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	Title of Meeting
	Meeting of the Planning, Performance and Resources Committee

	Date
	8 February 2024 at 2.00pm

	Venue
	Meeting Rooms, Linum Chambers, Bedford Street, Belfast

	



	Present
	
	


	Mr Colin Coffey
Professor Nichola Rooney 
Ms Anne Henderson

	-
-
-

	Chair
Non-Executive Director
Non-Executive Director

	In Attendance

	
	

	Mr Stephen Murray

Mr Stephen Wilson
Ms Karyn Patterson
Mr Lindsay Stead
Mr Robert Graham

	-

-
-
-
-

	Interim Assistant Director of Planning and Business Services 
Interim Director of Operations 
HR Business Partner, BSO
Assistant Director of Finance, SPPG
Secretariat


	Apologies

	
	

	Mr Craig Blaney
Ms Tracey McCaig 

	-
-
	Non-Executive Director 
Director of Finance, SPPG 



	1/24
	Item 1 – Welcome and Apologies



	1/24.1


1/24.2




1/24.3






1/24.4



1/24.5



	The Chair welcomed everyone to the meeting.  Apologies were noted from Mr Craig Blaney and Ms Tracey McCaig.

The Chair said that he wished to ensure that the meetings of this Committee were useful for members and that the information being brought is not being discussed in other forums.  He added that he would be keen to review the terms of reference.

Ms Henderson said that she felt that the three areas of planning, performance and resources were covered.  She said that there needs to be further work on performance management, as well as a look at business planning processes, as well as the finance and people side.  Professor Rooney echoed this saying there needs to be more work on performance management.

The Chair said that he is keen to see outcomes, rather than outputs, and that the Committee should be satisfied that PHA is getting a good return on its investment.

Mr Wilson advised that the terms of reference are due for review and this will be added to the agenda of the next meeting.  The Chair proposed that he and Mr Wilson meet to discuss them after this meeting (Action 1 – Mr Wilson).


	2/24

	Item 2 – Declaration of Interests


	2/24.1

	The Chair asked if anyone had interests to declare relevant to any items on the agenda.  No interests were declared.



	3/24
	Item 3 – Minutes of Previous Meeting held on 16 October 2023


	3/24.1

	Members APPROVED the minutes of the meeting held on 16 October 2023.


	4/24

	Item 4 – Matters Arising


	4/24.1



4/24.2


4/24.3




	Mr Wilson advised that for the two outstanding actions on performance management, a paper is being prepared and this will be brought to the next meeting.

Mr Wilson said that the information on Trust spend, which was shown to members at the last meeting, would be shared with members via e-mail.

Mr Wilson reported that it has not been possible for Ms Mawhinney to prepare the paper on Strategic Planning Teams (SPTs) as she has been temporarily been moved into the public health directorate, but that the paper will come to the next meeting.


	5/24
	Item 5 – Planning  


	

5/24.1












5/24.2













5/24.3











5/24.4






5/24.5












5/24.6






5/24.7







5/24.8



5/24.9




5/24.10

	Draft PHA Business Plan 2024/25

Mr Wilson advised that the PHA Business Plan is due to be presented to the March Board meeting and that this version represents a work in progress.  He said that there was due to be a discussion on this at the Agency Management Team (AMT) meeting last week, but that was cancelled.  He advised that there was an initial discussion at yesterday’s meeting, and it was agreed that substantial changes need to be made.  He explained that senior managers had identified key priorities from across the directorates and the aim of this Plan is to consolidate the main priorities, but in the context of not having a commissioning directive.  He acknowledged that some of the areas listed were not necessarily the main priorities and therefore this represented a work in progress.  Mr Murray echoed this and reiterated that there has not yet been an opportunity to properly engage with Directors.
The Chair commented that he expected there to be a Programme for Government (PfG) shortly and therefore PHA will be updating its Corporate Plan during the next 12 months.  He said that he would share with members the draft AFBI Business Plan which shows how KPIs relate to the objectives in the Corporate Plan (Action 2 – Chair).  Mr Wilson said that he would content to look at the AFBI Plan but pointed out that PHA’s corporate priorities are included in this Business Plan.  he added that directorate business plans should feed into the Business Plan and individual staff objectives should be tailored around these as well.  The Chair said that once he shared the AFBI Business Plan, he would meet with Mr Wilson to look at how the PHA Business Plan can be pulled together.  He said that the Plan should be outcome focused, rather than output focused (Action 3 – Chair).

Ms Henderson agreed that linking the Corporate Plan and the Business Plan makes sense.  She said that she wanted to hear the view of AMT on the draft Plan.  She commented that in areas such as vaccination and screening, PHA’s role is to increase uptakes, rather than have an output.  She noted that the Performance Management Report has 96 actions and said that this was too many and needed to be reduced.  She asked if all of the actions in the Business Plan were Ministerial priorities, and noted that some of them related to “establishing” initiatives, rather than having outcomes.  She said that there is a sense of frustration because the health of the nation is decreasing and there needs to be a vision from the Minister and the Agency to improve it.

Professor Rooney said that when it comes to health inequalities, PHA cannot do it all, but it should target the most vulnerable.  She asked where the action around CBT training originated from.  The Chair said that there needs to be a separate discussion with Executive Directors on how this Plan can be pulled together.  He added that there is a lot of KPIs and there is a need to get a balance between KPIs and activity.

Mr Wilson explained that within the Performance Management Report, there is a Part A and a Part B, and that Part A was limited to 9 key actions as the ask last year was to identify 9 key priorities.  He said there seemed to be a lot of duplication between the Part B plan and directorate business plans so this year, the intention is to do away with the Part B plan.  He added that PHA is on a journey and that Directors have not had the time to look at this.  He agreed that there is a need to have outcomes, but there are challenges in this, for example the length of time it can take for an action to bring an outcome, or the fact that PHA works with other partners to achieve outcomes.  He hoped that having a new Assembly in place will help because there will be a new PfG and an updated Making Life Better.

The Chair repeated that he would share the AFBI Business Plan and then there could be further discussion by correspondence.  Ms Henderson said that she felt reassured knowing that the Plan has been considered by AMT and that discussions are beginning on revising it.  She acknowledged that it is not an easy task to navigate, but indicated that she was pleased that the Part B plan is being dropped.

Professor Rooney asked if PHA would review the previous year’s Plan to see if any action need to stop, or be continued on.  Mr Wilson replied that there would be some actions which PHA may determine will not be the focus for this year, but there is still work to do.  He added that the SPTs will be key and will be embedded in the planning framework.  He said that PHA needs to look at its priorities and how it uses its resources to best effect.

The Chair said that the Plan will change.  He commented that if a KPI is not progressing then the Board can intervene.  He said the Plan will act as a prompt.

Mr Murray noted that this is a complex area because PHA is both a facilitator and a contributor and works to drive areas of work forward.  He said that this Committee will get its information from the reports on the SPTs and that they should have 1/3/5-year vision.

The Chair said that there is a lot of work to be done, but it can be progressed through correspondence.


	6/24
	Item 6 – Performance 


	

6/24.1






6/24.2














6/24.3






6/24.4







6/24.5










6/24.6







6/24.7
	Performance Management Report 

Mr Wilson advised that the Performance Management Report contained both the Part A and Part B reports and that it had only been presented at AMT yesterday.  He said that today’s meeting would give members an opportunity to queries the RAG ratings in the update.  He acknowledged that there needs to be a tightening of the timescales for preparing this report.

Professor Rooney said that timing is key and it is important that all elements of PHA’s work fit together.  She commented that childhood vaccination should be in PHA’s Business Plan.  Mr Wilson advised that there are discussions ongoing about how to make performance management reporting work in real time.  He said that PHA has access to vaccination information and has the potential to bring this into a dashboard.  He noted that this report is for the period up to 31 December, so PHA would like to have more of a sense of real time reporting.  He acknowledged that vaccinations is a big issue and it is unlikely that this rating will change from “red” before the year end.  He explained that PHA has stepped up its emergency plans and has launched an MMR catch-up campaign, but with no media messaging.  He added that a risk around the absence of campaigns will appear on PHA’s Corporate Risk Register.

Ms Henderson queried the “green” rating for action 3c in Part A which related to mental health.  She advised that at the Procurement Board, it was noted that there were not sufficient resources to take this work forward.  She added that given this is a Ministerial priority and represents £11m of spend, it requires more attention and more resources.

Mr Murray noted that there are two different issues and that this action relates to the development of a framework, however that should not prevent the procurement exercises from taking place.  He said that it is unlikely that the framework will be completed by the end of March.  Ms Henderson said that her sense is that there are insufficient resources for this work at present.  Mr Wilson agreed that the report will be revised and this rating changed.

Ms Henderson asked if it would be possible to receive an update on Protect Life 2 and the commissioning framework at the March Board meeting as this is an area that is lagging behind.  Mr Murray replied that it is not that far behind target as some procurements within Phase 1 are progressing, but added that he would be content to bring an update (Action 4 – Mr Wilson/Mr Murray).  Ms Henderson reiterated her sense that there are insufficient resources and added that there is a sense of frustration are being redirected into other work.  Mr Wilson noted that there are pressures in other parts of the system with regard to procurement.

Ms Henderson said that action 9f, relating to performance management returns from external providers, should not be rated “green”, as the process for tracking these is not yet in place.  Mr Murray advised that the process is now in place, but at the end of December it would have been more appropriate to rate the target as “amber”.

Update on Screening Programmes

This item was not covered.


	7/24
	Item 7 – Resources 


	7/24.1

7/24.2






7/24.3







7/24.4



7/24.5











7/24.6









7/24.7










7/24.8













7/24.9



7/24.10
	The Chair asked Mr Stead to give an update on PHA’s financial position.

Mr Stead reported that the month 9 report, which will be brought to the PHA Board next week, still indicates that PHA will achieve a year-end break-even position with a manageable surplus.  He advised that he meets with Mr Murray on a weekly basis to track slippage and look at opportunities for reinvestment.  He added that the slippage in relation to the vaccination budget is still around £100k.

With regard to the 2024/25, Mr Stead advised that there has been no further update and PHA has not received any feedback on its savings proposals.  Mr Wilson echoed this, saying that there is still no clarity for 2024/25 and there is a meeting scheduled for next week to discuss savings.

Our People Report 

Ms Patterson delivered a short presentation on the “Our People” report which she outlined was broken down into 3 areas – workforce profile, workforce development and workforce planning.

Ms Patterson reported that over the last 12 months, the number of permanent staff in PHA has increased with turnover sitting at 9.3%.  She advised that resignation is the main reason for staff leaving, with 44% of these being staff at Bands 6-8a, and 33% at Bands 3-5.  She added that an exit survey was introduced last summer but there has not been good traction on it.  With regard to recruitment, she reported that there has been some improvement in management activities, helped by having a series of workshops last summer to guide staff through the recruitment process.  She advised that cumulative sickness absence is sitting at 4.74% which represents a slight decrease.  She added that work is ongoing to support managers and staff.

Under workforce development, Ms Patterson reported that the Organisation Development Engagement Forum (ODEF), jointly chaired by her and Ms Gráinne Cushley has around 50 staff involved in the 3 different workstreams.  She outlined some of the work which has been delivered, including a change in PHA communicates with its staff through a weekly newsletter, and the staff engagement event held last year.  She added that work has commenced on developing a skills framework.  She reported that appraisal compliance is just below the 95% target. 

Ms Patterson said that PHA will need to think about workforce planning in the context of the Reshape and Refresh programme as 40% of staff are over the age of 50, and many of them have more than 15 years’ service in the PHA.  She noted that their retirement represents a significant risk to the organisation in terms of a loss of corporate memory.  Mr Stead asked how close this is to becoming an issue in terms of service impact, but Ms Patterson replied that this is difficult to determine.  She noted that one of the pension schemes is going through a consultation process which could see more flexibility for its members who may then choose to retire early.

Professor Rooney thanked Ms Patterson for the update and said that she was pleased to see the increased compliance levels with appraisals.  She asked Ms Patterson what her assessment would be on staff morale given there is a lot “firefighting”.  Ms Patterson replied that PHA needs to capitalise on the staff engagement event which was very successful, and that to date there has been good engagement with staff with over 100 signed up to participate in different as well as staff being engaged in the Reshape and Refresh work.  She said that PHA is an organisation going through a change process, but morale appears to be good.  Ms Henderson commented that morale will impact on performance.  The Chair noted that the Chief Executive is due to carry out a round of visits to all PHA offices to talk to staff.  He added that he had visited Gransha Park and his feeling was that staff are looking forward to the change.  

The Chair asked if PHA participates in any Civil Service surveys.  Ms Patterson replied that PHA would participate in the NHS staff survey and that the next survey is due to take place this year.

Professor Rooney asked if HR is involved in workforce policy, for example training non-medical staff in public health.  Ms Patterson said that she would not be, but she acknowledged that it is an area that needs to be looked at, once the Reshape and Refresh work is completed.  Professor Rooney said that she hopes that PHA can move away from having professional silos.


	8/24
	Item 8 – Any Other Business


	8/24.1












8/24.2











8/24.3






8/24.4











8/24.5















8/24.6







8/24.7



8/24.8








8/24.9

	The Chair said that he would like to review the agenda for these meetings and to look at its effectiveness as well as who should be in attendance.  He added that the agenda should be broken down into 4 key areas, the first of which would be “corporate” where there would be updates on different strategic areas with the relevant officers in attendance.  He said that the second area would be “financial” which would look at the effectiveness of how PHA spends its resources.  He added that there would be a section on “people” which would look at training and areas like co-employment of consultants with Queen’s University.  He said that the final area would be systems.  He asked members to take time to reflect on this after the meeting, noting that not all of the areas will be covered at all of the meetings.

Ms Henderson agreed that it would be useful for the operational staff to attend the meeting.  She said that the Chairs of the SPTs should attend to present their reports.  For the performance management report, she said that the Board needs to receive exception reports for targets rated “red”.  For screening, she commented that the Board needs to know how backlogs are being dealt with.  She noted that for the report considered today, it would not be possible for the Committee to give the Board the assurance it requires.  Mr Wilson advised that with regard to vaccinations, there is a multi-disciplinary team looking at this area.  Ms Henderson suggested that the chair of that team should come to this Committee.

Mr Wilson said that he had no issue with the proposed outline of future meetings and he noted that it is the Chair’s intention to delegate more to Committees so that they provide a recommendation for the Board to accept reports.  He added that in the performance management report, if an action is rated “red” the relevant officer should either be in attendance or provide an exemption report.

Professor Rooney commented that she would be content with the proposed change to the agenda to ensure meetings are as productive as possible.  She said that she wished to be assured that PHA is spending its funds on important areas that are within its remit, and that PHA should take ownership of its work instead of being reactive.  The Chair said that the starting point is having a Corporate Plan.  He agreed that the relevant operational staff need to attend meetings.  He suggested that he would meet with Mr Wilson to discuss the format of the agenda and that can be evaluated in the future (Action 5 – Chair), but he urged all members to consider how the meetings can be more effective.

“Mr Stead said that he would be content for the agenda to be restructured but that the scale of what PHA is required to do is vast relative to the resources available to it.  He also agreed that not all actions / KPIs can be measured in outcomes but rather outputs in a number of instances. With regard to reporting on the financial effectiveness of what is spent, Mr Stead advised there is abundant financial information available (i.e. budget papers, MYR, monthly finance report, final accounts, savings plans, annual financial plan etc) but said these reported expenditure on a functional basis and to review effectiveness would need a fresh look at aligning what is spent with SPT programmes, corporate objectives and key actions / themes in the PMRs. He said this would be a key challenge for the new Director of Finance and the new Finance Directorate and may not be doable in the level of detail needed within current organisational resources but it should be given consideration.

Professor Rooney said that she wishes to see a move away from working down professional lines.  Mr Murray said that the aim is that the SPTs will provide corporate oversight and produce a report which shows how their work links to PfG outcomes and this would be the “golden thread” that shows how PHA’s work is connected and how it makes a difference.  He added that PHA needs a strong planning infrastructure around this.

The Chair said that there is a need to develop an action plan based on today’s discussion and that he would provide an update at the Board meeting next week.

Mr Murray advised that the public consultation on the Substance Use commissioning framework closed in November and PHA has pulled together the responses into a summary report.  He said that the intention was that this Committee would see that report before it went to the PHA Board and so it will be circulated to members via e-mail.  He added that the final draft Strategy would then be presented to the PHA Board in April.  He said that when the document is circulated, he would be happy to receive comments or discuss any concerns that members had.

The Chair noted that this Committee meets 4 times a year and said that there is a need to look at the cycle of meetings as well as the format of the agenda (Action 6 – Chair).


	9/24
	Item 9 – Details of Next Meeting


	
	Thursday 2 May 2024 at 10.00am
Fifth Floor Meeting Room, 12/22 Linenhall Street, Belfast

	
	Signed by Chair: 

Colin Coffey
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