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Dear Ms McLaughlin
TRANSFORMING YOUR CARE

Thank you for your letter of 9 April requesting information in respect of (i) an outcomes
framework for Transforming Your Care (TYC); (ii) an update on the 99 proposals in ‘TYC:
A Review of Health and Social Care in Northern Ireland’; and (iii) details of the
Department’s strategy for restoring public confidence that TYC wiill be implemented.
Please accept my apologies for the delay in responding to your correspondence.

In respect of points (i) and (i) above, may | refer you to the attached Appendices which
provide details of the approach to benefits management (Appendix 1) and an update on
the 99 proposals from the original report (Appendix 2) as requested.

In respect of point (iii), | am committed to ensuring that progress in delivering the
transformational service change as set out in the TYC Review is communicated effectively

to all stakeholders.

As the Committee will be aware, | have provided updates on TYC to the Assembly on a
number of occasions — most recently in March 2014 — and | also regularly speak on TYC at
a range of events. The Health & Social Care Board, who lead on the implementation of
many aspects of TYC, have provided an overview of the key communication and
engagement work which is being undertaken in respect of TYC implementation. This is set

out at Appendix 3.

| trust the Committee will find this heipful.
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Edwin Poots MLA
Minister for Health Social Services and Public Safety
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Transforming Your Care

Benefits management: the approach to
development of a benefits and outcomes
framework
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Introduction:

Patient and User Focus

>

>

The Transforming Your Care (TYC) change programme
will deliver benefits for patients and service users
throughout Northern Ireland, placing the individual at the
centre of redesigned services - with improvements
developed as close to the point of care as possible.
According to the principles of TYC, programme activities
from the outset must clearly demonstrate the impact and
benefits for the patients and service users and should be
evidence-based, improve outcomes and address
inequalities.

Clinical Leadership and Commitment

[ 2

>

» The views and support of patients, users and staff are key.

The chalienging context of implementing such a radical
change programme during the fiscal constraints
encountered in the region, places demands on leaders fo-
very clearly define the changes and benefits planned and
financial consequences of the initiatives.

Effective engagement, with outcomes and benefits clearly
identified, owned by senior stakeholders to champion
delivery, will build the correct conditions for change.

Clearly articulated benefits will support the imperative for
change, the programme vision and values already
articulated, and enhance communications.
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Why benefits management is at the
heart of Transforming Your Care

Rigorous Delivery

» A programme as large and complex as Transforming
Your Care will not achieve the scale and pace of
change needed without genuinely shared
commitments at both a local and regional level.

» A collaborative system-wide approach to planning and
monitoring across the whole health and social care
system is needed that works at both a localand
regional level. A coherent benefits plan, well Bm:m@ma
with progress tracking will support successful
delivery.

» With regards to operational delivery, the mBU_._mm_m is
on local ownership - allowing local service teams o
shape projects to meet their needs, underpinned by
regional delivery capability and support if needed.
Existing reporting mechanisms wil! be used é:mﬁm
possible.
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Why establish a benefits framework?

Transforming Your Care (TYC) aims to deliver significant heaith and social care service transformation in Northern
Ireland. |

Establishing a benefits framework helps to align benefits and outcomes with the principles of the TYC programme,
providing a system to clarify and agree outcomes, priorities, project objectives and effectively track delivery progress.

The benefits framework will effectively support the delivery process by building clear understanding of the relationship
between the planned projects and their impact on patients, supporting “bottom up
communication around the benefits

k) iL,

top down

n

and engagementand -
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Defining outcomes, benefits and benefit frameworks

As an introduction, it is worth defining some of the terms used within these slides. The Office of Government
Commerce (OGC) has provided these widely used definitions for benefits and outcomes. Source: OGC Glossary v06,
March 2008

“The result of change, normally affecting real- “The measureable improvement

world behaviour and/or circumstances; the resulting from an outcome perceived as
manifestation of part or all of the new state an advantage by one or more
conceived in a programme’s Blueprint’. stakeholders”.

Examples of outcomes and benefits

! & -

Standardisation of care within elective improved clinical standards for patients
. care environment centres ) , pe
' % 7~ .
Increased utilisation of theatres More productive use of resources
Y . Y 7

A benefit framework is a system used to classify benefits and establish the value to the
organisation. The framework links benefits to the organisation's strategic goals and objectives
and aims to identify, structure, plan and support the realisation process.

acaltill arnu S5ucidl
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What are good practice considerations to developing
and implementing a benefits framework? |

The framework that will be followed is based upon the OGC’s ‘benefits realisation’ methodology. The OGC approach is

widely recognised as a robust, efficient and effective process. There is a critical path of seven stages which are outlined
below and included in our approach on the subsequent slides.

~ Engage
~ stakeholders to -

 Create draft list of |

~ Plan benefits

/) Mmm_ﬂh m:M Social . qm:m*o::_:m <oc_. Om_.m_m




Context and

evolution of outcomes set

Feb 2013

Mar 2013

Jun 2014

Principles of
change &
desired
outcomes
through 99
proposals

Described
proposed
change activities
&outcomes,
localiy &
regionally

Agreed
strategic
objectives &
outcomes
{see next
slide)

Sought
public view
on desired

outcomes &
proposed
changes

Confirmed outcomes set and the ..
authority to proceed with . © "

implementation of TYC and
embedded cutcomes through plans
and proposals for investment from
Transitional Funding

" Integrated reform

plans across HSC
~ organisations
focussed on

achievement of

agreed outcomes




How will the benefits framework support effective
service transformation and benefit realisation?

. ~

Result: A clearer plan
for benefit realisation

The right information
enables managers 1o
focus attention on the
key actions for
maximum improvement

N\ _/
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Mapping project outputs to benefits
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1. Transforming Your Care Strategic Objectives are
set out in the Business Case

_m__.__mm__”m__m__:m_o__.mm_ _om.n_.m nts, , clie iw_._ _m.:n_ -
| .”w___.__:m.m_.m ﬁo_________<m __S_mum_:nm:a_%.mﬂ_

| _______.___.___._____u.:_nm____ﬁ:mm_,__:n.Sa_cm_—_”mn_ﬁ_,.m_...___”
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2. Mapping TYC strategic objectives and outcome
categories (primary relationships only — all interlinked)

- B
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3. Mapping 72 Proposals to Outcomes

The following tables provide a initial mapping between the Strategic Objectives and Outcomes. This is to be used to
guide project benefits and outcomes mapping and articulation. This is subject to change as project and IPT benefits
realisation plans are developed.

Populaticn health - An expandad role for
community phzrmacy in the arena of health
premotion both in phammacles in the community. L ] [ ] [ ]

El Older Puople ~Hamo as the hub of care for older|
people, with mére sondces provided ot home and .
in the community

10 Qider People — Amajor reducton ins residential
accormnmodation for older people, aver the next
fivo years,

" Clder Peaple - Introduction of reablemaent to
encaurage independence and help avoid

unnecessary admissions of older people into a L ] L
hespital,

12 Older People — A grealer role for nursing home
care in awiding hos pital admissions. L ] L J L J ®

12 Dlder People ~ Mere communitysbas od step-
up/step-down and recplte ¢are, provided largoly - -
bythe independent sector,

14 |Oldar Poople - Afocys on prometing healthy

agelng, Individunl r and Ind, P P Py P

15 Qicer Paople - More Integratod planalng and A
delivery of support for older people, with jolned
Up sevicos and budgets in health and social - P - Py
caro, and pllots to explore budgotary Integration: . .

beyond health and social care.




s
Qlder Peaplo — a holisic and conslatont
approach fo aszessment of older peaple’s
needs across Nl and an equitable rangs of
Genicas.

Qlder Peoplo — Adiverse choice of provisian 1o
meatthe needs of vider poaple, with appropriate
regulation and safeguards to ensure quality and
pratect the winerable.

Cldar Peopls « Personalized care designed to
deliver the outcomen Care usars and their
tamilles want, with Increasing contral over
budgets, and accons o advocacy and support b
neoded.

Clder People « Apolicy review of cargra’
sssorsments and more pracical supportfor
carers Including improved access 1o respite
proviaion.

21

LTC - Parnership working with patien's to enabie
greater self care and prevention.

LTC-P, iired sare v Bing
home based management ¢fthe LTC with
expanded support from the independent sector.

LTC - Patignts to have named contacts for the
muli-disclplinaryteam in each GP surgeryto
enable Mmere stralghtforward communication,

24

LTC- Improved daty warehousing of existing
informalion t support care pathways and enable
better cutcomes © be more closely monitorad.

25

LTC-Asraonger role for community pharmacyin
medication managementfor LTCs

26

LT - Developrment of admiszion protecols

are sp staiffand
theoe in communlty.




Physical Disability ~ Promoting independence
and control fer puople with a disakility, enabling
balanced risk-taking,

25

Tehysical Dizabiity — AShiR in o 1ol oTe
healt and so¢lal care organisations lowards.
baing as enabler and information provider.

30

Physical DizaXdity ~ Jolnt planning of services
for disabled peaple by the statutory, voluntary and
community health and social care providers, and
othor ralevant public services (eg heusing) to
onsure a wide range of sorvices across NI

3

Physical Disability - Batter rocognition of carers®
relos as panners in planring and delivering
support, ang more praciical support for carers.,

Phy=ical Disability — More eontrol for service
users ovor budgets, with continued promotion of
Dirgct Poyments, and a cornmon approach to

d budgyet with ag y and
brokerage suppor whers required.

iPhysical Disabilily ~ More rosplte and short
broaks provision.

Maternity - Writion and cral information for
{wamon to enabie an informed choice abeut
placo of birth.

Maternity - Senvices in consultant-led obztetie
and migwife-led units available dependent on
need.

a7

iMaternity - Promolion of normalisation of birth,
with midwives leading care for stmightiorware
prepnandies and labour, and reduction over Yme
of unnecessary intervoniions

Maternity - Continully of care for women
troughsut the maternity pathway

a8

Matarnity - Aroflonai plan for supperting
mothers with serlous psychiatric condldons.




SRR i
Child Health - Child health indluded a5 a
of he Headstrt pregramma
roferoncod in the Family and Childears section

Chik? Health - Close working betwean hos pital
and community p ians through Ir
Care Partnorships

46

IFamily & chikd care - Ra-6 TUCHIANg of XS tng
senices 1o develop a now ‘Headstart
programme facusing on 9-5 year olds

47

Family & child eare - Exploration through pliot
g of budgotary jan for
senices to this group acress Depariments,
under the ausplees of the Child and Young
Paople's Strategie partnership,

ar

Family & chili care - Compietion of a reviow of

T care ta minimise its necossity

“[Family & child care « Promotian of foster care

beth within and outwith families.

Family & child care - Developmentafa
professionat fostor scherme for those hardest o
place

51 Family & Child Care — Implemoentation ofthe

RQiA recommandations in relation to CAMMS,

52

Family & Child Care - Exploration of Jointworking
armangomonts outside the furisdiction, with
paricularregard to CAVHS services,

Mental Health — A consistent, evidonco-based
pathway through the four step model provided
across the replon.

o7

Mantal Hoalth - A consistent pathway for urgont
mental health care Including how people in crisis
contact senices, tiage and tadlies In
emergency deparmonts.

58

Mantal Health - Revow the apgroach to home
treatmont serdees for children and young people,
leaming disabllity and psychiatry of old age.

59 Mental Health -Further shill oTthe balance of

5pend betwoon hospital and community, with re-
invostment of any hospital savings inte
community servicos

&0

Merial Health « Groater invoivement of wlurtary
and community s ector mental heaith
organisadons in planning provision as part of
Integrated Care Parnerships.

61

Mental Heaith « Promote perscnalisod ¢arg
premoting the uptake of Direct Payments among
mental health senvice users with involvement of
currant reciplants to share their expofioncss, and
advecncy and support whero noeded.

82

Mental Health — Close long stayinstitulions and
complolo rosetismont by 2015,




Learning gisability - Integration of eary years
supportior children with & leamning disability into
4 cohetent'Headstart programme of serdces for
0+5 yoar olds as referenced in the Family and
Childeare section {Section 12)

Learning D ility — Further devel efthe
current enhanced healtth services on a Ni basiz.

66

Learning disability « Befer planning for dental

sendees shouid be undertaken

67

Learning Disability - Further p tofa
more diverse rnge of age-approprlate day
supportand resplie and shortbreak senices.

)

Learning Disability ~ Greater inanclal control in
the erganisation of servces for IndiMduais and
carers., including promoting uptake of Direct
Payments with involvernent of current reciplents
0 share their axperiences, and agdvocacyand
cupportwhere needed,

69

Loaming Disability ~ Development of Infarmatien
resources for people with a leaming disabllityto
SUPPer, AGCesE 10 redulred senices .

e

Laarning Disability - Advocacy and support for
Poaple with a learning disability, Ineluding peer
and Independont adwcncy,

71

Loarning Dizability~ Commitmentio closicg
ieng stayinstittons and to compieting the
resetiement process by 2015,

7z

Acute care - Reinforce the full development of
he Regional Yrauma Network satout in the
DHESPS document

n

Acuto care - Over tme move to a Iikely posidon
of five 20 seven major acute haspltal networks in
NI[The toxt of the Roport Recommends that
LCGz dovelop propasals for acute hospital
Sefvice conliguration on the bosiz of an
assedsmaent the service is sustainab e and
resifiant it elinical (srms aiong with the Rotental
o provide services to the ROIL

T4

Acute care - EAsure urgent care previslon iz
focally avaitable to each population.

k)

Acute care - Set fargets for the reduction o1
rappltal admissions for long-lerm conditions
and enad of life czre,

Acuts caro - ENsure tie tansition kes il
account of Senvice Frameworks and clinical
pathways,

T8

Actie care - Expediicus implementaton ofa
dna, et

"




Palt & EOL ¢are - Dovolopment of 2 palliative and
ond of lifo ¢are registor to enable speedytransfer
of Infarmation reguired bythose providing
palllative and end of llfs cate,

a1

Pal) & EQL care -Enhanced supportto tha
Nursing Home Sector for and efilfe carea,

82

Pall & EOL care - Indiidual assessment,
pianning, delivery and so-ordination of end of lite
Gare noods by o key worker,

-x]

#all & EQL care - Electronic patient records in
Place for the patient, thoir tamily and staff.

Service implications - Greation of 17 Integrated
Care Parnemships acress Nl enabling closor
woerking between andg within hospltal and
community sanices.

a7

Service implications -Developmient of population
plans for each of the fve LCG popuiations by
June 2012

Service implications — Establishmant ofa
clinlcal farum to support the Implomentation of
the fow Integrated care modal, with sub-groups
In modicing, nursing/aHPs, and social care,

2%

Service implications - Development of clear
pathways for notworked and regienal sendces,

Nn

TEervice implications - Full rollout o1 the
Eloctronic Gare Record Programme

92

Service implications - Dewelopment o o datm
warohouse far GP resords to high quality
Information o care across practices, resuling in
reduced variaton.

92

Sarvice implications - Introduction of a singfe
twlephone number for yrgent care

94

Service itplications « Introducion of 2 singla
robust community information system:,

96

Sari i - Devel ol GPs to
aszumo a aritical leadership rale In the new
integrated care lsams.




Implementation that help benefits realisation

What potential challenges may be encountered when implementing the benefits

_"_.m_dmio«xo

_._.:mn.m 3m< Um :3;3 monmmm to _Bﬂoﬁameo:_mdocﬂ Sﬁm_dmnmaam:nmm“ :

_<<_5_: ﬁ:m__ other parts of Northern Ireland -

: >3_o__umﬁma _um:mdq ﬁw_m:w .:oﬁ_.__c:EQ.mm:z agreed -

Benefits are. :oﬁ fully defined and ﬂmnc_qm further a_m<m_ou:._m3

I of benefits

T Umﬁmﬂ:.__:m oé_:mﬂm:mv m:a Bmmmc_.mq_m:ﬁ o_.nm:m
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Implementation will make the most of existing
processes and systems

In line with the need to mainstream transformational activity as much as possible, reduce duplication and avoid unnecessary
pressure on the system, benefits monitoring will make the most of existing process and systems

» Reporting already occupies a
degree of management time
across Northern Ireland.

» Therefore, this benefit
management planning and
reporting process should
seek to make the most of
established arrangements
where possible. This
approach is preferable to a
whole new industry of
processes.

» A member of staff in each
LCG Commissioning or
Regional Commissioning
Team will be identified as
being responsible for
integrated benefits
monitoring.

Health and Social
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AGY 274 2014 — APPENDIX 2

UPDATE ON THE 99 PROPOSALS SET OUT IN ‘TRANSFORMING YOUR CARE:
A REVIEW OF HEALTH AND SOCIAL CARE IN NORTHERN IRELAND’

Introduction

1. The original ‘Transforming Your Care: A Review of Health and Social Care in
Northern Iretand’ report was published in December 2011 and contained 99
proposals for the transformation of service delivery across a broad range of
health and social care areas. This report, and the subsequent publication of
the Strategic Implementation Plan for TYC and the associated local
Population Plans, provided a strategic roadmap for the future of heaith and

social care in Northern Ireland.
Approach >tb implementation

2. Significant work has been undertaken to distil these proposals into actions for
implementation. A range of instruments are being deployed to ensure TYC
implementation is taken forward in @ managed way, and a mixed approach
has been adopted to facilitate this process. This includes:

« Embedding of delivery of key TYC proposals within the standard
business planning process;

e Embedding of deli'very of key TYC proposals within the Commissioning
Plan process; and

« Action via dedicated TYC workstreams which report to the HSCB-led

Transformation Programme Board.

3. Overall the intention as work on TYC moves forward in'2014/15 and beyond is
to embed TYC reporting within the standard monitoring and accountability
processes. Individual proposals will therefore be subsumed within the
business, commissioning and transformation processes highlighted above

and reporting will be undertaken on this basis.
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AGY 274 2014 - APPENDIX 3

TRANSFORMING YOUR CARE — HSCB COMMUNICATION & ENGAGEMENT
ACTIVITY

Background

1. A focus on communications and engagement has been an integral component
throughout the Transforming Your Care programme. There was exiensive
engagement during the Review itself, both with staff across the HSC and the

wider public.

2. This was followed by a considerable period of engagement during the
development of the Population Plans in Spring 2012, and then with the public
consultation on the Vision to Action document in late 2012 / early 2013, which
resulted in over 2200 responses and strong support for the Transforming Your
Care proposals. The public consultation was completed in January 2013 with
a consultation report issued in March 2013.

3. Since then the programme moved into implementation phase. From the
outset it has been recognised that Transforming Your Care will take 3 to 5
years to be implemented, and requires investment in alternatives and new
service models before outcomes and changes can be achieved and

demonstrated.
Current Communication & Engagement Activities

~ 4. Arange of activities are in place to raise awareness and understanding about
TYC implementation, and demonstrate progress:
 Regular press releases and engagement with media outlets about
Transforming Your Care, including humerous media briefings and
interviews to explain the change programme and respond to concerns

raised;




Regular engagement with key public sector, staff side organisations and
3" sector organisations to provide update and information, and listen to
feedback and views;

A series of ‘voxpops’ — short films with patients; users, carers and staff
showing their experience of changes to services in line with Transforming
Your Care;

A regular TYC eZine is issued to 1028 stakeholders, including media,
councillors and MLAs, plus a_ll HSC staff every two months;

A dedicated website and social media channels for.Transforming Your
Care containing information about implementation and stories about real
changes;

Responded to a vast range of press enquiries and Assembly Questions
regarding TYC implementation; and

HSCB-led process of pre-consultation and consultation on the criteria for
the future of statutory residential homes has included extensive
engagement with residents, families, groups and the wider older people
population. This included the use of visits to each statutory residential

home and peer facilitation with Age NI.

Planned Future Activities

3. These activities will continue during the next phase of implementation, and with

an increasing focus on the achievement of outcomes for individuals, as the

investment in previous years is now coming to fruition. As well as regular and on-

going communications and engagement activities, the HSCB is currently planning

the following:

Briefings with media and key journalists to update on latest developments and
present real life stories, leading up to a BBC Feature week in June;

A further series of short films demonstrating how Transforming Your Care is
impacting on individual users, carers and staff members;

Contribution to key events over the coming months, including the Pensioners
Parliament,

A series of meetings with political parties, and their health spokespersons;




A series of meetings with key professional representative groups including the
Royal College of Nursing and Royal College of General Practitioners; and

Proactive media engagement with Local Commissioning Groups through local
press to promote how change is happening locally, and the plans for 2014/15.
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