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The purpose of this report is to provide the Quality, Safety and Experience Committee (QSEC) with an
update on development of the Fragile Services Framework with reference to the de-escalation criteria
within the NHS Wales oversight and escalation framework .

The Quality, Safety & Experience Committee (QSEC) are asked to note amendments to the Framework.
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Papers to QSEC June 2023, June 2024 and December 2024

Purpose:

Develop a definition of what is meant by fragility in the context of services delivered by the Health Board
together with a set of criterion/triggers that could be used to enable the organisation to identify and
prioritise services that are classified as fragile. Underpinned by the Health Board:

» Risk matrix.docx (sharepoint.com)
* Quality Management System (sharepoint.com)
» A Framework for Safe, Reliable, and Effective Care | Institute for Healthcare Improvement
(ihi.org).
» To identify and prioritise services classified as fragile the methodology presented to QSEC built on:
» The traditional risk management (5x5 risk matrix: likelihood x impact) approach.

» A set of criterion/triggers developed and subsequently adapted in June 2024 following a thorough
review of the existing risks and available literature.

» The purpose of the tiggers/criterion, in addition to the risk score, was to facilitate prioritisation of service
fragility, to enable teams to develop a shared vision of the risks that exist, and to inform the
controls/mitigating actions thus building on traditional risk management approaches


https://nhswales365.sharepoint.com/:w:/r/sites/HDD_Corporate_Governance/_layouts/15/Doc.aspx?sourcedoc=%7BBEB331EF-AD97-4297-899E-8886A2AD4C61%7D&file=Risk%20matrix.docx&action=default&mobileredirect=true&CID=56EE7CBE-5CA0-4E5C-A3AB-9432D02BB30F&wdLOR=cC4E728B4-6CEF-426F-9D8B-57BEEBBD70A7
https://nhswales365.sharepoint.com/:w:/r/sites/HDD_Corporate_Governance/_layouts/15/Doc.aspx?sourcedoc=%7BBEB331EF-AD97-4297-899E-8886A2AD4C61%7D&file=Risk%20matrix.docx&action=default&mobileredirect=true&CID=56EE7CBE-5CA0-4E5C-A3AB-9432D02BB30F&wdLOR=cC4E728B4-6CEF-426F-9D8B-57BEEBBD70A7
https://nhswales365.sharepoint.com/sites/HDD_Nursing-assurance-and-safety/SitePages/Quality-Management-System.aspx
https://nhswales365.sharepoint.com/sites/HDD_Nursing-assurance-and-safety/SitePages/Quality-Management-System.aspx
https://www.ihi.org/resources/white-papers/framework-safe-reliable-and-effective-care
https://www.ihi.org/resources/white-papers/framework-safe-reliable-and-effective-care
https://www.ihi.org/resources/white-papers/framework-safe-reliable-and-effective-care
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« The NHS Wales oversight and escalation framework, sets out the process by which Welsh Government
maintains oversight of NHS bodies and gains assurance across systems. Under the Fragile Services
Domain the Health Board is required to have:

“Effective process to recognise and respond to services that are at risk of becoming fragile”

» The Health Board Fragile Services Framework will:
* |dentify and prioritise services that are classified as fragile
 Articulate the level of risk each service holds so that the Board is sighted.

» Assess the degree of fragility, to identify opportunities and inform decisions on appropriate
action to aid service sustainability

* Inform requirement for service change
* ldentify opportunities for consolidation/regionalisation of services

* The Framework was tested against risk:

* 1609: Risk of avoidable harm due to fragile Medical Diabetes Service at Withybush Hospital: The workforce challenges identified
were mitigated by a recruitment exercise reducing the Risk Score to 16 and level of fragility.

+ 1557: Risk of non-adherence to national guidance on ultrasound scanning requirements during pregnancy: The process
highlighted demand management opportunities initiating a review of “Grow 2.0 and the pathway for low gestational age” to further
mitigate this risk.

» Fragile Services Oversight Group established
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Flowchart for Fragile Services
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Criterion 1: Quality and safety - there is evidence that the outcomes for patients are signficantly below comparator providers; or there are significant patient safety concerns; or service
does not meet minimum volumes of activity to maintain high standards

Criterion 2: Patient experience and performance - there is no viable prospect of the service meeting professional standards, including delivery of timely services
Criterion 3: Workforce and culture - the workforce required to safely and sustainably deliver the service is not available because it cannot be recruited, developed, or retained - or can only
be delivered by a dependency on agency or locum staff

Criterion 4: Professional Consensu: There is professional consensus on the merits of reconfiguring the services to deliver an enahcned or new service model

Criterion 5: Public support: There is significant public support or democratic mandate to change a service model
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Criterion 1: Quality and safety - there is evidence that the outcomes for patients are significantly
below comparator providers; or there are significant patient safety concerns; or service does not
meet minimum volumes of activity to maintain high standards

Criterion 2: Patient experience and performance - there is no viable prospect of the service meeting
professional standards, including delivery of timely services

Criterion 3: Workforce and culture - the workforce required to safely and sustainably deliver the
service is not available because it cannot be recruited, developed, or retained - or can only be
delivered by a dependency on agency or locum staff

Criterion 4: There is professional consensus on the merits of reconfiguring services to deliver an
enhanced pathway or a new service model.

Criterion 5: There is significant public support or democratic mandate to change a service model.
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A check of the impact of the proposed strategic decision is undertaken.
Each quality standards must be considered also whether the change links to a quality enabler.
The quality standards are Safe, Timely, Effective, Efficient, Evidence Based, Timely and Person Centred

The quality enablers are Leadership, Workforce, Culture, Information, Learning improvement and research, and Whole-system perspective
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Fraqile Service Sharepoint
z
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https://nhswales365-my.sharepoint.com/personal/ellen_dzebo_wales_nhs_uk/Lists/Fragile%20Services/AllItems.aspx?e=3%3A507f1925b3c0467f8ead4572d2447635&sharingv2=true&fromShare=true&at=9&clickparams=eyAiWC1BcHBOYW1lIiA6ICJNaWNyb3NvZnQgT3V0bG9vayIsICJYLUFwcFZlcn
https://nhswales365-my.sharepoint.com/personal/ellen_dzebo_wales_nhs_uk/Lists/Fragile%20Services/AllItems.aspx?e=3%3A507f1925b3c0467f8ead4572d2447635&sharingv2=true&fromShare=true&at=9&clickparams=eyAiWC1BcHBOYW1lIiA6ICJNaWNyb3NvZnQgT3V0bG9vayIsICJYLUFwcFZlcn
https://nhswales365-my.sharepoint.com/personal/ellen_dzebo_wales_nhs_uk/Lists/Fragile%20Services/AllItems.aspx?e=3%3A507f1925b3c0467f8ead4572d2447635&sharingv2=true&fromShare=true&at=9&clickparams=eyAiWC1BcHBOYW1lIiA6ICJNaWNyb3NvZnQgT3V0bG9vayIsICJYLUFwcFZlcn

Operational Process
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De-escalation Criteria: Action:

Evidence that the Health Board has the
appropriate mechanism to understand
the drivers behind a fragile service
through the triangulation of key data

The fragile services intervention and
focus whilst in level 4 will alter over time
in response to workforce and estate

points, including staffing levels, staff challenges.

and patient feedback, concerns, At this point the focus will be on the
incidents, stakeholder feedback (HIW, nine clinical areas identified in the
Audit Wales, HMC, Royal Colleges, clinical services plan.

Llais etc), mortality reviews, duty of
quality / candour, infection protection
control, performance, clinical and
medical leadership.
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De-escalation Criteria: Action:

Fragile services are supported by For each service, the health board will
strong clinical leadership, have an be expected to produce a summary
effective integrated improvement plan, document setting out the issues of
project management structure and concern, and action plans with agreed
effective transformation support. outcomes and access targets.
Progress is being made towards key For each service, the health board will
performance metrics. be expected to produce a summary

document setting out the issues of
concern, and action plans with agreed
outcomes and access targets.
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De-escalation Criteria: Action:

Evidence that all recommendations Focus on identifying issues and

from the Royal Colleges, HIW and other creating action plans for fragile
reviews specific to Hywel Dda UHB are services, which would implicitly involve
discharged and either verified or addressing recommendations

delivered or scheduled for delivery
within the health board's longer-term
improvement plan.

Evidence that the Board is sighted on Focus on identifying issues and
fragile services and has a robust creating action plans for fragile services
response to these issues that is being with Board

addressed by the health board.
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The Quality and Safety and Experience Committee is asked to NOTE the addition of the
Fragile Services Register, Improvement Plan and Quality Impact Assessment as part of

the revised Fragile Services Framework to support achievement of the de-escalation
criteria actions.
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of Candour

Openness and honesty should be at

the heart of every relationship between
those providing treatment and care and
those experiencing it.
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