14th January 2010

Options Appraisal - Discussion Document
1. Short List

There is now a short list of organisations that have expressed an interest in working with Brent Community Services (BCS).  
The diagram below shows BCS’ options as either merging with Barnet Community Services or moving to the next stage independently.
The options at the next stage are to join with the following organisations: 
· ICO (Integrated Care Organisation) with Ealing and Harrow
· Vertical Integration
· North East London Community Services (if partnered with Barnet)
· CNWL (Central and North West London NHS Foundation Trust)
· Inner North West London Community Services which are likely to emerge as a community FT but is looking for further partners 
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2.   Criteria for the Options
The criteria for NHS Brent that have to be met for an option to be considered are:

1. Does the proposed organisation form create significant critical mass for the proposed new organisation to be a viable size to ensure clinical financial stability?  We noted that the emerging guideline seems to be that standalone NHS organisations the figure of about £100m seems to be emerging.

2. Does the option achieve true and complete separation form NHS Brent with no residual employment or financial obligations so that full externalisation would be achieved?

In addition the following criteria also need to be achieved:

· That the proposed organisation facilitated the transformation of health and social care into polysystems and assists our desire to ensure greater integration of services.

· That the proposed model protected staff interest in terms of continuity of employment and professional opportunities and would be subject to full consultation engagement with staff.
3. Strategic Fit 

BCS is already working on revising the operational arrangements to ensure that services are delivered in line with NHS London’s Healthcare for London.  It is imperative that the potential partners are working on similar lines.
NHS Brent’s Commissioning Strategy Plan 2009-2014 sets out the initiatives and delivery requirements for the providers.  BCS is working towards the CSP’s goals, vision and outcomes.  BCS will also ensure that future partners are aligned to the NHS Brent’s Commissioning Strategy Plan.

4. Background to the Options 

Each organisation has recently had to declare the status on the End State to NHS London and more details are shown below:
4.1 Barnet Community Services

Barnet Community Services took a paper to the PCT Board in September 2009 to investigate potential partners and will be making a decision by March 2010.

4.2 Ealing & Harrow ICO

As an Integrated Care Organisation (ICO) it will integrate the majority of the services that are currently run by the two primary care trusts, NHS Harrow and NHS Ealing (working together as Ealing and Harrow Community Services) and Ealing Hospital NHS Trust.  In time this will become a Foundation Trust.  The main focus for service delivery by the ICO will be the integration of acute and community services along the joint acute and community pathways.  The ICO will also work with partners in primary care and social services and other providers of health and care services to ensure care is integrated locally.
4.3 Vertical Integration (with Barnet and Chase Farm Hospital NHS Trust or North West London Hospitals NHS Trust) 

There are two potential Vertical Integration Options available to BCS.  If BCS merges with Barnet Community Services then joining with Barnet and Chase Farm Hospital NHS Trust may become a possible option.   However, if BCS does not merge with Barnet Community Services then potentially BCS could merge with North West London Hospitals NHS Trust as an alternative option which may have longer term potential.
4.4 North East London Community Services 

Waltham Forest and Redbridge have already transferred to Havering and other options are being considered with the end state ambition to become a Community Foundation Trust.
4.5 CNWL (Central and North West London NHS Foundation Trust) 

CNWL is one of the largest trusts providing mental health, substance misuse and learning disabilities in London. The five main catchment areas are Brent, Harrow, Hillingdon, Kensington and Chelsea and Westminster.  CNWL employs over 3,500 staff operating across 64 separate sites.  It has already achieved Foundation Trust status.

4.6 Inner North West London Community Services

The community services in the three inner North West London boroughs have been operating independently for some time.  They are now thought likely to emerge as one of the few community FTs in London.  They are looking for wider partnerships to make their services yet more sustainable.

The Advantages and Risks for each of Barnet Community Services, Ealing & Harrow ICO, Vertical Integration, North East London Community Services and CNWL are shown in the table below:

Advantages 
	Barnet CS

a stage towards a Trust or a large geographic Community Service
	Ealing & Harrow ICO

a vertical integration
	Vertical Integration

Amalgamation and vertical integration
	North East London Community Services
Barnet CS and NEL Community Services
	CNWL

  A direct route to a Foundation Trust
	Inner North West London

Direct route to FT

	1. Strategic Fit with HfL
	

	Two similar organisations which have dedicated focus on Community Services
	Already started to integrate the 8 Clinical Pathways
	Aligned to deliver the 8 Clinical Pathways
	The organisation has a dedicated focus on Community services
	Experience of delivering integrated care with other agencies in the Community
	Within sector and so aligned with sector plans

	Flexible solution and keeps options for end state open
	Planning to become  an ICO and applying for CFT status in 2011
	Focussed on becoming a FT
	Has scale and capability become a Community Foundation Trust
	Already a FT
	Short timetable to FT

	2. Leadership
	

	Two strong APOs with good strategic and service fit; opportunities to grow and for Brent CS to shape the future organisation
	Board with senior management team in place
	Board with senior management team in place 
	Good strategic and service fit
	Strong FT structure and leadership
	Board with senior management team in place

	NHS Barnet will be interim host
	Governance, Information Management and commercial capability
	Sophisticated and mature Governance, Information Management and commercial capability
	Opportunities to grow and for Brent CS to shape the future organisation
	Governance, Information Management and commercial capability
	Governance, Information Management and commercial capability

	3. Quality and Innovation
	

	Enhanced Clinical Quality based on Community Services best practice. 
	Commenced Integration with Hospital and Community Service
	Clinical Quality is strong 
	Enhanced Clinical Quality based on Community Services best practice. 
	Progressive organisation 
	Clinical Quality is strong

	Community led Transformation of pathways with focussed Professional structure
	Acute led Transformation of pathways
	Acute led Transformation of pathways
	Community led Transformation of pathways
	Flexible and modern approach and willing to diversify
	Community led Transformation of pathways


	Barnet CS

a stage towards a Trust or a large geographic Community Service
	Ealing & Harrow ICO

a vertical integration
	Vertical Integration

Amalgamation and vertical integration
	North East London Community Services
Barnet CS and NEL Community Services
	CNWL

  A direct route to a Foundation Trust
	Inner North West London

	4. Financial Viability
	

	Combined income of £98m 
	Combined income of £243m 
	Stronger income base
	Stronger income base as organisations merge
	Combined income of £266m 
	

	Early productivity gains in 3 months as many interims in place in IT and HR
	Economies of scale from pathway integration
	Economies of scale from back office functions
	Economies of scale from back office functions
	Economies of scale from back office functions
	Economies of scale from pathway integration and back office

	Management cost savings savings, financial gains and economies of scale in Community Services in 6 months
	Community Services economies of scale, management cost savings
	Management costs savings
	Management costs savings, financial gains and economies of scale in Community Services in 6 months
	Sites that are suitable for Community Services
	Community Services economies of scale, management cost savings


Risks
	Barnet CS
	Ealing & Harrow ICO
	Vertical Integration
	North East London Community Services
	CNWL
	Inner North West London

	This is an Interim stage and will be dependent on other options.  It is not an end state
	Further management disruption due to the number of organisations currently merging 
	Hospital and Acute focus
	Large APO with 5 organisations coming together with wide geographic area covered
	Board level and executive have limited experience in running non-mental health Community Services
	Further management  disruption due to the number of organisations currently merging

	Need clarity on income and contractual position under NHS Barnet
	Entry of Brent CS may delay FT application planned for 2011. Requires more clarity on timescales for Brent CS to be considered
	Will there be the ability to focus on Community Services?
	Holding position and not an end state
	Brent CS could be only Community Services in CNWL and ability to deliver Care Pathways may be limited
	Entry of Brent CS may delay FT application planned for 2011. Requires more clarity on timescales for Brent CS to be considered

	Staff morale in holding position during two stage process
	Governance and culture led by Hospital.

Could be a disadvantage for Community Services.  delivery
	Governance and culture led by Hospital

and could be disadvantage for Community Services.  
	Uncertainty if policy supports new CFT 
	Brent CS will become a small department in a large organisation and will be harder to achieve cost reductions
	


5. Recommendation
This paper recommends that, without excluding other options at this stage, the preferred option is identified as alignment with Ealing & Harrow ICO.  The key issue is assurance on the timeline of the transfer.  The PCT chief executives at Harrow and Ealing have indicated transfer of Brent services could occur in the second half of 2010-11.

If this option is not possible a strong second option is merger with the Inner North West London community services as they areboth within the sector and are likely to emerge as a community FT.

Other options will be kept open but look less likely to achieve the criteria set out.  If BCS forms an APO with Barnet CS it will be very important to have a Brent CS identity as the large APO will be outside of Brent’s sector.
These options will be subject to change as external events continue to develop in the next two months.
6. Timeline
At the Board Meeting in March 2010 a decision will be reached on which of the Option to pursue.
It is intended to transfer Brent Community Services by September 2010.
7. Next Steps
The Final Options Appraisal paper will be produced at end of March 2010.  During this period further advice will be taken on the rules governing Cooperation and Competition and there will be extensive consultation with NHS London and the Staff.  All options will be evaluated against NHS Brent’s Commissioning Plan.
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