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Executive Summary 

 

1. This report sets out a number of changes which have been made over the last year to 
strengthen the Trust’s leadership, management and governance arrangements and 
improve its internal engagement activities.  

2. This process started under the leadership of the former Chair, Dame Fiona Caldicott, 
and has been continued and developed further under the chairmanship of Professor Sir 
Johnathan Montgomery.  

3. Actions put in place to deliver these changes strongly aligned with recommendations 
from the independent review of leadership and governance arrangements which the 
Board commissioned Deloitte to conduct as part of the Trust’s agreed undertakings with 
NHS Improvement (NHSI).  They were also in line with a number of ‘must do’ actions 
following a planned inspection by the Care Quality Commission (CQC) which gave the 
Trust a combined quality and resource rating of Requires Improvement in June 2019.   

4. This report outlines progress to date and next steps.   

Recommendation 
5. The Board is asked to: 

a. take assurance from the significant progress that has been made to 
strengthen the Trust’s leadership and governance arrangements following its 
own internal assessments and reviews by Deloitte and CQC; 

b. note the actions that are still underway and the priorities for the coming year.  
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1. Introduction / Background 
1.1. During late 2018, the Trust considered its senior level leadership capacity and 

capability along with a review of the governance arrangements supporting the 
operation of the Board.  These identified a number of actions to strengthen 
existing arrangements which were already underway when the 
Board commissioned Deloitte to complete an independent review of the 
effectiveness and the efficiency of the Board as part of the Trust’s agreed 
undertakings with NHSI.  

1.2. Deloitte commenced its review in July 2018 and the final report was considered by 
the Board at the end of 2018 and published in January 2019. 

1.3. In June 2019, the Care Quality Commission (CQC) published its inspection report 
following fieldwork completed in January 2019.  The report gave the Trust a 
combined quality and resource rating of Requires Improvement and gave the 
organisation a number of Trust-wide ‘must do’ actions relating to leadership, Board 
development and effectiveness, performance management and reporting. 

1.4. As both reports covered similar themes and strongly aligned with the Trust’s own 
internal findings, the Board embarked on an ambitious programme to improve its 
effectiveness by: 

a. Renewing Board composition and strengthening the leadership capacity sub-
Board including at Divisional level. 

b. Reviewing the Board process and meeting and Committee arrangements, to 
better align the Board’s focus on strategic priorities and seek assurance on key 
risks and actions in the delivery of agreed Trust plans. 

c. Building in time for Board development and performance review. 
d. Increasing Board engagement and visibility. 
e. Improving Divisional involvement, interface and oversight. 
f. Maintaining a strong focus on performance and accountability. 

1.5. This report outlines the progress to date and priorities for the coming year. 

2. Progress to Date  
2.1. Strengthening Board and Senior Leadership Capacity and Capability 
2.1.1. During late 2018, under the leadership of the previous Chair, Dame Fiona 

Caldicott, the Board started a process to renew its composition and 
strengthen leadership and management in a number of key areas.  By the 
end of 2018, the Board had agreed a refreshed Board composition and sub-
Board structure against which recruitment began in 2019. 

2.1.2. This work strongly aligned with both reports by Deloitte and CQC which also 
made recommendations about the Board structure: they suggested 
strengthening the leadership and focus in workforce, digital, estates, 
commercial development and partnerships. 

2.1.3. To deliver strengthened leadership capacity and capability across the 
organisation, the Board embarked on a three phase process to put new 
arrangements in place: 
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a. Phase 1: Board composition and director level positions reporting to the 
Executives 

b. Phase 2: Clinical Divisions 
c. Phase 3: Corporate Directorates. 
2.1.4. Following the retirement of Dame Fiona Caldicott at the end of March 2019, 

the new Chair, Professor Sir Jonathan Montgomery, started in post in April 
2019 and continued the work started under Dame Fiona’s direction.  Due to 
existing Non-Executive (NED) vacancies and anticipated expiry of NED terms 
during 2019, the Chair worked closely with the Council of Governors to 
recruit and appoint four new NEDs between April and December 2019 who 
had strong skills and experience in the workforce, digital, estates and clinical 
domains to intensify the Board’s attention in these areas. 

2.1.5. The Board was further strengthened in 2019 with a number of substantive 
appointments made to the Executive posts of Chief Medical Officer, Chief 
Operating Officer, Chief Digital & Partnership Officer and Chief People 
Officer.   

2.1.6. Underpinning the Executive appointments was a full review of the Executive 
portfolios which examined the capacity and capability of the senior teams and 
posts supporting the Executive.  As a result, the leadership below the 
Executive has been significantly increased with appointments made to new 
director level posts in a number of areas.  A separate report detailing these 
changes is presented to the Board later on the agenda in the part 1 meeting 
in a paper entitled Review of Board, Executive Team and Senior 
Management Restructuring and represents an update on phase 1.  

2.1.7. At its meeting in January 2020, the Board reviewed the progress made in 
strengthening the Board and the senior leadership teams which supported it.  
Whilst significant progress had been made, the Board noted that its operating 
environment and context were continuing to change.  In light of this, it 
signalled its intention to expand the Board within the limits permitted by the 
Constitution with the appointment of two further NEDs and a Chief Officer 
specifically responsible for the Estates function.  As part of this expansion of 
the Board it was also confirmed that all Board posts are voting directors with 
effect from the date of the January 2020 Board meeting. 

2.1.8. The Chair sought and received the support of the Council of Governors to 
appoint two further NEDs during 2020 and plans are now underway to recruit 
to these vacant Board positions. 

2.1.9. In addition, changes to the Divisional structure have been proposed which 
will both strengthen the leadership capability and capacity within operations 
and also standardise roles and ways of working to increase consistency of 
operations  This is phase two of the Board’s plan to strengthen leadership 
capacity and capability which has been completed by TME. 

2.1.10. Phase three of the plan has commenced for the Corporate Directorates 
including Finance, Workforce with further reviews planned for the Digital and 
Estates functions in 2020-21. 
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2.2. Board and Committee Changes 
2.2.1. To maintain the Board’s focus on decision-making, strategy and assurance 

and to allow for more in-depth discussion of key issues, risks and actions, a 
full review of the Board’s meeting structure and processes was undertaken in 
2019. 

2.2.2. This resulted in a commitment to reducing the overall number of meetings 
and to schedule in time for other Board activities, including development, 
visibility and engagement.  

2.2.3. To assist this, Board and Committee meetings have been synchronised on a 
regular day - second and last Wednesdays of each month (except 
December) – and the whole day has been scheduled for Board activity.  The 
Board will continue to hold six meetings in public a year.  

2.2.4. In addition to Committees dealing with Audit, Remuneration and 
Appointment, Investment and Executive matters, through a series of 
discussions in Board seminar, the Board agreed to establish a new 
Integrated Assurance Committee (IAC) which would replace separate 
Committees dealing with Finance, Quality and Performance.  

2.2.5. Designed to provide a structured forum for linking strategy and performance 
to the main sources of assurance across the Trust, the new IAC provides the 
Board with the evidence to give it confidence that delivery matches strategic 
intention.  A paper setting out purpose of the new IAC and also changes in 
the chairing and membership arrangements for the Trust’s remaining 
Committees is presented later in the agenda in a paper entitled 
Establishment of Integrated Assurance Committee and Update on Committee 
Memberships. 

2.2.6. All Board members are members of the IAC which will also be attended by 
the Divisional Directors to further strengthen Divisional engagement and 
involvement.   

2.2.7. Timed to meet on alternate months to the public Board meeting, this new 
arrangement means that all Board members can review assurance against 
key Trust business every month (either at IAC or the Board).  Furthermore, 
Divisional Director attendance at IAC meetings means that the Board can 
conduct regular deep dive reviews into operational performance.  

2.2.8. The IAC will be fully operational by April 2020 though started to operate in 
shadow form from February 2020. 

2.2.9. Over 2019, the role of the Trust Management Executive (TME) has grown as 
the Executive Committee of the Board which implements the strategy and 
intention of the Board and operationally manages Trust performance and 
risk.  The Trust’s Divisional Directors are core members of TME and thereby 
share decision making with the Executive.   

2.2.10. In support of all of these changes, there has been growing emphasis on 
agenda setting and report production.  Increasingly agendas are now aligned 
to the delivery of strategic and operational priorities and the mitigation of risk, 
and there is less duplication across meetings.  
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2.3. Board Development and Review  
2.3.1. In line with the Trust’s values of Learning, Improvement and Excellence, the 

Board’s development plan for 2020 is focused on four key areas: 
a. To underpin team development and build on the work already 

completed by the Executive, the Board will commence the Affina 
programme in 2020 which is the Trust’s chosen team development 
methodology. 

b. Supporting this will be the use of an analytics driven tool to 
understand the dynamics and ‘chemistry’ between the Board 
members and how to use this to best advantage.  

c. There will be a series of thematic group learning sessions to equip 
the Board with the knowledge it requires to maintain oversight of the 
Trust's priorities and remain up to date with policy and legislation. 

d. The overall effectiveness and performance of the Board will be 
measured through objective setting and appraisal, and a formal 
review process aligned with the Well Led Framework.  

2.3.2. Protected time has been built into the Board schedule to enable development 
activity to take place regularly. 

2.4. Board Engagement and Visibility 
2.4.1. Deloitte’s report recommended that the Board consider developing a plan to 

improve perception about organisational engagement and visibility, including 
the visibility of Board members and improvements in digital communications. 

2.4.2. The commencement of the organisation-wide refresh of the Trust’s strategy 
in the spring/summer of 2019 initiated greater Board visibility with multi-level 
engagement and Board events throughout the Trust.   

2.4.3. Using a structured process to engage with staff and teams and capture their 
ideas and plans, the strategy refresh started a Trust-wide conversation with 
over 50 formal responses.  This has culminated in the Trust Strategy for 
approval at today’s meeting (agenda item 6) which is very much the product 
of the Board’s close engagement with staff and management on identifying 
and agreeing the Trust’s key priorities.  

2.4.4. In line with the Deloitte review, and as part of its overall commitment to 
improving culture and leadership within the Trust and responding to the 
findings of the NHS Staff Survey, the Board used an NHSI tool to help it 
understand what staff feel about the organisation. 

2.4.5. In addition to 1:1 meetings with Board members, over 1000 staff completed a 
survey and engaged in facilitated conversations to voice their views about 
culture and leadership and the findings of the ‘Discovery’ phase were 
presented to the Board and back to staff in Q3 2019. 

2.4.6. The new Chief People Officer, Terry Roberts, is combining these findings 
along with the results of the latest staff survey, and will work with staff and 
the Change Team to agree a number of priorities for the coming year. 

2.4.7. Since April 2019, under the leadership of the new Chair, there has been a 
focus on increasing Board interaction and engagement with the Council of 
Governors.  The level of NED interaction with the Council of Governors has 
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significantly increased both at formal Council meetings and also at joint 
seminars where NEDs and Governors have worked together to look at how 
to build stronger working relationships between the Board and the Council. 

2.4.8. Furthermore for the first time in 2020, the Board of Directors and the Council 
of Governors will meet on the same day to increase the opportunities for the 
Governors to better understand the priorities and decisions of the Board and 
also hold the NEDs to account.   
In addition to ad hoc staff events and walkabouts which the Board members 
already undertake as part of their engagement with staff and triangulation of 
information received through Board reports, formal proposals to improve 
Board visibility were developed in September 2019.  The Executive members 
of the Board agreed a plan in December 2019 which includes writing regular 
Executive tweets, supporting the Hello, my name is… campaign, increasing 
their day to day, face-to-face visibility with staff and penning blogs, especially 
following key meetings, such as TME and Board. 

2.5. Strengthening Divisional Involvement 
2.5.1. The importance of improving Divisional connectivity with the corporate level 

of the Trust has been a key priority in 2019.   
2.5.2. As previously described, Divisional Directors are an integral part of TME and 

will also attend IAC meetings from April 2020.   
2.5.3. A new Operational Forum was established in 2019 to enable greater cross-

Divisional discussion between members of Divisional and Directorate 
management and the Executive Team on operational performance, priorities 
and risks before options or proposals are formally put to TME for 
consideration. 

2.5.4. Throughout last year, key Trust activities were designed to maximise 
Divisional input and engagement and strengthen Divisional involvement.  
These included business planning, the refresh of the Trust’s strategy and the 
Culture and Leadership programme, as mentioned above.   

2.5.5. The revised performance management framework (see below) is starting to 
provide a key additional forum to showcase Divisional performance and 
discuss where corrective action is required. 

2.5.6. Work will continue with the Divisions to explore further opportunities for 
greater interaction and engagement. 

2.6. Performance Management and Accountability  
2.6.1. In line with the Trust’s internal assessments, both reports by Deloitte and 

CQC made recommendations about how the Trust collected, analysed, 
managed and presented information.  This was to enable the use of this 
information to effectively to drive performance and accountability, and 
provide assurance to the Board that the Trust’s performance management 
processes are effective and can evidence the implementation of strategic and 
operational plans. 

2.6.2. The Trust sought specialist external performance management expertise to 
help it address these recommendations in 2019.  As a result, a strengthened 
performance management review framework was developed which aligns 



Oxford University Hospitals NHS Foundation Trust        TBC2020.21 

TB2020.21 Strengthening Trust Leadership & Governance Arrangements Page 8 of 8 

key performance and risk issues (with associated remedies and learning) 
draws them together into one source of organisational reporting.  

2.6.3. A revised and strengthened Integrated Performance Report was developed 
and introduced to the Board meetings to support a single focus on 
performance during 2019, using an agreed detailed set of metrics. 

2.6.4. Executive quarterly Divisional review meetings were enhanced and consider 
a suite of key metrics – some which are core to all Divisions and others which 
are Division-specific.  This is in addition to the monthly scrutiny of 
performance at Divisional and Executive level. 

2.6.5. Where relevant, any cross-Divisional issues are now considered by the 
Operational Forum and incorporated and aligned to Trust’s transformation 
programme. The TME receives regular reports on performance which it 
considers alongside risk; these are also formally reported to the Board.  

2.6.6. To ensure there is a sustainable and consistent approach to performance 
management across the Trust, a Director of Performance & Accountability 
and support team has been appointed to assist the Executive Team and the 
Divisions by embedding expertise to continue the work started by the 
external support.   

3. Future Priorities  
3.1. Following an important year of development and transition in 2019, a key focus 

for the Board moving into 2020-21 will be to conclude any outstanding actions 
for its leadership and governance arrangements and embed and consolidate 
the changes already made.   

3.2. The Board will monitor closely the impact of these changes on its overall 
effectiveness and efficiency and make any further refinements and adjustments 
as necessary.  There will be formal planned review points set at six and 12 
months. 

3.3. The Chair will continue to lead the work he started in 2019 to review the 
effectiveness of the Council of Governors and explore how the Board of 
Directors and the Council of Governors can work better together the fulfilment of 
their respective statutory duties.  This will also be a key priority for 2020. 

4. Recommendation 
4.1. The Board is asked to: 
4.1.1. take assurance from the significant progress that has been made to 

strengthen the Trust’s leadership and governance arrangements following its 
own internal assessments and reviews by Deloitte and CQC; 

4.1.2. Note the actions that are still underway and the priorities for the coming year.  
 
Presented by Dr Bruno Holthof, Chief Executive Officer 
Prepared by Eileen Walsh, Chief Assurance Officer, and Fiona Barr, Interim Project 
Director – Corporate Governance  
March 2020 
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