1
SOCIAL SERVICES

Management Executive
Office of the Chief Executive

MEA(CTH B PLRSONAL

MANAGEMENT EXECUTIVE

Chief Executives of HSS Trusts and METL 2\93
Shadow Trusts - for action _
Area General Managers) { October 1993
UGMs ) for information ‘

GP Fundholders )

Dear Sir\Madam
ACCOUNTABILITY FRAMEWORK FOR TRUSTS

1. This letter sets out the framework of accountability
which will exist between the Management Executive (ME)
and HSS trusts in the future. It reflects both the
statutory responsibilities of trusts and the role they
will be expected to play in the pursuit of the corporate
objectives of the HPSS currently summarised annually in

the Management Plan.

Relationships

5. In developing and articulating this accountability
relationship it has been recognised that some refinements
may be required in the future. The need for these will
be kept under review. It is also intended to develop a
set of statements addressing the major relationships
which now exist within the HPSS involving the ME, Boards,
trusts and GP Fundholders.

3. The reforms of the HPSS brought forward in the Health and
Personal Social Services (NI) Order 1991 are designed to
enhance the capacity of the HPSS to secure improvements
in the health and social well-being of the population by
improving performance, raising standards and enhancing
quality. The separation of the purchasing and providing
roles will in particular allow the delegation of
management responsibility to the local level. HSS trusts
established under the 1991 Order are independently -
managed provider units which are statutory bodies and
remain within the HPSS. They are expected to maintain
good relationships with purchasers based on collaboration

and partnership. -

4, As such HSS trusts are accountable to:
i. the general public and in particular local

communities. As statutory bodies utilising
public funds, trusts are expected to
demonstrate good stewardship to the taxpayer
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Obligations of Trusts

6. Under the 1991 Order, trusts are expected to meet a range
of key financial responsibilities:-

i pbreak even on an income and expenditure basis
taking one year with the next;

ii. achieve a target return on assets currently 6%;
iii. stay within the annual External Financing Limit
(EFL) set;
BT pursue and demonstrate value for money in the

services they provide and in the use of the
public assets and resources they control.

7 s Trusts are also expected to meet all legal obligations,
discharge their statutory financial duties and comply
with a range of advice, guidance and standards where it
is clear that these apply. The ME will establish
arrangements to specify where guidance applies to trusts
consistent with the principle of maximising operational
freedomn.

8. Al]l HSS trusts will be expected to contribute to the

achievement of corporate objectives of the HPSS and, as
appropriate, Government at large. As such they will be

required to be committed to:

- the achievement of the Regional Strategy and Boards'’
Area Strategies;

- delivery of the annual HPSS Management Plan;

= implementation of the Charter for Patients and
Clients ;

- _work within the framework of relevant central
guidance and policies, particularly on:-

i. education and training;
ii. capital investment;
Ciii. estate issues and environmental issues;
iv. information and IT;
V. procurement;
vi. /competing for Quality’.
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12. The Annex sets out details of the purpose of the
Strategic Direction and Business Plan together with
requirements on capital investment. It is the intention
that all HSS trusts would prepare plans in line with the
revised requirements set out in this circular. Normally
final versions of these submissions should be available
following the completion of the contracting round.

13. The Strategic Direction and Business Plan should set out
the key management tasks for the trust and identify how
longer term strategic objectives will be pursued. The
Business Planning guidance already issued to trusts sets
out what the ME would expect to see covered by trusts in
‘order to achieve their desired outcomes in terms of
meeting purchaser intention, health and social gain
activity and service investment, and the resources which
the trusts will need to achieve these. The underlying
intention is that the accountability needs and the
monitoring arrangements should not be onerous, should be
pased on a broad, but limited, range of indicators and
that trusts should be given the maximum possible freedom
to manage their own affairs without detailed
intervention.

Monitoring

14. In monitoring the performance of trusts the Management
Executive will focus on:-

- performance against targets and objectives in the
Business Plan;

- performance in relation to statutory financial
obligations based on detailed financial returns;

- the contribution, via contracting, to achievement of
service priorities;

- application of funds directly allocated eg for STAR
post-graduate medical and dental education and from
1994/95, for the training of junior
doctors/dentists;

- adherence to statutory obligations.

15. In addition to the Strategic Direction, Business Plans
and Corporate Monitoring returns, trusts will be expected
to participate in and contribute to HPSS information
systems such as Korner returns. While the normal
accountability lines for service delivery issues will be
via purchasers, trusts will still be expected to provide
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- failure to discharge statutory functions;
- breach of statutory obligations and EC Directives;

= unacceptable financial performancej
- action in breach of the Establishment Order;

- significant variation from agreed objectives and
performance targets.

Any such interventions will not preclude relevant actions
py the appropriate Board whether acting in its role of
purchaser or fulfilling its statutory residual
responsibility in respect of the statutory functions

delegated to the trust.

Queries

19. Any queries on the terms of this letter should be
directed to the Provider Development Directorate, which
is the principal point of contact in the Management
Executive for Trusts.

Yours faithfully

&qb.

JOHN G HUNTER
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ANNEX

The Strategic Direction

19 The identification and agreement’of strategic objectives,
and of a plan for their achievement are essential
pusiness planning practice. The Strategic Direction
should help trusts to review their operation and consider
their longer term response to purchaser requirements and
desired changes in the health care delivery systems.

2. Each trust should be required to make available to the
ME, and subsequently the general public, a Strategic
Direction. This should outline its strategic objectives
and indicate the key tasks and investments on which the
achievement of the objectives will depend. outline
business cases for key investments should be made

available also. =

3. The document should be predominantly narrative and should
be concise, but it should provide sufficient information
to allow the ME to understand the proposed pattern of the
trust’s services in the future. This is because this
information, together with that provided by Boards in
relation to purchasing intentions and DMU’s plans, will
pe crucial to the ME overall co-ordination and management

of the HPSS.

4. The document should cover the following 5 years. Trusts
may wish to look further forward if there are proposed
changes in the longer term which are essential to
understanding its strategy. The document should be
rolled forward annually, with its detailed Business Plan
forming the analysis for the first year in each case.

5. The draft Strategic Direction should be submitted in the
Autumn. of the year before the strategy’s commencement.
The ME will then discuss and agree with the trusts when
their document can be finalised and made available
publicly. This agreement will indicate that the ME
regards the strategy as a realistic and sensible one for
the future development of the Trust. It will not imply
that the ME supports the detail of the strategic planning
exercise nor will it replace the formal approval required

for capital investment.
The Business Plan

6. The detailed, yet integrated, Business Plan should set
out the key management tasks for the Trust and identify
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funding. The ME will discuss and agree with the trusts
when their plans can be finalised and a summary be made
available publicly. In any event they will need to be

finalised, together with the pro-formas before the start

of the year in question.

capital Investment

11. Trusts need to provide a rationale for any proposed
investment or disposal of capital assets for 2 reasons:

e to demonstrate that there are good service and/or
financial reasons for the proposal; and

ii. to demonstrate that the proposal represents a good
use of public money.

12. As a matter of good management practice, trusts need to
examine the business case for all investments, whether
capital or revenue pased, and including acquisitions and

disposals.
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