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Executive Summary

Introduction

This Outline Business Case (OBC) presents a proposal to develop a Health and Well-being Centre

at Cross Hands, Carmarthenshire. The development aims to provide a sustainable solution for the

continued provision of primary and community health and social care in the area. Further, in line

with Hywel Dda University Health Boardébés aspirat.i
initslongt erm strategy 6A Healthier Mid and West Wal ec
(AHMWW Strategy), the development also embraces a community development approach to

health promotion.

Recognising the specific needs of the area, the d
bespoke information, advice and assistance to support and empower the local population to

manage their own well-being needs. Adopting this approach and targeting wider determinants of

health will provide a valuable contribution to improving the health and well-being of the present and

future generations living in the Amman Gwendraeth locality. As outlined in the AHMWW, this will

enable the development of integrated community networks.

The Health Board has recently submitted a Programme Business Case (PBC) which sets out the

Heal th Boardés proposition thecAHVIWVH $triategg and dieate ani s i o n
integrated, patient centric, community based and social model of care. The commitment to develop

a community infrastructure that is conducive to d
mitigates existing challenges associated with workforce and the wider determinants of health is

critical to the portfolio of programmes within this strategy.

The development of Cross Hands Health and Well-being Centre, as a key priority within this
portfolio, is central to the delivery of our vision. It will address deficiencies within the current
facilities, such as deteriorating buildings, cramped working conditions, and capacity constraints
with no potential for expansion.

The Strategic Case

The development of a Health and Well-being Centre at Cross Hands will bring together the two
local GP practices, Cross Hands and Tumble Medical Partnership and Meddygfa Penygroes
Surgery. In partnership with Carmarthenshire County Council, the third sector and other public
sector organisations, these will be co-located with other primary and community health and social
care services and community / voluntary groups to form part of the integrated service network in
the Amman Gwendraeth Locality. This collaboration provides opportunities for wider community
use and to deliver social value.

As well as being a key component in delivering ou
Wal es: Our Future Generations Living WeWellleingthe d
Centre is critical to the implementation of our capital and estates plans, regional partnerships,

practice plans and wider national strategies.

The overarching aims of the project are articulated in our five spending objectives which are
aligned with the HebjettvebbeBw.ar dés strategic o
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Spending objectives

Alignment with Health Board strategic objectives
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To deliver a modern integrated
model of care incorporating primary, \Y, \Y, Y
community and social care services
To provide appropriate capacity for
the delivery of sustainable 21st \% \% \%
century health and well-being
To provide a high-quality safe and
modern, sustainable environment
. . . V V V
that is compliant with current and
future regulatory standards
To provide the most appropriate
healthcare in the most appropriate \% \% \% Vv
place
To provide a sustainable GMS \% \% Vv \%

The existing arrangements result in significant problems that mean continuing with business as

usual is not an option. Urgent action is required if we are to continue to provide high quality, safe

and sustainable services to the local population. Moreover, current arrangements are not

conducive to the delivery of nati on astrategyarelgi onal o]
ambition (please refer to Section 3.)

The main problems with current arrangements are that the poor condition and restricted capacity of
existing premises:

Create challenges delivering quality and safe services and complying with current standards;

Provide limited opportunities to address the significant challenges related to the sustainability
of the workforce, in particular, those faced by the two GP practices in relation to GMS
sustainability in the area;

Do not support the delivery of our long-term strategy.

The project aims to address these business needs by developing a health and well-being centre
which incorporates service areas outlined in the scope options outlined below. The three
categories form the basis for exploring the varying options for delivery of the project.

10
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Core clinical services
(Scope A)
GMS Services

1 GMS Cross Hands and Tumble
Medical Partnership

1 GMS Meddygfa Penygroes Surgery
Community Health Services
1 Specialist Care Chronic Conditions

1 Midwives, Health Visitors,
Community Nursing Teams,
Community Childre

1 Therapies: Physio, OT, SALT and
Dietetics

9 Podiatry

1 Mental Health
1 CRT Duty Team
Universities

9 Undergraduate and postgraduate
placements

The Economic Case

Supplementary services
(Scope B)
Integrated Early Years Centre

1 Transformed community-based
service to families for children
aged 0-12

Audiology

1 Audiology, Adult and Paediatric
Community.

Community Pharmacy

1 Wide range of enhanced
services

Other space

1 Social Community Care shared
space (community run events)

9 Third Sector shared space
1 Research and Innovation
9 Social Prescribing

Other services
(Scope C)

Police

1 Police (capital funding
available)

Carmarthenshire County
Councll

1 Community
Library/Resource area
(fitting and equipping
capital funding available)

1 Café/ Refreshment area

A long list of options to deliver the project was developed using the options framework and a robust
evaluation of the resulting long list was undertaken which assessed how well options meet
spending objectives and critical success factors. This resulted in a shortlist of four options for the
delivery of the project is outlined below:

Table 1 - Shortlisted options

Option 0
Business as Usual

Option 1
Do Minimum

Option 2
Less Ambitious

Option 3

Preferred Way
Forward

Continue with existing arrangements.

Create new build health and well-being centre to accommodate and enable
integrated ways of working for Scope A (core clinical services) in the initial phase
which will be funded by traditional capital.

Create new build health and well-being centre to accommodate and enable
integrated ways of working for Scope A (core clinical services) and Scope B
(supplementary services) in the initial phase, funded by traditional capital.

Create new build fully integrated health and well-being centre to accommodate
Scope A (core clinical services), Scope B (supplementary services) and Scope C
(other services) in a single phase, funded by traditional capital.

A detailed evaluation of the shortlisted options was undertaken and is described in Section 7. The
results of the options appraisal including the economic appraisal, benefits appraisal and risk
assessment are presented in the table overleaf.

11
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Results of options appraisal

The results of the options appraisal are presented in the table below.

Table 2 Results of options appraisal

Option 0 Option 1 Option 2 Option 3
BAU Do Minimum Less Ambitious PWF
Discounted Net Present Cost £19,565k £37,036k £37,419k £35,447k
Equivalent Annual Cost £528k £553k £558k £529k
Benefit Cost Ratio 0.00 0.22 0.24 0.27

The results of this analysis suggest that

Option 3 represents the best value for money because it has the lowest NPC and best BCR.
This is because despite the increased capital investment required, it maximises benefits by
having a fully integrated community hub and minimises risk by providing the capacity and
resilience required to meet the needs of the local population.

Option 2 would reduce the level of investment required while delivering a similar level of
financial benefits. However, it does not maximise non-financial benefits and increases the risk
value since without including all elements in the community hub it may be challenging to deliver
the entire vision for the future of community care in Amman Gwendraeth.

Option 1 reduces the level of investment even further as well as the revenue costs. However,
since it only covers core clinical services, it increases the risk of being able to deliver the future
vision and reduces the financial and non-financial benefits.

Option 0 requires minimal investment but does not enable delivery of the future vision and so
will not be possible to realise any benefits. It results in the highest expected risk value since it
offers lowest level of capacity and resilience. It is therefore not a feasible option.

On the basis of this analysis, Option 3 which incorporates core clinical, supplementary and other
services in a new build fully integrated health and wellbeing centre, is the preferred option.

The Commercial Case

The delivery of the preferred solution requires

Land acquisition - The Health Board has reached agreement with the Local Authority and Joint
Venture (JV) partner, on a subject to contract basis to purchase 3.127 acres of land at Cross
Hands for the sum of £660,000 (plus VAT) for its proposed development of the Cross Hands
Health & Well-being Centre. On the basis that the title ownership within the 3.127 acres is
with the Local Authority and their Joint Venture partner, the Authority is providing a
recommendation to their Executive Board that the Council purchase the JV partner interest.
The Authority are working to arrange the JV land title purchase in advance of the OBC
approval, and exchange of contract with the Health Board. Upon approval of the OBC a 10%
deposit will be payable on exchange of contracts to the Authority, and remaining balance upon
approval of the FBC, in line with the agreed timelines for the project.

Procurement in relation to the design and build of a health and well-being centre at Cross
Hands to accommodate Scope A, B and C based on the schedules of accommaodation.

12
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The procurement strategy will be developed to reflect the underlying principles outlined in the
AHMWW PBC including

Well-being of Future Generations (Wales) Act 2015:

Social Value:

Decarbonisation and alignment with Net Zero by 2030.

NHS Wales Infrastructure Investment Guidance and Annexes.

The Financial Case

Delivery of the preferred option results in the following funding requirements:

The gross capital cost of the proposed project is £37,241,187.

The scheme will be delivered within the existing revenue envelope since additional
premises costs will be offset by savings in rent and additional income.

There will be additional annual depreciation costs associated with the scheme of
£939,001.

This OBC assumes the strategic funding of the capital charges by Welsh
Government.

The Management Case

Management arrangements and detailed plans have been developed to ensure successful delivery
of the preferred option including the project governance structure and management arrangements,
engagement plans, benefit realisation and risk management plans, as well as project evaluation
plans.

Key milestones for project delivery are summarised below. Achievement of this programme is
dependent on Welsh Government granting approvals within the timescales shown.

If there exists an appetite from Welsh Government to accelerate the project programme then
opportunities can be jointly explored.

Table 3 - Indicative programme timeline

Milestone Duration Start Completion
OBC update and internal governance 15 weeks 16/02/22 31/05/22
OBC submission to Welsh Government and approval 12 weeks 31/05/22 22/08/22
Planning update 21 weeks 08/12/21 26/05/22
FBC development and approvals 58 weeks 23/08/22 23/10/23
Reserved Matters Planning Application 18 weeks 30/11/22 21/04/23
Land Purchase & Formal exchange of Title 3 weeks 30/10/23 20/11/23
Construction to handover 79 weeks 27/11/23 14/07/25
s

13
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Service commissioning 8 weeks 14/07/25 08/09/25
Facility operational 08/09/25 08/09/25
Recommendation

Based on the proposals outlined in this business case, approval is requested to commence the
procurement of the preferred option and proceed to Full Business Case stage.

ST (o] 1 1=To LT PPETTRTPTTTPPTRRTPIN

Senior Responsible Owner

D= 1 (<
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1.1
1.11

1.2
1.2.1

1.2.2

1.2.3

124

125

Introduction

PUI’pOSE
This introductory section of the OBC provides an overview of:

The context of the proposed investment;
The governance arrangements for the project; and
The structure and the content of the OBC.

Context of proposed investment

A core el ement of the proposals developed for
West Wales: Our Future Generations Living Wel
(PBC) is to develop community infrastructure that is conducive to delivering its objectives

and mitigates existing challenges associated with workforce and the wider determinants

of health.

The development of a Health and Well-being Centre in Cross Hands is a key deliverable
of this future model of care and is identified as one of the key planning objectives within
thePBCand the Health Boar dé2s. Three Year Pl an 2C¢C

Deficiencies within the current facilities, such as deteriorating buildings, cramped
working conditions, and capacity constraints with no potential for expansion are creating
significant problems for GP contractors and community health services in the area
including:

The need to work across a number of sites, resulting in fragmented services that
create operational challenges and do not align with the future model of care outlined
within the Health Boardds Health and Care s

Insufficient capacity to accommodate the workforce required to meet current and
increasing demand in the area;

Inability to address ongoing workforce sustainability issues; and
Ongoing challenges in delivering quality and safe services from ageing facilities.

The project has been on the planning agenda for a number of years and the Health

Board has continued to reassure the local community that a health facility at Cross

Hands remains partoftheHealt h Boar dés planning for future
an opportunity emerged for the Health Board to acquire land which would allow the

facilitation of a new development.

It is proposed that primary and community health services in the local area will be

relocated to the new Health and Well-beingCent re. The Centre will f
to support the provision of information, advice and assistance, and the development of

an Integrated Early Years Centre, not only in Cross Hands but more widely through the

Amman Gwendraeth Locality. The Centre will allow co location with the social care

15
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1.2.6

1.2.7

1.2.8

1.2.9

1.2.10

1.2.11

community services but will also support integration at population level and provide

much needed d6éspaced for community antdeirt hird s
own. The development will also need to compliment those services proposed for Pentre

Awel Life Science and Well-being Village (Pentre Awel).

Potential capital funding for the development forms part of the AHMWW PBC which
seeks approval to implement the A Healthier Mid and West and Wales Programme i
Proposal B+. If approved, the Programme will include:

Construction of a new Urgent & Planned Care Hospital on a site to be identified
between Narberth and St Clears.

Repurposing or rebuild of Withybush and Glangwili General Hospitals.
Refurbishment of Bronglais General Hospital and Prince Philip Hospital.

Development of our community estate in line with our strategic vision, including the
Cross Hands Health and Well-being Centre.

To date, the Welsh Government has been supportive of the development and provided
financial support to progress the business case process which includes acquiring the
land necessary at Full Business Case staget o é6unl ockd this particul

A series of stakeholder workshops were held during 2018 and 2019 to determine the
scope of the project and identify and assess a broad range of options for delivering the
scheme. Following the conclusion of this, design work commenced to develop the
preferred way forward in detail.

Learning from the pandemic reinforced the need for the development of Cross Hands
Health and Well-being Centre.

In 2021, the Health Board revisited the scope of services previously identified. As part of

this it was agreed that the inclusion of an Integrated Early Years Centre was more in line

with the implementation of its Health and Care Strategy than locating Ophthalmology

serves in Amman Valley. Furthermore, discussions were underway around regional
solutions to the Healt lyam eeaviceddélisery@ptivoulda | mi ¢ c e
supersede the Cross Hands solution. On that basis, it was agreed that the Cross Hands

Health and Well-being Centre OBC would exclude the accommodation identified for

Ophthalmology but incorporate the Integrated Early Years Centre.

The OBC seeks to demonstrate that the preferred option identified by key stakeholders
delivers optimum value for money both now and into the future. It describes the case for
change and evaluates a broad range of options within a rigorous appraisal process, as
well as setting out procurement plans, the financial impact and implementation plans for
delivering the preferred option.

16
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1.3

Project Governance
Figure 1 - Project governance structure
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1.3.1 The Health Board has established governance arrangements for the project that reflect

1.3.2

1.4
1.4.1

its governance process and are consistent with the principles established in the
Infrastructure Investment Guidance.

The chart above illustrates the governance structure for the project. Further details of the
objectives of each group and the roles and responsibilities of key stakeholders are
provided in the Management Case.

Structure and content of OBC

This OBC follows the Five Case Model in line with Welsh Government best practice
guidanceas set out in 6Better Business Cases: Gu
Business Case6. The structure of the2OBC is ¢

Table 4 - Structure of the Outline Business Case

Case

Strategic

Section  Purpose Descri ption
2 Strategic Provides an overview of current services and explains how the
Context project is strategically placed to contribute to the delivery of
organisational goals.
3 Case for Establishes the case for change by outlining the spending
Change objectives, existing arrangements and business needs.
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Case

Economic

Commercial

Financial

Management

Section
4

10

11

12

Purpose

Potential Scope

Benefits and
Risks

Options
Identification

Economic
Appraisal

Preferred Option

Procurement
Route

Commercial
Arrangements

Financial
Appraisal

Management
Arrangements

Descri ption

Identifies the potential scope of the project in terms of the
operational capabilities and service changes required to
satisfy the identified business needs.

Identifies the benefits, risks, constraints and dependencies for
the project.

Explores the preferred way forward by agreeing critical
success factors (CSFs), determining the long list of options,
and undertaking a SWOT analysis to identify a shortlist of
options.

Appraises the economic costs, benefits and risks for the short-
listed options.

Identifies the preferred option by reviewing the outputs of the
economic appraisal, as well as consideration for the benefits
and risks of each of the shortlisted options to determine which
option offers the best value for money.

Outlines the procurement strategy and routes that have been
agreed.

Outlines the contractual arrangements of the potential deal to
deliver the preferred solution for the project.

Sets out the forecast financial implications of the preferred
option.

Sets out the arrangements put in place to manage the project
to successful delivery.
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2 Strategic Context

2.1 Introduction

211 This section of the business case outlines the strategic context for the proposals to
develop Cross Hands Health and Well-being Centre by explaining how the project is
strategically placed to support delivery of the Health Board and partner organisations
goals. This includes:

Providing an overview of the organisations working in partnership to successfully
deliver the project.

Outlining how the project will contribute to achieving our business strategies and
aims, in particularour 6 A He al t hi e r Walks: ©ur &utude G@heratiopns
Livi ngtraibgyl | 6

Describing how the project aligns with other relevant local and national strategies.
Describing the geographical context and local health needs.

2.2 Organisation overview

221 The project is led by Hywel Dda University Health Board (the Health Board) in
partnership with Carmarthenshire County Council and the two local GP Practices: Cross
Hands and Tumble Medical Partnership and Meddygfa Penygroes Surgery. In addition
to this, other service providers are involved in the co-production of proposals including
Swansea University School of Medicine, Dyfed Powys Police and Third Sector partners.

222 An overview of the main organisations who will collaborate to implement the changes
and oversee services delivered from the new facilities is provided in the list below.

1 Hywel Dda University Health Board : Provides healthcare services to a population of
393,600 throughout Carmarthenshire, Ceredigion and Pembrokeshire. Managing and
paying for the majority of care and support that people receive in hospitals, health
centres, GP surgeries, dentists, pharmacists, opticians and other settings, including
within the community. As at February 2022 there are 11,030 substantive staff in post
across the Health Board.

i Carmarthenshire County Council : Provides services across a rural county to a
population of around 184,000 (2011 Census). The Council comprises 74 elected
Councillors representing 58 Electoral Wards from a range of political groups. The
Council is responsible for providing an extremely diverse range of services, employing
over 9,000 members of st a with an annual t

1 Cross Hands and Tumble Medical Partnership : Operating from the main surgery
(Tumble Surgery) and a branch surgery (Cross Hands Health Centre) the practice
provides general medical services to 7,500 patients in the Cross Hands area including
six nursing / residential homes. It provides a range of services including cervical
cytology, contraception, adult and child immunisations, minor surgery, child health
surveillance, diabetic care and maternity services. The practice has three partners and
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231

2.3.2

233

234

one salaried GP and employs three practice nurses, one clinical pharmacist, one
advance nurse practitioner, and one health care assistant.

1 Meddygfa Penygroes Surgery : A rural practice providing general medical services
from two sites to 8,809 patients in the Mynydd Mawr area of the Gwendraeth Valley.
The majority of patients live within four miles of the surgeries at Penygroes and Cross
Hands although the surgery also provides care for people in the immediate villages
within the practice boundary recognized by the Health Board. It provides full maternity
care, child and adult immunization, health promotion clinics, a seasonal influenza
programme and minor surgery. The practice has four GP partners and employs four
practice nurses with special practice nurse training, one clinical pharmacist and one
health care assistant.

1 Dyfed-Powys Police and Crime Commissioner : Dyfed-Powys Police safeguard
people living, working and visiting the Counties of Carmarthenshire, Ceredigion,
Pembrokeshire and Powys. Cross Hands facilities incorporate a former single storey
main Police station and two semi-detached former Police Houses, one of which has
been converted to provide storage, kitchen and office facilities.

Delivering our strategy for A Healthier Mid and West
Wales

The development of Cross Hands Health and Well-being Centre is critical to the delivery
of Health Board and partner organisation strategies, as well as aligning to national
policies and strategies.

Crucially, it is a key component in deliverirt
out Ai Healthier Mid and West Wales: Our Futur €
Programme Business Case (PBC).

The AHMWW strategy describes how we will transform and deliver health and care
services that are fit for the future for everyone. This involves a shift in focus to delivering
sustainable primary and community services that focus on prevention and early
intervention, enabling more care to be delivered closer to home. Central to this is an
integrated network of partnerships and relationships that are rooted firmly in the local
population.

An overview of this is provided in the illustration below.
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Figure 217 HDUHB Integrated Community Model of Health and Well-being

2.35 The strategy informs our Strategic Objectives, set out in our Three Year Plan 2022-25,
which relate to People and Services. Our Strategic Objectives for People are founded in
our values and place humanity at the centre of what we wish to be as an organisation.
Our Strategic Objectives for Services bring together our ambitions to focus on population
health and well-being in its widest sense i the need to deliver now and for the future and
to manage all resources in a sustainable manner.

Figure 3 - HDUHB Strategic Objectives

2.3.6 The benefits of the Cross Hands development are aligned with these strategic objectives
as outlined in the table below.
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