas to provide assurance to Welsh Government and other external bodies. The Health Board has to demonstrate that it is progressing to improve patient experiences through better quality health care, an improved organisational structure with strong leadership and governance. The organisation also has to demonstrate to external bodies that it is committed to making continuous improvements longer term. The following key objectives have been identified:

1. To ensure focus and momentum to changes and improvement
2. Project plans will be developed for each work stream to identify key activity
3. To identify key timelines for activity
4. To identify key roles and responsibilities to ensure appropriate resource is available
5. Monitoring of changes will be carried out to assess progress and inform the organisation and external bodies








3.	Programme Scope and Structure

3.1	Scope

The programme will collectively set out project plans for each area identified under targeted intervention and special measures. The focus will be on the recommendations presented but will also allow for further recommendations to be incorporated as and when received from the ROCG, Welsh Government and other bodies. 

The programme will report and monitor the following:

Project 1 – Maternity Improvement 

Project 2 – Targeted Intervention
Workstream 1 - Leadership and culture
Workstream 2 - Quality governance
Workstream 3 - Trust and confidence

Although the focus will be on the areas of targeted intervention and special measures, the programme will also identify links with other projects or areas of improvement to ensure joined up approaches are developed and inter-dependencies are known. 


3.2	Out of Scope

The programme will not address any activity outside of targeted intervention or special measures but will highlight any interdependencies that could have impact upon the work being carried out within the work streams identified within this programme. 


3.3 Programme Plan

	Special Measures

	No.
	Title
	SRO
	Overview

	1.
	Maternity Improvement 
	Executive Director of Nursing, Midwifery and Patient Care
	To deliver the improvements required through a revised programme structure, with oversight from both internal and external governance mechanisms.

	Key Activity / Areas of improvement: 
· Quality of Women’s and Families Experience
· Quality of Leadership and Management
· Safe and Effective Care
· Maternity Vision

	Targeted Intervention

	No.
	Title
	SRO
	Overview

	1.
	Leadership & Culture
	Director of Workforce & OD
	Identify and implement an OD programme to review and refresh organisation vision, values, strategy and priorities

	Key Activity / Areas of improvement:

· Values and Behaviours
· Executive Development
· Leadership & Management Development 
· Employee Experience


	Interface with other workstreams:

· Executive Development and Quality Governance 
· Employee Experience and Trust and Confidence 


	2.
	Quality Governance
	Director of Public Health
	An effective quality governance framework is fundamental in providing direction and setting firm foundations for improving quality on a continuous cycle.


	Key Activity / Areas of Improvement:

· The establishment of a quality improvement and governance group
· A review of the effectiveness of the existing framework 
· Consideration of clinical effectiveness
· An understanding patient experience and how it is measured
· Determination of quality assurance
· Determination of quality improvement
· Identifying a method for learning and embedding learning


	Interface with other workstreams:

· Quality Governance and Board Development
· Quality Governance and Public Engagement


	3.
	Trust & Confidence
	Head of Communications
	Regaining the trust and confidence of staff and the public is critical for increasing staff morale which in turn increases patient experiences


	Key Activity / Areas of Improvement:

· A renewed approach to public engagement
· A renewed approach to partnership engagement
· A focus of staff engagement
· The establishment of the Cwm Taf Morgannwg Voice
· The development of a positive news programme


	Interface with other workstreams:

· Trust and Confidence and Leadership and Culture, Values and Behaviours
· Trust and Confidence and Quality Governance (patient experience)



3.4 Roles and Responsibilities  

Project Teams

The Maternity Improvement Programme has dedicated project resource to focus on key activity identified under the project plan. 

The three targeted intervention workstreams have a shared project resource that will work across all workstreams to ensure a joined up approach is considered at all times. 

Senior Responsible Officer

Each workstream will have an identified Senor Responsible Officer (SRO) who will be responsible for:

1. Overseeing the development of their workstream
2. Developing, owning and agreeing the workstream plan, setting out key milestones and performance indicators
3. Be accountable, communicate and report to the programme board
4. Establish joint working and best practice
5. Identifying any capacity and capability issues arising from their project plans
6. Signing of stages of the plan when complete.

Project Sponsor

The programme will be led by a Project Sponsor who will provide an executive function of the programme and will be responsible for: 

· Providing an executive decision making mechanism for developments and investments 
· Ensuring that resources are committed
· Arbitrate between conflicts within the programme 
· Be the main point of contact between the programme and external bodies 
· Be accountable to the executive board
· Provide direction










3.5 Programme Governance Structure 
The reporting structure for this programme is as follows:

Quality & Safety Committee
Board
Management Board
Special Measures & Targeted Intervention Programme Team
SRO -  Trust & Confidence
SRO -   Quality Governance
SRO - Leadership & Culture
SRO - Maternity Improvement Board
Maturity  Matrix
Welsh Government



















In addition to the Special Measures and Targeted Intervention Programme the Maternity Improvement Programme also has a dedicated governance structure to monitor and review progress of the required changes across maternity services.


4.	Risks and Constraints 

4.1 Risks

Early identification and management of risk and issues that may impact upon success of the programme will be addressed through project management and reporting arrangements. A risk register will be established to identify the risks for targeted intervention work as part of the project management arrangements and will be considered at the programme team meetings. 

The Maternity Improvement Programme has developed and maintains a dedicated risk register and is reported through the maternity improvement governance structure. 

4.2 Constraints 

There are number of constraints known upfront:

1. Appropriate resources are to be made available and prioritise this programme with immediate effect
2. Additional resource must be identified and agreed
3. Realistic timelines must be identified and adhered to 
4. The programme must continue and give regard to the reorganisation


5.	Key Activities and Deliverables

	
Key Activity

	
Planned Deliverables

	
· Identify Senior Responsible Officers
· Identify Project Resource
· Develop outline Project Initiation Document
· Establish Project Management Arrangements, to include: 
· Resource
· Documentation
· Monitoring
· Establish links with new reviews / reports and recommendations
· Develop Workstream plans

	     


Established Project Team


Finalised Project Initiation        Document Sign off









Agreed method for identifying links


Finalised Plans Sign off
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