Report to Dudley and Walsall Joint Scrutiny Panel — 11 December 2007

Summary of the Dudley / Walsall Mental Health Partnership
Consuitation Process

1. Introduction

Following the launch of the Department of Health guidance on managing NHS
service and organisational reconfiguration published earlier this year, a
business case outlining the proposals to form a Dudley & Walsall Mental
Health Partnership NHS Trust was approved by the West Midlands Strategic
Health Authority in September 2007. The consultation plan and document
formed part of the business case and were highlighted as good practice.

The formal consultation period commenced on 26" September and will run
untit 19 December 2007 - 12 weeks in total.

2. Consultation and Engagement

The consultation and communications plan which was implemented is
attached as appendix 1. A summary of the consultation activity follows:

2.1 Media launch of the consuitation was held on 26" September 2007.
Senior representatives from Walsall tPCT, Dudley PCT and both Walsall
and Dudtey Local Authorities were present. Some examples of the press
coverage generated are attached as appendix 2.

2.2 A website has been developed and launched (www.abetteridea.info).
This interactive site allows users to post their responses and queries and
receive an almost immediate response — both queries and responses
appear on the site for other users to read. A link to the site has been
added to the intranets and intemnets of both PCTs and Local Authorities.
The site has received 513 ‘hits’ (figures at 3/12/07).
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2.3

2.4

2.5

26

2.7

Write and Retum’ consultation document and covering letter were
developed, describing a range of options for stakeholders to express
their views. Over 2000 hard copies of the document have been
distributed and it has been e-mailed to over 800 stakeholders. The
covering letter invites groups and teams to discuss the proposals as part
of their usual meeting agendas and to invite the Project Director to their
meetings to answer queries. The cover letter and document are attached
as appendix 3.

Public meetings were held, one meeting in each borough. A presentation
was given about the proposals, followed at each meeting by a lively and
open discussion about the plans and mental health services in general,
The notes from the meetings in Dudley and Walsall are attached as
appendices 4 and 5 respectively.

Consultation documents and posters have been displayed in GP
practices and surgeries to encourage awareness and reply.

Regular staff briefings have been circulated, accompanied by a
programme of ‘staff surgery’ sessions where staff members have had the
opportunity to raise queries about the proposals and any consequent
effects on their employment. Response ‘posting boxes’ were placed in a
number of sites to encourage staff to complete and return their
responses. The Staff Side representatives of all four organisations have
been closely involved in the consultation process.

The proposals have been discussed extensively within key forums
including both boroughs’ Partnership Boards {Mental Health Local
Implementation Teams), PPl Forums, Provider Boards and PCT Trust
Boards. The Project Director has attended a number of meetings of
community, voluntary, service user and carer groups to discuss the
proposals. A Service User and Carer reference group has been set up
to inform the development of the new Trust,

3. Responses

A variety of methods of responses have been invited:

= Write comments onto the consultation document and return it by

freepost.

» £-mailing the Project Director.
* Leaving a comment on the website (option to remain anonymous).
» Contacting the PALS service of either PCT.

A summary of the responses is attached as appendix 6.

Marsha Ingram, Project Director
7 December 2007



APPENDIX 1

Dudley & Walsali Mental Health Partnership Trust
Communication/ Consultation Strategy

Introduction
This strategy sets out to describe:

1. The consultation process for the proposals to create a Mental Health Trust
covering the boroughs of Walsall and Dudley.

2. The ongoing communication, engagement of staff and stakeholders
throughout ail stages of the development. The implementation of the new
organisation.

For this process to be successful there is a need to gain engagement from a broad
spectrum of partners, stakeholders and the pubilic to ensure that their views and input
are-central to the development of the new Trust. This strategy will outline how this will
be achieved taking into account, and working within the Section 11 framework for
consultation.

Key messages

As this strategy outlines, there are many different audiences ‘which need to be
engaged in this process and messages will need to be tailored and delivered
differently to each. However to ensure a consistent approach, all engagement will
follow the core messages as listed below: :

Wholeheartedly mental health- A single mental health organisation will be
wholeheartediy focussed on mental heaith with ali staff putting the service use at the
centre of what they do. This means that ail its pricrities will be mental heaith
priorities; service users and professionals will not be competing for attention with
other services.

Big enough to deliver what people need- Currently Walsall & Dudiey mental health
services are not big enough in their own right to exist as stand-alone services, nor to
provide the full range of specialist services which are needed. This is why people are
sometimes piaced in specialist care in other parts of the country. A single
organisation would be big enough to provide many of these services that we need for
the two areas for patients closer to home. A bigger service can have bigger influence
and be a more effective champion for mental health services.

Reconfiguration, not a service change- The formation of the Partnership Trust is
an organisational change. It is not a change to front-line services, though of course
we expect that the change will enable better services to develop over time. A single
organisation will simply have more power to deliver services that the commissioning
PCTs and Local Authorities want for patients and carers in Dudley and Walsall. It will
be a change by design rather than by default, thus helping to ensure that the
management of mental health services is locally focused and not managed at a
distance.

Timescales- This process will be relatively efficient once the relevant approvals are
received. A great deal of joint working already takes place .e.g. the Mental Health



Directors for Walsall &

The aim is to launch the new organisation by Aprit 2008.

Dudley are members of each other's Provider Committees.

Ability to build on local service and partnership- by working together the

organisations can build
each other and take the

on the strength of each others’ services and ‘staff learn from
best of both organisations forward.

Audiences
Audience iDescription |
Carers Carers of service users in Mental Health and Learning

Disabilities in Walsall and Dudley

Mental Health service
users

Mental Health service users in the Walsall and Dudiey

Stakeholder groups

Voluntary sector and other allied stakeholder groups,
including Locat Strategic Partnerships

Dudley MBC

Dudley Metropolitan Borough Council (Members, Scrutiny
Committee, Senior Officers)

Walsall Council

Walsall's Local Authority (Members, Scrutiny Commiftee,
Senior Officers) '

Prospective
Councillors

To be approached via the leaders of their political groups on
the two councils.

Public }Population of Waisall and Dudley (including the
newspapers, radio and TV which serve them)
Mental health and learning disabilities staff in local
Affected Staff authorities and NHS who are affected by proposed changes
to configuration.
IGPs [General Practitioners in the Black Country
IMPs [Members of parliament in Walsall and Dudley |
[NHS Boards’ %[Boards of Primary Care Trusts in Walsall and Dudley |
Other NHS onsultation document will be sent to partnering/other
Organisations relevant organisations -
WM SHA [West Midlands Strategic Health Authority
Trade Union Rep/|All staff-side leads and trade union representatives will be
Staff Side Leads kept informed and consulted with throughout the process.
[Department of Health |[The Department of Health |




Communication Mechanisms/ Delivery

All communication and engagement activities will be overseen and driven by a
Communications and Engagement Sub-Group of the Partnership Project Board. The
Communications and Engagement Group will consist of the leads for
communications and PPI from the four partner organisations and will be chaired by
the Head of Communications at Dudley PCT.

In order to reach all of the audiences mentioned above and to communicate the core
messages effectively we will need to utilise all available communication <hannels,
targeting and adapting the delivery of the message to each audience.

Since this is a Section 11 -Consultation, the core delivery mechanism will be the
Consultation document, and other approaches will support this.

All of the delivery methods will take into account the accessibility issue. They will,
where requested and applicable, be available in other community languages or by
mediated interpreting, and in formats accessible for those with visual impairments.
These will be available on demand and tailored to user request.

Branding- Branding can help organisations manage their image and reputation on a
consistent basis and project a more recognisable, positive and unified image to its
target audience.

At this stage, | would suggest an image that portrays the key drivers for change and
partnership with a strap line to reflect this. If you simply adopt a brand colour scheme
and strap line at this early stage of organisational development it can then be
expanded on easily once the organisation is operational with Visions and Values etc.

The organisation needs to adopt an individual image so that people can see that itis
a separate organisation and they can develop some form of ownership with the
service.

Statement of intent- provide generally and in particular to staff who feel
disappointed with the decision taken at the end of the last consultation not to
become a partnership trust with Sandwell. They had been engaged with that process
throughout and to give them reassurance that it will *happen’ and that everyone is in
agreement about the proposals, it is necessary to go one step further to instil
confidence in them.

All four Leading Officers have now signed a Statement of Intent describing the aim of
this process this has been communicated to staff and stakeholders.

Consultation leaflet- A plain English consultation document will be produced and
distributed to public places access the borough. It will include detail of the options for
consultation and will provide supporting evidence/ benefits of one organisation. The
document will include a freepost return form for easy response to the consultation
and will aiso sign-post to other methods of feedback. This full document will be
supported by a summary document and an easy-read version suitable for people with
learning difficulties. The easy-read version will be translated into appropriate
community languages and will be available to-download from the web.

Stakeholder/ Partner letters- Copies of the consultation document will be sent to
stakeholder groups and key individuals accompanied by a personalised introductory



letter. This letter will ask the community groups to invite a2 member of the project
team to give a presentation to a meeting of the group. These letters will be followed
up by a monthly stakeholder brief throughout the process updating people on the
progress of the project.

Media Handling/Press releases- Proactive/ planned press releases are as follows:

An initial press release to announce the consultation

Press releases highlighting public meetings and events

A press release giving the results/ responses to the consuitation
A press release detailing SoS decision for *Go Live'

* & & »

The media wilt also receive the monthly Stakeholder Brief.

Reactive press will be covered by the communications team in Dudley in liaison with
the relevant Chief Executives and communication leads.

Consultation events- Stakeholder and user group events will be organised by the
relevant -communication and PPl leads. In previous consultations, we have put on
specific events for consultation with varying degrees of success/ attendance in order
to maximise the involvement of staff, service users and other stakeholders.

At least one public meeting will be held in both Dudley and Walsall.

A core set of PowerPoint and display materiais will be provided centrally to the
presenter. Public events will be advertised in the iocal media.

FAQs will be prepared.

MP briefings- we will be distributing regular briefings to the MPs in Dudiey and
Walsall to ensure MPs will have been satisfied that the prospective changes are in
the best interests of their constituents

OSC presentations- To ensure that each OSC individually has provided assurance
that it is satisfied with the consultation process and the results. The aim is to present
the proposals to the committee before, during and after the consultation period and to
include their responses in the consultation write up. It is possible that the two OSCs
will want to form a joint Overview and Scrutiny Committee for the duration of the
consultation and this needs to be explored urgently.

Website- this project requires a website to communicate the organisation’s role and
objectives and to support the consultation period. However, this site would have
longevity as it could be adapted once live to be the organisation’s pubilic facing site.

An accessible, internet version of all the consultation documents will be provided,
with the facility to discuss or feedback directly online. All the information on the
Internet will also be accessible via the four organisations’ intranets.

Although not all of the above audiences will have web access it is a-common method
of communication and will be an option for those stakeholders wishing to be engaged
in this way.

The website will comprise of about 12 pages and incorporate an e-mail response
form. An embedded mpeg video file is included in the specification for future use.



The structure of the site will follow traditional lines with a home page providing outline
information on the location of further information, thus allowing the user to locate the
required page in no more than two clicks.

Downloadable documentation will be provided in PDF format which is widely
accessible and facilitates printing if required.

Included within the price is one year's content updating which includes all
amendments and additions to existing page content in the site. It does not include
amendments to the structure of the site or addition functionality - these
enhancements would be subject to further development charges.

Analysis of Responses — To ensure impartiality it wili be necessary to have the
analysis of all responses undertaken independently. It is proposed that all written
and electronic responses (including Freepost responses) are forwarded to an
independent analyst. In addition a member of the PPl and Communications team
from each organisation will attend each meeting in their catchment area to take a
note of all issues raised. These issues will be passed to the independent analyst and
will help form the final document and recommendations.

Specific Staff Communication/ Consultation

The key focus for the communication strategy is to:

i} ensure all staff receive and understand clear and consistent messages
about processes

i} ensure staff are integral to and can influence the process
iii} allay staff concerns as much as possible

A selection of communication styles and methods is recommended to cater for the
variety of individual preferences.

As the mental health configuration changes in the Black Country have been talked
about for some time, there may be some staff scepticism to consultation. To reassure
staff of the intention of the boards the initial statement will be released followed by
consistent information to them throughout the process.

It can reasonably be assumed that staff will have concerns around the proposals,
such as fear of a ‘take-over’ by the Health Trust/Local Authority, fear of change, job
loss, pay cuts, reduced conditions of service, etc. The tone and style of all the
communications is intended to address some of these concerns as well as be
accessible and readable to all staff.

One area of concem could be the interpretation by Local Authority staff of a ‘take
over' by Health. The communications will be written in a style that clearly shows that
there is no bias from either Local Authority or Health,



If the consultation results in the formation of a new organisation, a degree of cultural
change will be required. Experience with the recent formation of PCTs shows that in
many this process of cultural change begins only after the formal organisational
commencement date. It is therefore vital that the communication continues into the
new organisation to aid this {ransition. The establishment of core values early on in
the organisation’s establishment will aid this process.

We will also ensure that all communication goes out with key contact information
detailed so that staff are aware of where to go for further in formation.

Outlined below are some specific communication mechanisms aimed at ensuring
staff involvement thought the process:

Staff Communication Updates- Regular updates will be provided to all heaith and
social care staff across the 2 boroughs. These have already started and copies can
be found in Appendix 1).

Road show style consultation events- taking the consultation to the staff rather
than them having to make an effort to be involved. This will mean that staff road
show events will be held at venues and times to suit staff working thus making it as
easy as possible for them to attend and give an opinion. These question and answer
sessions will give staff an opportunity to hear first-hand progress reports from the
lead officer. It is proposed that trade union representatives are invited to this forum
and time is allowed after the management presentation and question and answer
session for the trade unions to receive feedback without management presence. At
these sessions questions can be asked directly or put in a ‘guestion’ box so are deait
with anonymously.

Walkabouts- we will ensure that walkabouts are conducted in both admin and
clinical areas ensuring that all staff (including night staff) will be involved in the
process. :

Team Briefs- to supplement the electronic briefings we will start a team brief which
can easily be printed and discussed at team meetings or handed out to team
members detailing the projects progress.

In order to ensure a variety of mechanisms for staff feedback, each newsletter will
have a “reply” slip where staff can note any particular issues or-concerns. These €an
either be responded to individually or in the newsletter, depending on the issue
raised.

JCC agenda - To ensure that trade union colleagues are also kept fully informed.
Progress reports on communication shouid be recommended to partners for inclusion
on their joint consultative committees.

Organisational support

As this reconfiguration is spread across the four organisations it is vital that support
from all parties is available to make the communication as successful as it can be.
The commitment of all four organisations to resourcing the Communications and
Engagement Group will be vital.



The lead for the implementation of this strategy will be taken by the Project Director
in conjunction with the Head of Communications for Dudiey PCT. However support
will be required from the other communication leads for the following,
+ Distribution of materials
« Cascading information to staff service users and stakeholders and encourage
responses to the consultation

Evaluation

As with all projects the communications responses will be fiuid and not set in stone,
responsiveness to the chosen communication channels will be monitored throughout,
and measured via things such as hits on website, responses to consultation and then
the strategy will be trimmed or expanded based on these responses.

LB/MI JULY 2007
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APPENDIX 3

‘A Befter Idea’ - Consuitation Office
Walsall Teaching Primary Care Trust
Jubilee House

Bloxwich Lane

Walsal

Ws2 7JL

tel: 01922 619944

e-mail: marsha.ingram@abetteridea.info

26" September 2007

Dear Colleague,

Public Consultation on a Proposal to Establish a Mental Health NHS Trust for
Walsall and Dudley

I am delighted to enclose the consultation document ‘A Better Idea — Better Mental
Health Services for Walsall and Dudley'.

Mental Health Services in the two boroughs are-currently provided by Walsall and
Dudley Primary Care Trusts (PCTs) in partnership with the respective Local
Authorities. This consultation document outlines our proposals to bring these
services together to create a single NHS provider of mentai health services across
the two boroughs. We believe that the establishment of an organisation which is
larger and focuses solely on mental health issues will bring significant benefits for our

- communities.

The opinions of all of our stakeholders and partners are extremely important in
shaping the future of mental heaith services across Walsali and Dudiey and we are
reaily keen to hear your views and ideas about these proposals. There are a number
of ways to feed back your comments:

Via e-mail to the Project Director on marsha.ingram@abetteridea.info.

You can ring one of our Patient Advice and Liaison (PALS) representatives in

Walsall on 01922 618 358 or Dudley on 0800 073 0517 and we will write

down what you teli us over the phone.

You can post comments on our website www.abetteridea.info.

You can fill in your comments in the space provided on the consultation

document and post back to
‘ FREEPOST RRLU-CSTS-ERUZ ,

Walsall NHS

Jubilee House

Bloxwich Lane

Walsall WS2 7JL

We will be arranging public meetings to give people the opportunity to hear more
about the proposals and to feed back their comments and views, Information: about
these forthcoming meetings will be posted on our website www.abetteridea.info.




However, we know that people may not wish to attend additional meetings and
therefore, we are really keen for stakeholders to discuss these proposals as part of
their normal meeting arrangements. We would be delighted to come ajong to your
regular team or group meetings to discuss the proposals and ensure that your views
are fed back as part of the consultation process. Please do not hesitate in contacting
me to arrange a discussion.

Iif you require any further copies of the consultation document, either visit the website
and print some off or e-mail me and | will ensure that they are posted to you.
Similarly, please feel free to contact me if you would prefer to receive this information
in another format or language.

| will keep you informed off the consultation progress and look forward to receiving
your views on this proposal,

Best wishes

Marsha Ingram
Project Director

pWalsshCouncil rwsvamnsiion L Dudiey ITFA Djdley
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APPENDIX 4

Public meeting in Dudley
Wednesday 14" November 2007
The Savoy Centre, Netherton, Dudley
6pm- 8pm

Panel- Dr Igbal, Consultant physiatrist and clinical director
Sue Hunt, Director of mental heath and sotial care
Rachel Harris, Dudley PCT Chair
Richard Carter, Dudley MBC Assistant Director for DACHS

Presentation delivered by Sue hunt after welcome from Rachel Harris.

Q- Question
A. Answer
C. comment
R. response
Public Questions

Q. We didn't hear until late about this meeting — how was it advertised?

A. The meeting was advertised in the following ways if people have not been
able to attend we are welcoming invites to present at individual meetings,
e dates were on the website www.abetteridea.info
invites posted out to voluntary sector orgs
emails to all Health and Social Care staff
follow up pone calls to organisations invited
press release to all local media
posters in GP practices and at Bushey Fields

C. There was a recent carers and service users meeting in Dudley and after a
show of hands the majority of people voted ‘yes’ to the proposed partnership,
mainly because we feel that the partnership will generate opportunities for
new services to be brought into the area.

Q. In the consultation document, you state that there will be a stronger patient
voice if the partnership goes ahead- what do you mean?

A. Caution is required as decisions about the Trust's infrastructure will be up
to the new Trust Board. However, we are hoping that there will be more
opportunities to engage with Service Users and Carers and mirror best
practice from both areas.

Q. We see the main benefit as being mental health getting its fair share of
investment. Is this correct?



A. Certainly, there are clear benefits of being separate provider and this
proposed trust will be solely focused on mental health. It is anticipated that a
larger Trust will be in a better position when negotiating for resources from
commissioners.

Q. Was the ‘Black Country 4’ a better idea? Do you still hope that it will
happen?

A. its has been made clear to us by the West Midiands SHA that we should
work together across the Black Country to commission services, this will bring
clear economies of scale. Certainly short term the option is for Dudley and
Walsall and we remain committed to working closer together with other Black
Country partners.

Q. Will this Black Country wide commissioning group start to look at the cost
of Mental Health. Will they combine powers at a national level to reduce the
price?

A. There is a lot of national work that is going on at present to reduce the
price of drugs in NHS overall. Over the last 10 years, there has been a
dramatic increase in the amount of generic drugs available to Mental Health
this does then drive the price down as competition is then introduced.

The direction is also to move towards many more talking therapies and this
wili have an impact on demand/ need for these drugs.

Q. What do carers and service users in Walsall thihk?

A. The issues being raised in Walsall are very similar to these. Would
encourage collaboration between users and carers to share information and
views,

Q. Will the medical component of Learning Disability services be in mental
health or learning disabilities?

A. The medical component of Learning Disabilities will move into the new trust
and the remaining LD services will remain with the PCTs. Re: Autism and
Aspergers services, we recognise the issues around this and it is something
that is being discussed at a national level. Locally we need to look at what the
needs are of someone with for example aspergers and design a service to
meet those needs- again this is a decision for our commissioners.

Q. We have talked at length about the benefits — are there any disadvantages
to becoming a single trust?

A. There is some concem amongst staff that it is a ‘take over’ by the opposing
Trust- this is not the case, although is a common concern during
organisational change.



Q. will this new arrangement plug some of the gaps between physical and
mental health or will it make it worse as they are separated by organisational
barriers?

A. We need to ensure that where people have more compiex health needs,
that services are able to respond appropriately. It is recognised that
improvements could be made in this area. There is a iot of work being done n
Dudley and Walsall to address this and this work wiil not stop because of the
partnership- it will in fact give us opportunities to share best practice in this
area.



APPENDIX 5
Public meeting in Walsall
Monday 12" November 2007
The Crossing at St Pauls, Walsall, WS1 1DA
5.30pm- 7pm

Presentation attached delivered by Paul Jennings questions answered by
representatives from PCT and LA including Margret Wilcox, Marsha Ingram,
Sue Hunt.

Q- Question
A. Answer
C. comment
R. response
Public Questions

Q. How many directors of mental heaith will there be in the new trust?

A We cannot say what the exact structure of the new organisation would be
however we know that there will be a Chair, Chief Executive and a smali
number of other director posts whish are required on an NHS Board.

Q. Has Walsall got its own ‘pot of money’ and will they keep it in the new
arrangements?

A. Yes. Money for Walsall will stay in Walsal} and visa versa.
Q. you mentioned Foundation Trust status- how is this a good thing?

A. FTs have a different set of rules that they operate under which mean that
they have more opportunity, independence and freedom to design and deliver
services. All hospitais are now moving towards becoming FTs and what we
don’t want is for mental health services to again become the ‘Cinderella’
figure. We want to have the same opportunities as the others.

Q. What specifically will be the benefits? What new services are we going to
see?

A. We cannot make decisions for the new board but | can give you some
examples of the direction that we want to move towards as commissioners for
example, eating disorders service.

Q. if opening these new services will they be in Dudley or Walsall- you said
people would not have to travel for services to the other borough?

A. People will not have to travei for existing services- what we want iscare as
close to home as possible and currently people are travelling quite fong
distances for specialist care like eating disorders so bringing these into the
area would be of more benefit.



Q. Wil these proposals have any specific implications for Broadway North?
A. No - we hope to make the most of this unique facility.

Q. Connexions are particularly interested to know if these new proposals will
mean teams dedicated for young people- breaking down some of the barriers
they currently face?

A. You have highlighted something that we as commissioners need to
consider regardless of these proposals. We recognise this as an issue and
whether the response is a specific team | am not sure at this stage. With a
larger workforce across the two areas we may have more scope to look at
how we can make services more targeted.

Q. Do you have any plans for services for people with personality disorders?

A. The new Mental Heaith Act does place a new set of responsibility on us for
this area so we will be looking at this for commissioners and providers

anyway.

Q. There is a gap between physical and mental health how will this new
proposed trust help?

A. We recognise this gap and there is a significant amount of work already
being done to address it- this will continue we need to just ensure that we wait
for things to change in a way that we can manage appropriately.

Clearly there are always areas we can improve and this is one of them but the
new proposals will not hinder this process and patients can expect to see this
area continue to improve.
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