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Summary report

About this report

1 This report sets out the findings from the Auditor General’s 2022 structured
assessment work at Cwm Taf Morgannwg University Health Board (the Health
Board). Our structured assessment work is designed to help discharge the Auditor
General’s statutory requirement to be satisfied that NHS bodies have made proper
arrangements to secure economy, efficiency, and effectiveness in their use of
resources under section 61 of the Public Audit (Wales) Act 2004.

2 Our 2022 Structured Assessment work took place at a time when NHS bodies
continued to respond to the unprecedented and ongoing challenges presented by
the COVID-19 pandemic. Health bodies were not only tackling the immediate
challenges presented by the public health emergency but were also seeking to
recover and transform services to respond to the significant numbers of people
who are waiting for treatment and improve population health. NHS bodies and their
Boards need to have sound corporate governance arrangements that can provide
assurance to the public and key stakeholders that the necessary action is being
taken to deliver high quality, safe and responsive services, and that public money
is being spent wisely.

3 The key focus of the work has been on the Health Board’s corporate arrangements
for ensuring that resources are used efficiently, effectively, and economically, with
a specific focus on the organisation’s governance arrangements; strategic planning
arrangements; financial management arrangements; and arrangements for
managing the workforce, digital assets, the estate, and other physical assets. We
have also provided updates on progress against recommendations identified in
previous structured assessment reports.

The approach we adopted to deliver our work is detailed in Appendix 1.

We have not reviewed the Health Board’s quality governance arrangements as
part of this work. Instead, we will be undertaking a separate review during 2023 of
the Health Board’s progress in addressing the recommendations of our 2019 Joint
Review of Quality Governance Arrangements, jointly with Healthcare Inspectorate
Wales.

Key messages

6 Overall, we found that while the Health Board’s corporate governance
arrangements continue to develop and improve, it needs to strengthen its
performance and financial management arrangements to fully address the
challenges facing the organisation.

7 The Health Board’s arrangements support the effective conduct of Board and
committee business. The Board remains committed to openness, but opportunities
exist to improve the Health Board’s administrative arrangements for ensuring
public transparency of Board business. The Health Board is led by a relatively
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stable Executive Team, and positive changes have been made to the role of the
Director of Corporate Governance to allow them to focus exclusively on the Health
Board’s governance arrangements. Extensive work has been undertaken to
develop and agree a new operating model for the organisation. However, it will
take time for the new structures to embed and deliver the intended benefits and
improvements. Overall, the Health Board’s systems of assurance are improving.
The Health Board has made positive progress in developing a new Board
Assurance Framework, which it must now use to shape Board and committee
business. Although the Health Board has effective arrangements for reporting
performance to the Board, its performance remains the worst in Wales in a number
of areas. The Health Board, therefore, needs to ensure its performance
management and reporting arrangements are appropriately focused on the key
challenges it faces, especially where performance in those areas is comparatively
worse than other Health Boards in Wales.

The Health Board has made good progress in developing a long-term strategy for
the organisation, which provides a clear framework for preparing its clinical
strategy. Preparing a financially balanced and approvable Integrated Medium-Term
Plan for 2023-26 is also a priority for the Health Board, as it failed to prepare a
balanced and approvable three-year plan this year. The Board maintains effective
oversight of the Health Board’s approach to strategic planning, and there is good
evidence of stakeholder engagement and involvement in the development of
corporate plans and strategies. However, corporate plans and strategies generally
lack measurable outcomes and clear summaries of key actions / deliverables,
timescales, and measures which limits effective monitoring and reporting.

The Health Board has clear arrangements for financial planning and achieved its
financial duties for 2021-22. However, the Health Board is unlikely to achieve its
financial duties in 2022-23 due to growing cost pressures and challenges around
delivering recurrent savings and containing expenditure. The Health Board,
therefore, needs to review its financial management arrangements to fully address
the risks to achieving financial sustainability in the short- and medium-term. The
Health Board also needs to strengthen certain financial control procedures.
Financial reports prepared for the Board are clear, comprehensive, and support
effective monitoring and scrutiny. However, opportunities exist to enhance these
reports further.

Supporting staff well-being is a clear priority for the Health Board. Whilst the Health
Board’s staff well-being offer is comprehensive, the organisation needs to provide
greater assurances to the Board that the support provided is having a positive
impact. The Health Board has a clear Digital Strategy in place, which it intends to
refresh in the context of the new long-term strategy. In doing so, it must seek to
address the staffing and funding challenges in this area to maximise the benefits of
digital technologies and solutions. The Health Board does not currently have an
Estates Strategy. Furthermore, Board-level arrangements for overseeing the
condition of the estate and scrutinising capital programmes and projects require
strengthening.
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Recommendations

11  Recommendations arising from this audit are detailed in Exhibit 1. The Health
Board’s organisational response to these recommendations is summarised in
Appendix 2.

Exhibit 1: 2022 recommendations

Improving administrative governance arrangements

R1  We found opportunities for the Health Board to improve its administrative
governance arrangements to enhance public transparency and support Board
and committee effectiveness. The Health Board, therefore, should:

a) publish the agendas of private Board and committee meetings;

b) publish the papers for all public Board, committee, and advisory meetings
on its website in a timely manner;

c) update report cover sheets to enable authors to better link their reports to
the requirements of the Well-being of Future Generations (Wales) Act
2015; and

d) update presentation cover sheets to enable authors to summarise the
information sufficiently and capture the relevant risks and issues.

Using the Board Assurance Framework (BAF) to shape Board business

R2  Although the Health Board has made positive progress in developing a BAF,
it is not yet currently being used to shape Board and committee business. The
Health Board, therefore, should actively use the BAF on an ongoing basis to
shape and inform Board and committee work programmes.

Strengthening performance management arrangements

R3 The Health Board has a number of longstanding performance challenges
across many areas in both planned care and urgent and emergency care,
resulting in it being escalated to enhanced monitoring from routine
arrangements under Welsh Government’s Escalation and Intervention
Arrangements. The Health Board, therefore, should ensure its performance
management and reporting arrangements are appropriately focused on the
key challenges it faces in both planned care and urgent and emergency care,
especially where performance in those areas is comparatively worse than
other Health Boards in Wales.
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Establishing measurable outcomes for strategic priorities

R4  The Health Board has made positive progress in developing a long-term
vision, strategic goals, and strategic priorities for the organisation. However,
the new strategy (CTM 2030) currently lacks clear and measurable outcomes.
The Health Board, therefore, should seek to accelerate the work of the CTM
2030 Steering Group and Strategy Groups in developing outcomes for each
strategic priority, setting out what success would look like, and identifying how
to measure and report progress. In doing so, it should consider the
relationship between the goals of the Population Health Strategy and the
wider strategic goals and public health ‘life course’ approach set out in CTM
2030.

Enhancing arrangements for monitoring delivery of corporate plans and
strategies and reporting progress to the Board

R5  We found opportunities for the Health Board to enhance its arrangements for
monitoring the delivery of corporate plans and strategies, and reporting
progress to the Board. The Health Board, therefore, should enhance its
arrangements by ensuring:

a) plans and strategies contain clear summaries of key actions /
deliverables, timescales, and measures to support effective monitoring
and reporting;

b) plans and strategies provide greater detail on which Executive Directors
are responsible for the delivery of key actions / deliverables to enable
appropriate accountability; and

c) reports are aligned to performance reports to enable the Board to assess
the extent to which the implementation of key actions / deliverables is
having a positive impact on Health Board performance.

Strengthening financial management arrangements

R6  We identified the need for the Health Board to improve its arrangements for
containing expenditure and delivering savings. The Health Board, therefore,
should review its arrangements to ensure there is sufficient grip and challenge
at all levels of organisation on expenditure and savings delivery.

Strengthening financial controls

R7  Whilst the Health Board’s financial control procedures are generally effective,
we identified opportunities to strengthen some controls and update the
information available on the Health Board’s website. The Health Board
should:

a) set a clear delegated upper financial limit for the Chief Executive;
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b) ensure there is a clear process in place for the Board to review and
approve capital programmes and projects; and

c) ensure out-of-date financial control procedures are removed from its
website and replaced with the current versions.

Enhancing financial reports to the Board

R8  Whilst the Health Board has effective arrangements for reporting financial

performance to the Board, we identified opportunities to enhance these
reports further. The Health Board should:

a) provide greater assurances that mitigating actions are in place to address
key financial risks highlighted in the reports; and

b) report the financial performance of the new Care Groups at the earliest
possibility.

Maximising the benefits of digital technologies and solutions

R9 There is limited capacity within the Health Board to fully deliver its digital
transformation agenda. The Health Board, therefore, should seek to set out in
its refreshed Digital Strategy how it indents to overcome staffing and funding

challenges to fully exploit the benefits offered by digital technologies and
solutions.

Strengthening Board-level oversight of estates issues and risks

R10 There is currently insufficient Board-level oversight of the condition of the
estate and other significant related risks. The Health Board, therefore, should:
a) ensure there is regular reporting on estates-related performance

indicators and risks to the Planning, Performance, and Finance
Committee;

b) update the committee’s Terms of Reference to reflect these
responsibilities; and

c) establish a clear process for ensuring appropriate cross-referral of issues

with the Quality and Safety Committee, which oversees health and safety
matters.
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Detalled report

Governance arrangements

12

13

14

In this section of the report, we provide our views on the Health Board’s
governance arrangements, with a particular focus on:

o Board and committee effectiveness;
o the extent to which organisational design supports good governance; and
o key systems of assurance.

Details of progress made on previous year recommendations relating to the Health
Board’s governance arrangements are provided in Exhibit 2.

We found that the Health Board’s governance and leadership arrangements
are improving, and organisational structures are being refreshed to support
further improvements. However, the Health Board needs to further
strengthen its systems of assurance to fully address the performance
challenges facing the organisation.

Board and committee effectiveness

15

16

17

We considered the extent to which the Board and its committees conduct their
business effectively and support good governance. In examining this, we have
looked at whether:

o the Board and its committees demonstrate appropriate levels of public
transparency;

o meetings are conducted appropriately supported by clear Schemes of
Delegation, Standing Orders, Standing Financial Instructions, and Registers
of Interest;

o there is an appropriate and well-functioning committee structure below the
Board;

o the Board and its committees receive the right information, including views

from staff and service users; and
o there is evidence of sufficient self-review by the Board and its committees.

We found that the Board and its committee are generally effective, with
evidence of good scrutiny, challenge, and self-reflection. However,
opportunities exist to improve the Health Board’s administrative
arrangements for ensuring public transparency of Board business.

The Board is committed to conducting its business in an open manner; however,
opportunities exist to improve the Health Board’s administrative arrangements for
ensuring public transparency of Board business. All public Board meetings are live
streamed to allow the public to observe virtually, with recordings made available on
the Health Board’s website. The Health Board, however, does not live-stream or
record its committee meetings. Private Board and committee sessions are kept to a
minimum, and reserved for confidential and sensitive matters only. However, the
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agendas for private Board and committee meetings are not published with the

public papers for meetings (Recommendation 1a). The Health Board circulates

Board and committee papers to attendees in advance of meetings. However, our

review of the website found that the Health Board:

° has not published the papers for some meetings. For example, there are no
papers available for the Stakeholder Reference Group since December
2019, and the papers of the Audit and Risk Committee meeting held on 14
June 2022 are missing.

° has published incomplete sets papers for some meetings. For example,
there are several papers missing for the Audit and Risk Committee meetings
held in 2022, such as the routine updates provided by internal and external
audit.

The Health Board should take action to address this to enable full transparency
(Recommendation 1b).

18  The Health Board’s governance arrangements support the effective conduct of
Board and committee business. The Health Board appropriately reviews its
Standing Orders, Schemes of Reservation and Delegation, Standards of Behaviour
Policy, and Standing Financial Instructions on a frequent basis. However,
opportunities exist to strengthen certain controls further (we discuss this further in
paragraph 68). The Health Board has also prepared an assurance framework to
help clarify its role and responsibilities in relation to the organisations it hosts'. The
Audit and Risk Committee regularly receives the Declarations of Interest, Gifts,
Hospitality, and Sponsorship Register, which it last reviewed in December 2022.
The Board Member Declarations of Interest Register is available on the Health
Board’s website.

19 The Health Board has a stable, skilled, and experienced cadre of Independent
Members. We found that Independent and Executive Board members have a
healthy relationship, which in turn facilitates informal and formal flows of
information. We have also observed Independent Members offering a good
balance of challenge and support in Board and committee meetings. At the time of
our review, the Health Board was seeking to appoint a substantive Chair to replace
the interim Chair in March 2023.

20  The Health Board has a stable committee structure, which is well embedded. Each
committee has clear terms of reference, which appropriately reflect the majority of
Health Board business. However, there is a gap in the Planning, Performance, and
Finance Committee’s terms of reference in relation to overseeing matters relating
to the Health Board’s estate (we discuss this further in paragraph 88). Committee
chairs are actively involved in agenda setting and clear work programmes are set
out. But opportunities exist to make greater use the new Board Assurance

! The Health Board hosts the Welsh Health Specialised Services Committee (WHSSC),
the Emergency Ambulance Services Committee (EASC), and the National Imaging
Academy Wales (NIAW).

Page 10 of 34 - Structured Assessment 2022 — Cwm Taf Morgannwg University Health Board



21

22

23

Framework to shape committee business (we discuss this further in paragraph
31). Meetings are well chaired and run to time. Committee chairs meet regularly,
and there is good cross-referral of issues between committees and escalation up to
Board.

The Health Board prepares good quality papers for Board and committee
meetings, which provide sufficient detail to enable scrutiny and decision making.
Whilst report cover sheets are generally good, they could be more explicit on the
links to the requirements of the Well-being of Future Generations (Wales) Act 2015
(Recommendation 1c). Also, whilst the Health Board has prepared a cover sheet
to accompany presentations, it does not currently enable presenters to summarise
information sufficiently or capture the relevant risks and issues (Recommendation
1d).

The Board demonstrates a good commitment to hearing from staff and patients.
The Board and the Quality and Safety Committee receive a patient story at each
meeting, which also includes feedback from staff. Walkarounds have also
restarted, which provide good opportunities for Independent Members to engage
directly with staff across primary, community, and acute services. The Health
Board has also undertaken bespoke staff engagement work in specific areas, such
as maternity services, with the results actively being used to shape the
organisation’s culture and leadership work programmes. The Board has also
ensured that staff have been actively engaged in the development of the Health
Board’s new long-term strategy.

The Health Board has effective arrangements for Board and committee self-review
and improvement. The Board and its committees assess their effectiveness on an
annual basis and prepare action plans to address training needs and matters
requiring improvement. The Health Board has made effective use of development
sessions to support Board learning and development. These sessions have also
been used during 2021-22 to support the development of the Board Assurance
Framework and shape the long-term vision, strategic goals, and priorities for the
organisation. The interim Chair has conducted Personal Development Reviews
with all Independent Members and there is a buddying system in place to enable
Independent Members to learn from each other.

Organisational leadership and design

24

We considered the extent to which the Health Board’s organisational structure
supports effective governance. In examining this, we have looked at whether:

o the responsibilities of Executive Directors are clear, and that they have
balanced and equitable portfolios of work;

o there is clarity on the role of the Director of Corporate Governance (Board
Secretary), and there are adequate resources in place to support the work of
the Board and its committees; and
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o the organisational structure supports effective governance and facilitates
whole system working.

25  We found that the Health Board is led by a relatively stable Executive Team,
and positive changes have to the role of the Director of Corporate
Governance to allow them to focus exclusively on the Health Board'’s
governance arrangements. Whilst a new operating model has been agreed, it
will take time for the new structures to embed and deliver the intended
benefits and improvements.

26  The Health Board has taken positive steps to strengthen and stabilise its Executive
Team as well as to ensure that Executive Directors have clear responsibilities and
balanced and equitable portfolios of work. A substantive Medical Director was
appointed in July 2022, and a full time Director of Therapies and Health Sciences
was appointed in April 2022 following the end of the fixed term joint appointment
with Cardiff and Vale University Health Board. Appropriate interim arrangements
have been put in place following the departures of the Director of Public Health and
Director of Corporate Governance in November 2022. Recruitment to these posts
was underway at the time of our review.

27  The Corporate Governance Team provides good support to the Board and its
committees, despite not having a full complement of staff. The Health Board has
revised the Director of Corporate Governance role following the departure of the
previous postholder. As a result, operational responsibility for clinical audit and
“Putting Things Right” (the management of concerns, redress, claims, and
litigation) has been transferred to the Executive Director of Nursing. Positively, this
will allow the new Director of Corporate Governance to focus exclusively on the
Health Board’s governance arrangements.

28  The Board approved the creation of a new operating model in March 2022 with the

aim of:

o supporting post-pandemic recovery;

o improving service quality;

o streamlining management arrangements; and

o facilitating joint-working across the Health Board.

Under the new model, the Integrated Locality Groups have been replaced by new
Health Board wide Care Groups?. The new model retains locality working, but
management and oversight will be undertaken at a Health Board level. The Health
Board also plans to reorganise and realign its corporate functions to support the
new operating model. The Board has maintained good oversight of the
development and implementation of the new operating model. However, it will take

2 There are six Care Groups in total: Planned Care Group; Unscheduled Care Group;
Children and Families Care Group; Diagnostics, Therapies and Specialities Care Group;
Mental Health and Learning Disabilities Care Group; and Primary and Community Care
Group.
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time for the new structures to embed and deliver the intended benefits and
improvements.

Systems of assurance

29

30

31

32

We considered the extent to which the Board and its committees oversee,
scrutinise, and challenge organisational risks, performance, and quality of services.
In examining this, we have looked at whether:

o there is an effective Board Assurance Framework (BAF) in place, which is
actively reviewed and owned by the Board;

o the BAF is underpinned by appropriate systems for managing risks and
performance, and handling information in a secure manner; and

o effective action is taken to address audit and review findings and
recommendations.

We found that whilst the Health Board’s systems of assurance are generally
effective, it needs to strengthen its performance management arrangements
to address current operational challenges.

The Health Board has made positive progress in developing a Board Assurance
Framework (BAF). The Board was actively involved in developing the BAF, before
formally approving it in March 2022 (see Exhibit 2, 2021 (Phase 2) R4). The BAF
appropriately reflects the Health Board’s strategic goals and provides good
information on gaps in controls and assurance, as well as mitigating actions. The
Board receives and reviews the BAF at each public meeting. Whilst this is a
positive development, the Health Board now needs to use the BAF to actively
shape and inform Board and committee business (Recommendation 2).

The Health Board’s risk management arrangements continue to evolve. The Board
approved an updated Risk Management Strategy in March 2022, which is
supported by comprehensive and up-to-date policies and procedures. The Health
Board has continued to strengthen its organisational (corporate) risk register, and
there is good evidence of risks being actively managed. However, there is scope to
strengthen the risk mitigating actions. The Health Board has also taken positive
steps to strengthen operational risk registers by including all risks on DATIX3,
rather than risks scoring eight and above as was previously the case. The
Executive Team has also realigned organisational risks to the new operating
model, and work is underway to amalgamate and improve the content of
operational risk registers. The Health Board has provided risk management training
to over 360 members of staff, and will continue to offer this training throughout
2023 and beyond. The training commenced prior to the roll-out of the new
operating model. Although it supports those staff changing roles and attending the

8 Datix is a web-based incident reporting and risk management system used by
healthcare organisations.
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training in their new structure, the training will continue beyond implementation of
the model. It is also open to corporate / central teams.

33  Although the Health Board has effective arrangements for reporting performance to
the Board, its performance remains the worst in Wales in a number of areas. The
Board receives comprehensive reports on the Health Board’s performance against
the Welsh Government Performance Framework and other priority areas for the
organisation. The reports are detailed and provide a good overview of the Health
Board’s position against a range of finance, quality, performance, and workforce
indicators. Reports also highlight risks and areas of concern, and outline the
actions being taken to improve operational performance. There is also good
evidence of appropriate scrutiny and challenge by the Board. Operationally, the
Health Board has also established new arrangements for holding teams to account
for performance in line with the new operating model. However, the Health Board’s
plans for improvement have not yet been realised, and its performance in a
number of areas remains the worst in Wales. As a result, the Health Board has
been escalated from routine arrangements to enhanced monitoring for
performance under Welsh Government’s Escalation and Intervention
Arrangements 4 (Recommendation 3).

34  The Health Board has appropriate arrangements for overseeing information
governance at a committee-level, but some operational arrangements require
improvement. The Digital and Data Committee receives regular reports on the
Health Board’s activities and improvement plans in relation to data protection and
information security, and provides good scrutiny and challenge. Operationally, the
Health Board’s cyber resilience arrangements require strengthening. In December
2022, the NHS Wales Cyber Resilience Unit assessed the Health Board’s
arrangements and found that compliance was less than 50% in 5 of the 28
domains reviewed. As a result, the Unit gave the Health Board 134
recommendations to address in total. However, a lack of resources in this area are
likely to impede the Health Board’s ability to address these recommendations in
full.

35  The Health Board has taken a number of positive steps to improve its
arrangements for tracking internal and external recommendations, but further
enhancements are required. The Health Board has reviewed progress against all
longstanding recommendations, and a number of recommendations were either
closed or assigned revised implementation dates following this exercise. As of
December 2022, there were 75 Internal Audit recommendations still outstanding
where the implementation date had passed, and 8 for Audit Wales. Whilst progress
reports to the Audit and Risk Committee are generally good, there is scope to
improve the summary report to provide a more formal update to the committee on
the closure of recommendations and their subsequent removal from the tracker.

4 There are four escalation levels: routine arrangements, enhanced monitoring, targeted
intervention, and special measures.
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The Health Board is yet to establish arrangements for tracking recommendations
made by external inspection and regulatory bodies in line with the recommendation
we made in our 2018 structured assessment report (see Exhibit 1, 2018 R6). The
Health Board should address this recommendation without further delay to enable
the Quality and Safety Committee to monitor, scrutinise, and challenge progress

effectively.

Exhibit 2: progress made on previous year recommendations

Recommendation

Description of progress

Audit Recommendations

2018 R6 The audit recommendation
tracker should be expanded to include
the recommendations of other external
agencies e.g., Healthcare Inspectorate
Wales and the Delivery Unit

No Progress

Arrangements are yet to established.

Direct and Indirect Harm from
COVID-19

2021 (Phase 2) R5 The Health Board
has undertaken specific work in
mortality and harm in relation to
COVID-19. However, as with other
Health Boards, it has yet to finalise a
standard framework to support the
assessment of direct and indirect harm
associated with COVID-19. The Health
Board should produce a framework for
assessing both direct and indirect harm
from COVID-19 and ensure that the
framework and an accompanying
report outlining key issues are
monitored by appropriate operational,
strategic groups and reported the
Board or one of its committees.

In Progress

A Nosocomial COVID-19 Incident
Management Team has been
established. Internal governance
mechanisms are also in place,
including an oversight group that
reports to the Quality and Safety
Committee.

Investigatory work has commenced in
line with the agreed national
framework.

Since April 2022, there has been
monthly progress reporting to the
Delivery Unit. There are over 3200
reviews to undertake that occurred
prior to end of April 2022. As of end of
July 2022, a further 408 cases have
also been reported.

In August 2022, the Delivery Unit
reviewed the Health Board’s self-
assessment of programme progress.
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Recommendation

Description of progress

All programme workstreams received a
‘reasonable assurance’ rating or above.

Clarity on the status of deferred
Board business

2021 (Phase 2) R1 Our review found
that not all committees provide clarity
on the status of deferred items of Board
business. The Health Board should
ensure that all committees are clear
about the current status of deferred
items of business, and an indicative
timescale for when they will be brought
back into active management.

Complete

All committees are clear on the current
status of deferred business.

Integrated Locality Group Review

2021 (Phase 2) R2 Significant
transformation and improvement
activity is delegated to the Health
Board’s Integrated Locality Groups. As
part of its review of its operating model
the Health Board should evaluate the
capacity and capability of each
Integrated Locality Group to deliver the
scale of change required.

Complete

In 2021, the Health Board established a
new directorate - Improvement CTM
(ICTM) — led by a new Director of
Improvement and Innovation.

There is a clearer focus on what this
team will do and how it will support
operational staff, with items for delivery
detailed in its 2022-25 Business Plan.

Strategic Risks

2021 (Phase 2) R4 The Board has
approved six risks to achieving
strategic priorities which are aligned to
the four strategic wellbeing and future
generation objectives set out in the
Health Board’s Annual Plan 2021-22.
Currently, with only six strategic risks,
they may be too high level to allow
meaningful scrutiny. The Board needs
to ensure that its strategic risks also
reflect the risks to achieving priorities

Complete

The Health Board has developed and
implemented a revised Board
Assurance Framework (BAF) that
captures nine strategic / principal risks
aligned to the Health Board's strategy.
In March 2022, the Health Board
agreed a revised BAF, and the Board
formally received it for the first time at
its May 2022 meeting.
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Recommendation Description of progress

set out in its Annual Plan, the Planned
Care Recovery Plan, actions to
address its special measures and
targeted intervention status and the
direction of travel to be set out in the
emerging long-term strategy.

Strategic planning arrangements

36 In this section of the report, we provide our views on the Health Board’s strategic
planning arrangements, with a particular focus on the organisation’s:

o vision and strategic objectives;

o Integrated Medium-term Plan;

o planning arrangements; and

o arrangements for implementing and monitoring the delivery of corporate

strategies and plans.

37 Details of progress made on previous year recommendations relating to the Health
Board’s strategic planning arrangements are provided in Exhibit 3.

38  We found that the Health Board’s strategic planning arrangements continue to
improve, and positive progress has been made in developing a clear long-
term vision and strategy for the organisation. Preparing a Clinical Strategy
and an approvable IMTP, and enhancing reporting arrangements, must
remain key priorities for the Health Board.

Vision and strategic objectives

39  We considered the extent to which there is a clear vision and long-term strategy in
place for the organisation. In examining this, we have looked at whether:

o the vision and strategic objectives are future-focussed, and rooted in a
detailed and comprehensive analysis of needs, opportunities, challenges,
and risks;

o the vision and strategic objectives have been developed and adopted by the
Board; and

o the long-term strategy is underpinned by an appropriate long-term clinical
strategy.

40  We found that the Health Board has clear strategic long-term goals and
priorities that provide a framework for developing its clinical strategy.
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41  The Health Board has made good progress in developing its long-term strategy for
the organisation, ‘CTM 2030 - Our Health, Our Future’. In July 2021, the Board
approved a clear vision for the Health Board, underpinned by four strategic goals -
Creating Health, Improving Care, Sustaining Our Future, and Inspiring People. The
strategic goals each have four clear priorities for action and will be met through
implementing a public health ‘life course’ across five strategic areas - Starting Well,
Growing Well, Living Well, Ageing Well, and Dying Well.

42  The Board formally adopted the vision, strategic goals, and priorities in March
2022. This was done following extensive engagement with staff, residents,
partners, and other stakeholders on population needs as well as the challenges
and opportunities facing healthcare services in the region over the next ten years.
The Health Board is currently developing a Clinical Strategy for the organisation in
the context of CTM 2030. The Health Board aims to have its agreed Clinical
Strategy, ‘CTM 2030 — Future Clinical Services’, in place by July 2023.

Integrated Medium Term Plan

43  We considered the extent to which the Health Board has been able to produce an
approvable Integrated Medium-Term Plan (IMTP) for 2022-2025. In examining this,
we have looked at whether:

o the IMTP was submitted within the required timeframes in line with Welsh
Government guidance;

o the draft and final versions of the IMTP were discussed, challenged, and
agreed by the Board prior to submission; and

o the IMTP received approval from the Minister for Health and Social Services.

44  We found that the Health Board has been unable to produce a financially
balanced, Welsh Government approved IMTP for 2022-25.

45  The Health Board has been unable to produce a financially balanced and Welsh
Government approved Integrated Medium Term Plan for 2022-25 due to its
challenging financial position. Instead, the Health Board prepared a high level
three-year plan, with a particular focus on the actions it felt it could achieve in
2022-23. The Board discussed, approved, and submitted the high-level plan to
Welsh Government in March 2022.

46  Following discussions with Welsh Government, the Health Board updated the plan
to become an Annual Plan for 2022-23, which includes greater detail on plans for
unscheduled care and planned care recovery. The 2022-23 Annual Plan was
submitted to Welsh Government in April 2022, and retrospectively approved by the
Board in May 2022.

47  The Health Board’s inability to produce an approvable IMTP has resulted in it being
escalated from routine arrangements to enhanced monitoring for planning and
finance under Welsh Government’s Escalation and Intervention Arrangements.
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Wider planning arrangements

48

49

50

51

52

We considered the extent to which the Board maintains effective oversight of the
process for developing corporate strategies and plans. In examining this, we have
looked at whether:

o prudent and value-based healthcare principles are considered and reflected
in corporate strategies and plans;

o corporate strategies and plans have been developed in liaison with relevant
internal and external stakeholders; and

We found that the Health Board’s approach to strategic planning is improving,
with evidence of good stakeholder engagement and Board-level oversight.

The Board has maintained effective oversight of the organisation’s arrangements
for developing corporate strategies and plans, particularly CTM 2030. The Board
has actively been involved in shaping the long-term vision, strategic goals, and
priorities for CTM 2030 through workshops, development sessions, and regular
discussions in public Board meetings. Reports presented to the Board provide a
good overview of strategy development and clearly indicate where formal Board
input is required. The Planning, Performance, and Finance Committee also
provides effective oversight of the arrangements for developing CTM 2030 and
preparing the 2023-26 IMTP. The Health Board has created additional capacity to
prepare the 2023-26 IMTP and develop enabling strategies and plans relating to
the workforce, estate, and digital services within the context of CTM 2030.

Value-Based Healthcare (VBH) principles are clearly reflected in CTM 2030 and
the Health Board’s 2022-23 Annual Plan. The Health Board’s VBH Strategic
Delivery Plan forms part of the Improvement and Innovation Directorate’s Business
Plan and contains clear plans for progressing VBH across the organisation, with a
particular focus on heatrt failure, palliative care, diabetes, and wider programmes
areas including lymphoedema, cellulitis, and alcohol liaison services. The Health
Board has a clear funding delivery plan in place which is aligned to national VBH
priorities and guidelines. The Health Board intends to establish consistent
programme management and reporting arrangements to support project
progression and oversight.

The Health Board has a positive approach to stakeholder engagement. It has
demonstrated strong engagement with a diverse range of the stakeholders in
developing CTM 2030, using a range of approaches to engage residents, staff, and
external partners. The Health Board has also involved the Stakeholder Reference
Group in strategy development. However, as mentioned in paragraph 17, the
Health Board has not published papers for Stakeholder Reference Group meetings
on its website since December 2019. The Health Board actively engages with other
Health Boards to explore, identify, and implement regional solutions to shared
issues and challenge, such as increasing pathology capacity. The Health Board
also engages effectively with the Community Health Council, particularly around
service changes.
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Implementation and monitoring arrangements

53

54

55

56

57

We considered the extent to which the Board oversees, scrutinises, and challenges
the implementation and delivery of corporate strategies and plans. In examining
this, we have looked at whether:

o corporate strategies and plans contain clear milestones, targets, and
outcomes that aid monitoring and reporting; and

o the Board receives regular reports on progress to deliver corporate
strategies and plans.

We found that corporate strategies and plans generally lack clear outcomes,
milestones, and targets which inhibits effective progress monitoring and
reporting.

Whilst CTM 2030 sets a clear direction of travel for the Health Board, it currently
lacks clear and measurable outcomes. The CTM 2030 Steering Group and
Strategy Groups are currently developing outcomes for each strategic priority,
setting out what success would look like, and identifying how to measure and
report progress. However, there is scope to accelerate the pace of this work.
Furthermore, although the 2022-23 Annual Plan references the goals of the Health
Board’s Population Health Strategy, it is unclear how they relate to the wider
strategic goals and public health ‘life course’ approach set out in CTM 2030
(Recommendation 4).

The 2022-23 Annual Plan includes a range of different actions / deliverables,
timescales, and measures, some of which relate to the strategic goals and
priorities set out in CTM 2030. However, peer review feedback on the 2022-23
Annual Plan noted a lack of clarity on what is an ambition and what is a
deliverable. Our review of the 2022-23 Annual Plan also found that actions /
deliverables, timescales, and measures are not summarised or presented in a way
that allows progress to be monitored and reported effectively on a quarterly basis
(Recommendation 5a). Furthermore, the 2022-23 Annual Plan lacks detail on
which Executive Directors are responsible for ensuring the delivery of key actions /
deliverables, thus limiting opportunities for ensuring appropriate accountability
(Recommendation 5b).

The Health Board provides routine updates on the delivery of corporate strategies
and plans to the Planning, Performance, and Finance Committee. The Board also
receives a quarterly update on delivery of the 2022-23 Annual Plan (see Exhibit 3
2001 (Phase 2) R2). However, the reports are very high-level in nature and do not
provide sufficient information to enable full scrutiny, challenge, and assurance.
Furthermore, reports are not aligned to the performance reports presented to the
Board. As a result, the Board is unable to assess the extent to which progress is on
track, and the extent to which the implementation of key actions / deliverables is
having a positive impact on Health Board performance (Recommendation 5c).
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Recommendation

Exhibit 3: progress made on previous-year recommendations

Description of progress

Targets and Milestones

2021 (Phase 1) R1 During our 2021
Structured Assessment work we found
that the Quarter 3-4 Plan did not set
specific measurable targets and
milestones. The Health Board should
ensure annual plans identify clear
targets and milestones and ensure
effective reporting on progress, impact,
and outcomes.

Superseded

This recommendation is superseded by
a new recommendation (see Exhibit 1
— R6a)

Independent Member scrutiny of
delivery of operational plans

2021 (Phase 1) R2 During our 2021
Structured Assessment work we found
no scrutiny of the delivery of the
quarterly plans by the Board or its
committees. The Health Board should
clarify responsibility for oversight at a
strategic level for monitoring delivery of
the 2021-22 Annual Plan.

Complete

The Health Board produces and
presents quarterly progress updates on
delivery of the Annual Plan to Board
and the Planning, Performance, and
Finance Committee.

Planned Care Recovery Programme

2021 (Phase 2) R3 The Health Board’s
Planned Care Recovery Plan sets out
how the Health Board intends to
increase activity, reduce waiting times,
and improve access to services. We
found that although summary
information is provided to the Planning,
Performance and Finance Committee,
it was not sufficiently explicit. The
Health Board needs to provide more
detail on the current progress against
delivery of the Planned Care Recovery
Plan against the set targets and
expected activity.

Complete

Updates on the Planned Care
Recovery Programme are provided to
the Quality and Safety Committee, and
the Planning, Performance, and
Finance Committee. Updates are well
written and well presented, and provide
performance against trajectory.
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Managing financial resources

58

59

In this section of the report, we provide our views on the Health Board’s
arrangements for managing its financial resources, with a particular focus on the
organisation’s:

o arrangements for meeting key financial objectives.
o financial controls; and
o arrangements for reporting and monitoring financial performance.

We found that the Health Board has clear arrangements for financial planning,
and it finances are well scrutinised. Whilst the Health Board met its financial
duties for 2021-22, it faces several risks to achieving financial balance and
sustainability in the short- and medium-term.

Financial objectives

60

61

62

63

We considered the extent to which the Health Board has effective arrangements in
place to meet its key financial objectives. In examining this, we have looked at
whether the Health Board:

o met its financial objectives for 2021-22, and is on course to meet its financial
duties in 2022-23; and
o has a clear and robust financial plan in place, which includes realistic and

sustainable savings and cost improvement plans.

We found that the Health Board achieved its financial duties for 2021-22.
However, growing cost pressures, as well as the underlying deficit, create
risks for financial balance and sustainability in the short- and medium-term.

At the end of 2021-22, the Health Board met both its financial duty to operate
within its annual revenue resource limit and within its cumulative resource limit for
the three-year rolling period 2019-20 to 2021-22, achieving surpluses of £172,000
and £1.143m respectively. The Health Board also met its 2021-22 financial duty to
break-even against its annual and three-year rolling capital resource limit,
achieving surpluses of £42,000 and £113,000 respectively. However, as it failed to
meet its 2021-22 savings target by £11.1m, it started the 2022-23 financial year
with an accumulated underlying deficit of £44.5m.

The Health Board’s financial plan is clearly set out in the 2022-23 Annual Plan. The
plan is based on a clear series of assumptions regarding the Health Board’s
expected income, Welsh Government funding to support COVID-19 recovery,
exceptional cost pressures, and the cost saving potential of services. However, the
plan lacks detail on financial risks and mitigating actions. The Health Board is
seeking to manage its financial challenges by improving forecasts, identifying
remedial actions, and delivering cost savings. However, these arrangements do
not appear to be sufficiently robust. In Month 9 2022-23, the Health Board was
reporting a shortfall of £7.2m in recurrent savings, and overspends of £5.8m and
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£11m in Primary Care Prescribing and Planned Care Groups / Directorates
respectively (Recommendation 6).

64  The Health Board is not on course to meet all of its financial duties in 2022-23. As
the Health Board has not been able to produce a financially balanced IMTP for
2022-25, it has failed its statutory duty to prepare an approvable three-year plan. At
month 9 2022-23, the Health Board reported a £21.3m year-to-date deficit against
its core revenue plan, which was £1.4m worse than plan. However, the Health
Board was forecasting that the deficit would remain at £26.5m as per the core plan
submitted to Welsh Government®. The Health Board is on course to remain within
its capital resource limit for 2022-23, spending £50.1m of its capital budget at
Month 9 2022-23.

Financial controls

65  We considered the extent to which the Health Board has appropriate and effective
arrangements in place for allocating, authorising, recording, and managing the use
of its financial resources. In examining this, we have looked at whether:

o there are effective controls in place to ensure compliance with Standing
Financial Instructions and Schemes of Delegation.

o the Audit Committee maintains appropriate oversight of arrangements and
performance relating to single tender actions, special payments, losses, and
counter-fraud.

o there are effective financial management arrangements in place; and

° financial statements were submitted on time, contained no material
misstatements, and received a clean audit opinion.

66  We found that while some financial controls appear robust, others require
strengthening.

67  The Health Board has adequate arrangements to ensure compliance with its with
Standing Financial Instructions and Scheme of Reservation and Delegation. In
June 2022, Internal Audit issued a reasonable assurance rating on the adequacy of
the Health Board’s financial systems for budgetary control and the requisition of
goods and services. We did not identify any significant control weaknesses from
our review of the Health Board’s 2021-22 financial statements. However, we made
fourteen recommendations for improvement, which included a need for the Health
Board to seek timely approval for any senior officer appointment that would exceed
the relevant pay band authorised by Welsh Government.

68  The Audit and Risk Committee maintains effective oversight of the Health Board’s
arrangements and performance relating to single tender actions, special payments,
losses, and counter-fraud. The reports prepared by the Health Board are clear and

5 The forecast excludes COVID-19 response costs and other exceptional cost pressures.
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support effective oversight, scrutiny, and challenge. The Audit and Risk Committee
also reviews any changes made to financial control procedures. Whilst the Health
Board’s Financial Control Procedures are generally effective, we identified
opportunities to strengthen controls further by setting a clear delegated upper
financial limit for the Chief Executive (Recommendation 7a), and ensuring there is
a clear process in place for the Board to review and approve capital programmes
and projects (Recommendation 7b). We also found that some of the financial
control procedures published on the Health Board’s website were out-of-date, such
as the procedures for private patients, and patients’ property (Recommendation
7c).

69  The Health Board submitted draft financial statements for audit by the Welsh
Government imposed deadline of 29 April 2022. The Audit and Risk Committee
considered these on 14 June 2022. Our audit identified no material misstatements,
and we issued an unqualified audit opinion, except for the regularity opinion, for
which we issued a qualified opinioné.

Monitoring and reporting arrangements

70  We considered the extent to which the Board oversees, scrutinises, and challenges
the organisation’s financial performance. In examining this, we have looked at

whether:

o reports to the Board provide a clear picture of the organisation’s financial
position, as well as the key financial challenges, risks, and mitigating actions
taken; and

o Board members sufficiently challenge ongoing assessments of the financial
position.

71  We found that the Health Board’s financial reports are generally clear and
comprehensive and support effective monitoring and scrutiny.

72  The Health Board has effective arrangements for reporting financial performance to
the Board and the Planning, Performance, and Finance Committee. Reports
provide timely and good quality information, and contain a good mixture of text and
exhibits to convey key messages. The reports clearly set out the Health Board’s
revenue, capital, and savings position. Whilst reports also clearly highlight key
financial risks, opportunities, and assumptions, they do not provide sufficient
assurances that mitigating actions are in place to address them
(Recommendation 8a). Furthermore, the Health Board stopped reporting the
financial performance of the Integrated Locality Groups from Month 5 2022-23
following the approval of the new operating model. The Health Board, therefore,
should report the financial performance of the new Care Groups to the Board at the
earliest possibility (Recommendation 8b). We have observed good scrutiny and

6 We issued a qualified regularity opinion to all Health Boards due to clinicians’ pension
tax liabilities.
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challenge around the organisation’s financial position at both Board and Planning,
Performance, and Finance Committee meetings.

Managing the workforce, digital resources, the
estate, and other physical assets

73 In this section of the report, we provide our high-level views on the Health Board’s
arrangements for managing its wider resources, with a particular focus on the
organisation’s:

o arrangements for supporting staff wellbeing (please note we will be
undertaking a separate review of the organisation’s wider workforce planning
arrangements);

o arrangements for managing its digital resources; and

o arrangements for managing its estate and other physical assets.

74  We found that staff well-being remains a clear priority for the Health Board.
However, capacity and funding challenges need to be addressed to enable
the Health Board to maximise the benefits of digital, and Board-level
oversight of matters relating to the estate require strengthening.

Supporting staff well-being

75  We considered the extent to which the Health Board has appropriate and effective
arrangements in place for supporting staff well-being. In examining this, we have
looked at whether:

o mechanisms to seek staff views about their well-being needs are effective,
and appropriate action is taken to respond to findings; and

o actions to support and improve staff wellbeing are actively monitored by the
Board, including actions taken in response to our report on how NHS bodies
supported staff well-being during the COVID-19 pandemic’.

76  We found that the Health Board has effective arrangements for seeking staff
views about their well-being needs, but its arrangements for providing
assurances to Board on the effectiveness of its well-being offer requires
strengthening.

77  The Health Board has effective arrangements for seeking staff views about their
well-being needs, such as the annual well-being survey. There is good evidence of
the Health Board using staff feedback to shape its well-being offer. For example,
the Health Board increased the financial element of its well-being provision
following staff feedback.

7 Taking care of the carers? How NHS bodies supported staff wellbeing during the
COVID-19 pandemic.
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78

79

The Health Board routinely provides updates on its well-being activities and
performance against workforce metrics to the People and Culture Committee.
Whilst reports provide a good overview of activity, they do not provide sufficient
assurance that well-being interventions are having a positive impact on staff well-
being.

The Audit and Risk Committee received the management response to our Taking
Care of the Carers report recommendations in December 2021. In December
2022, the Health Board reported to the Audit and Risk Committee that all six
recommendations had been completed.

Managing digital resources

80

81

82

83

We considered the extent to which the Health Board has appropriate and effective
arrangements in place for managing its digital resources. In examining this, we
have looked at whether:

o there is a Board approved digital strategy in place which seeks to harness
and exploit digital technology to improve the quality, safety, and efficiency of
services, as well as to support new models of care and new ways of
working; and

o benefits arising from investments in digital technology are actively monitored
by the Board.

We found that whilst the Health Board has a clear Digital Strategy in place, it
must seek to address staffing and funding challenges to maximise the
benefits of digital technologies and solutions.

The Health Board’s strategic digital intentions are clearly set out in its Digital
Strategy, which has been in place since 2017. In April 2022, Internal Audit
reviewed the Digital Strategy and issued a reasonable assurance rating. It found
that the Digital Strategy’s eight themes remained valid, and supported the
organisation’s overall strategy. The Health Board intends to review the Digital
Strategy as part of its arrangements for developing the organisation’s Clinical
Strategy.

The Digital and Data Committee routinely monitors the Health Board’s progress in
delivering the twenty-eight major digital schemes set out in the 2022-23 Annual
Plan. However, there is limited capacity within the Health Board to fully deliver the
digital transformation agenda. The limited availability of capital funding is also a
barrier to delivery. Whilst these risks are appropriately reflected in the BAF, the
Health Board should seek to set out in its refreshed Digital Strategy how it indents
to overcome staffing and funding challenges to fully exploit the benefits offered by
digital technologies and solutions (Recommendation 9).
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Managing the estate and other physical assets

84

85

86

87

88

We considered the extent to which the Health Board has appropriate and effective
arrangements in place for managing its estate and other physical assets. In
examining this, we have looked at whether:

o there are Board-approved strategies and plans in place for managing the
organisation’s estates and its wider physical assets;

o there are appropriate arrangements in place for the Board to review,
scrutinise, challenge, and approve significant capital projects and
programmes; and

o there are appropriate arrangements in place for the Board to maintain
appropriate oversight of the condition of the estate and other physical
assets.

We found that the Health Board currently has no estates strategy, and Board-
level arrangements for overseeing the condition of the estate and
scrutinising capital programmes and projects require strengthening.

The Health Board does not currently have an Estates Strategy, but is aiming to
develop one during 2023. In the absence of an estate strategy, the 2022-23 Annual
Plan sets out the Health Board’s capital schemes for 2022-23. The risks associated
with the limited availability of capital funding are appropriately reflected in the plan.

The Board appears to have a limited role in reviewing, scrutinising, challenging,
and approving significant capital projects and programmes. At an operational level,
capital bids are scrutinised by the Executive Capital Management Group (ECMG).
In May 2022, the ECMG approved the Health Board’s statutory and backlog
maintenance programme of works. The backlog maintenance allocation for 2022-
23 is £1.8m against a risk adjusted backlog totalling £62.9m. In June 2022, the
Health Board provided an update on the capital programme to the Planning,
Performance, and Finance Committee. The report outlined the scale of the
challenge, provided backlog maintenance figures, and set out the prioritisation
criteria for discretionary capital.

The Health Board’s arrangements for ensuring appropriate Board-level oversight of
the condition of the estate and other physical assets require strengthening.
Although the Board Assurance Framework references the intent to introduce
regular reporting on estates-related key performance indicators to the Planning,
Performance, and Finance Committee from June 2022, we have not seen evidence
of this yet. Furthermore, whilst the Health Board’s Capital and Estates Governance
Board maintains operational oversight, it does not provide assurance reports to the
Planning, Performance, and Finance Committee. The Health Board, therefore,
should ensure there is regular reporting on estates-related performance indicators
and risks to the Planning, Performance, and Finance Committee
(Recommendation 10a). It should also update the committee’s Terms of
Reference to reflect these responsibilities (Recommendation 10b), and establish
a clear process for ensuring appropriate cross-referral of issues with the Quality
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and Safety Committee, which oversees health and safety matters
(Recommendation 10c).
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Appendix 1

Audit approach

Exhibit 4 sets out the approach we adopted for delivering our structured assessment work at the Health Board

Exhibit 4: audit approach

Element of audit approach Description

Observations We observed Board meetings as well as meetings of the following committees:

Audit and Risk Committee;

Digital and Data Committee;

People and Culture Committee;

Planning, Performance, and Finance Committee;
Population Health and Partnerships Committee; and
Quality and Safety Committee.
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Element of audit approach Description

Documents We reviewed a range of documents, including:
e Board and Committee Terms of Reference, work programmes, agendas, papers, and minutes;

e Key governance documents, including Schemes of Delegation, Standing Orders, Standing Financial
Instructions, Registers of Interests, and Registers of Gifts and Hospitality;

e Key organisational strategies and plans, including the IMTP;

o Key risk management documents, including the Board Assurance Framework and Corporate Risk Register;
e Key reports relating to organisational performance and finances;

e Annual Report, including the Annual Governance Statement;

e Relevant policies and procedures; and

o Reports prepared by the Internal Audit Service, Health Inspectorate Wales, Local Counter-Fraud Service, and
other relevant external bodies.
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Interviews We interviewed the following Senior Officers and Independent Members:
e Chair of the Board;

e Chair, Audit and Risk Committee;

e Chair, Digital and Data Committee;

e Chair, People and Culture Committee;

e Chair, Quality and Safety Committee;

e Chief Executive;

e Chief Operating Officer;

e Director of Corporate Governance;

o Director of Digital,

e Director of Finance;

o Director of Strategy and Transformation;

e Medical Director; and

e Assistant Director of Governance and Risk.
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Appendix 2

Organisational response to audit recommendations

[Appendix 2 will be completed once the report and organisational response have been considered by the relevant committee.]

Exhibit 5: organisational response

Recommendation Organisational response Completion Responsible
date officer
R1 AP recommendation text Table text bold Table text Table text
e AP recommendation bullet Table text
— AP recommendation sub-bullet e Table bullet

— Table sub-bullet

Insert/delete table rows as required
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