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PHA Board Meeting Minutes

	Date and Time
	Venue

	27 November 2025 at 1.30pm

	Fifth Floor Meeting Room, 12/22 Linenhall Street, Belfast



	Member
	Title 
	Attendance status

	Mr Colin Coffey

	Chair

	Present


	Mr Aidan Dawson 

	Chief Executive

	Present

	Dr Joanne McClean

	Director of Public Health 

	Present

	Ms Heather Reid

	Interim Director of Nursing, Midwifery and Allied Health Professionals

	Present 

	Mrs Leah Scott

	Director of Finance and Corporate Services

	Present

	Mr Craig Blaney 

	Non-Executive Director

	Present (via Teams)

	Mr John Patrick Clayton

	Non-Executive Director

	Present

	Ms Anne Henderson 

	Non-Executive Director

	Present

	Mr Robert Irvine

	Non-Executive Director

	Present

	Mr Joseph Stewart

	Non-Executive Director

	Present 

	Mr Stephen Wilson

	Head of Chief Executive’s Office

	In attendance

	Mr Robert Graham
	Secretariat
	In attendance

	Ms Meadhbha Monaghan

	Chief Executive, Patient Client Council
	In attendance





134/25 - Item 1 – Welcome and Apologies

134/25.1 The Chair welcomed everyone to the meeting.  There were no apologies.

135/25 - Item 2 – Declaration of Interests

135/25.1 The Chair asked if anyone had interests to declare relevant to any items on the agenda.

136/25 - Item 3 – Minutes of previous meeting held on 23 October 2025

136/25.1 The minutes of the Board meeting held on 23 October 2025 were APPROVED as an accurate record of that meeting.

137/25 - Item 4 – Actions from Previous Meeting / Matters Arising

137/25.1 The Chair asked Mr Graham to update members on the actions from the last meeting.

137/25.2 Mr Graham advised that the article on ransomware had been shared with members, thus closing action 1.  For action 2, he reported that Mr Ben Doran has agreed to attend the Board meeting in February 2026.  With regard to action 3, he said that a draft letter has been prepared to be sent to the Department regarding PPI.

137/25.3 Mrs Scott reported that for action 4, she receives a weekly update on new starts and forwards this to Directors and manager asking them to ensure that the staff complete their mandatory training.  For action 5, Mr Graham advised that a date is being finalised for Ms Hampson to meet with the Board.  The Chief Executive said that he would have liked Ms Hampson to present at today’s meeting, but there was not time on the agenda.  Mr Graham advised that action 6 has been completed as the “Live Better” evaluation report was shared with members.

137/25.4 The Chair went through the outstanding actions from earlier meetings.  He said that he would like the Board to see the terms of reference for the Committees in Common once they are available.  For the action relating to a workshop on the Implementation Plan, he asked that the Directors ensure that the Business Plan covering Year 2 of the Corporate Plan and the Implementation Plan are joined up.  He suggested that the action should be closed as this will be dealt with.  He also proposed that the action relating to pandemic preparedness should also be closed.



138/25 - Item 5 – Reshape and Refresh Programme

Ms Grainne Cushley joined the meeting for this item

138/25.1 Ms Cushley delivered a presentation and began by thanking Ms Karyn Patterson from BSO and others for their contribution to this work.  She outlined the timeline for the programme and showed how PHA has changed in terms of the number of staff working in each directorate and the new structures.  She gave an overview of the work of the Senior Leaders Forum.

138/25.2 On behalf of the Board, the Chair congratulated Ms Cushley for what has been achieved.  He said that the Senior Leaders Forum will see the value in their work when they see it being acted upon.  Mr Wilson said that the Senior Leaders Forum has helped shape the People Plan as well as the discovery work for the revamped PHA website.

138/25.3 Ms Cushley gave an overview of the public health planning teams and then showed members the investment map.  Ms Henderson asked for more information about this.  Dr McClean explained that the colours show the level of investment in each area.  Mr Blaney noted that while some areas may be seen as wealthy, there will be areas of deprivation and that should not be overlooked.  The Chief Executive said that detail is available down to ward level.  It was agreed that Mr Andrew Steenson should attend a future meeting to do a presentation on the model (Action 1 – Secretariat).

138/25.4 Ms Cushley advised that, as part of an ongoing staff engagement programme, the Chief Executive has conducted a series of “walkarounds” in other PHA offices.

138/25.5 Ms Cushley said that carrying out a programme looking at culture has been challenging to do at the same time as a change programme.  She advised that Ms Helen Bevan is attending the staff event in January 2026.

138/25.6 Ms Cushley gave an overview of the recommendations and the progress on their implementation.  The Chair asked if there were any recommendations that had not yet been embedded, but Ms Cushley said that all of the actions are either complete or in progress.

138/25.7 Mr Stewart said that as someone who has been involved in change management programmes in the past, this has been exceptional at all levels and a model for how change management should be implemented.  He complimented Ms Cushley and the Executive Team for their work.  He noted that the number of actions marked “complete” is three more than the number marked “ongoing” and he asked how those rated “ongoing” will be monitored, for example the recruitment of the Director or Digital.  He said that the Chief Executive should proceed with recruitment of this post.  

138/25.8 The Chief Executive noted that this commenced as a shared review between PHA and the Department and EY was brought in to help develop an action plan.  He stated that the implementation plan is wholly owned by PHA and EY supported PHA in the delivery, but the drive to complete it is down to the PHA and its staff.

138/25.9 Ms Henderson asked if it would be possible to get an updated organisational chart (Action 2 – Secretariat).  She asked if the chairs of the planning teams attend the Senior Leaders Forum and Mr Wilson replied that they do. 
138/25.10 The Chief Executive advised that he had discussed with Ms Cushley the need to develop a learning report based on the programme, and this will be completed by the end of the next quarter.

138/25.11 The Chair noted that this report will be shared with the Department and will be discussed at the forthcoming Accountability Review meeting.  He proposed that the Reshape and Refresh item be removed as a standing item from future Board meetings and that the Reshape and Refresh Programme Board will evolve into an HR/OD Committee.  Mr Stewart said that it is important that the Board is kept updated on progress, perhaps every six months.

138/25.12 The Chief Executive said that it was clear during the COVID pandemic that there had been a lack of investment in the PHA over many years which left the organisation unfit to respond to the pandemic.  He said that the work of the Refresh and Reshape programme means that the organisation is now better prepared.

138/25.13 Dr McClean commented that there has been a view that the programme has taken too long, but she pointed out that there are many new roles and each of these needed a new job description and these posts to be matched and recruitment to take place.  The Chair reiterated that this has been a major achievement.

138/25.14 Mrs Scott suggested that there is an opportunity for the Chair to raise the issue about the fact that the Director of Digital has not yet been appointed.  She noted that there are also concerns about the affordability of the new structure.

139/25 - Item 6 – Reports of New or Emerging Risks

139/25.1 The Chief Executive advised that no new risks have been added to the Corporate Risk Register.

140/25 - Item 7 – Raising Concerns

140/25.1 The Chief Executive advised that there were no new concerns to report on.

141/25 - Item 8 – Updates from Board Committees

Governance and Audit Committee

141/25.1 The Chair noted that the Governance and Audit Committee had not met since the last Board meeting

Remuneration Committee

141/25.2 The Chair noted that the Remuneration Committee had not met since the last Board meeting.



Planning, Performance and Resources Committee

141/25.3 Ms Henderson advised that the Planning, Performance and Resources (PPR) Committee had met on 20 November and that the papers presented were excellent and that some of the papers are being brought to today’s meeting.  She said that there was a paper brought outlining the process for the development of the Business Plan which set out very clearly all the steps involved.

Screening Programme Board

141/25.4 The Chair noted that the Screening Programme Board had not met since the last Board meeting.

Procurement Board

141/25.5 The Chair noted that the Procurement Board had not met since the last Board meeting.

Information Governance Steering Group

141/25.6 The Chair noted that the Information Governance Streeting Group had not met since the last Board meeting.

Public Inquiries Programme Board

141/25.7 The Chair noted that the Public Inquiries Programme Board had not met since the last Board meeting.

142/25 - Item 9 – Performance Management Report [PHA/03/11/25]

142/25.1 Mrs Scott said that the Performance Management Report had been considered by the PPR Committee and sets out the progress against PHA’s Business Plan as at the end of September.  She reported that of 27 targets, 1 is rated “blue”, 17 are rated “green” and 9 are rated “amber” or “red”.

142/25.2 Mrs Scott advised that one of the actions rated “red” relates to the Child Health System and that the other relates to delays in establishing public health planning teams and developing a performance framework.  The Chair asked if, for the next report, timings for the completion of actions can be firmed up.

142/25.3 The Chair asked about KPI1 and staffing capacity to develop the dashboard.  Mrs Scott advised that the delay relates to the development of the next iteration.

142/25.4 Ms Henderson said that there was discussion about KPI2 at the PPR Committee and assurances were provided that there has been progress made since the end of the last quarter.  Dr McClean explained that the issues are out with PHA’s control, but she expected that the programme will launch.  The Chair said that he had a query relating to Encompass.  The Chief Executive advised that Encompass remains a concern for PHA as the Child Health System has been assigned a lower priority than other projects.  He explained that PHA has established a Screening Modernisation Programme Board which he chairs, and it has been agreed that work should proceed on “proof of concept” testing to ensure that the Epic system can handle the screening systems in compliance with national standards.

142/25.5 The Chair said that he would like to have a further understanding of what the actions rated “green” mean in terms of how PHA progresses on the next stage of its work and if there is more to be done in these areas.  Dr McClean noted that there was an issue about whether PHA was setting KPIs that were deliverable.  Mrs Scott said that there is a question around whether KPIs reflect PHA’s strategy.  The Chair stated that from the outset PHA should have developed its Implementation Plan first, and then its Business Plan.  Mrs Reid said that PHA wants to get its objectives right, but noted that public health objectives, by their nature, are generally long term.  The Chair said that there needs to be an understanding of how all of the objectives link together and suggested that some of the KPIs are operational.

At this point Mr Clayton joined the meeting.

142/25.6 The Chief Executive said that he appreciated all of the comments being made and stated that while PHA has achieved a lot, there is a need to build on this and to keep improving.

142/25.7 Ms Henderson commented that obesity rates have rocketed and felt that PHA is not having an impact on this.  Mr Stewart said that PHA spends considerably less funding in this area than in other areas.  Dr McClean agreed that PHA does need to review its investment as there are some legacy investments.  She added that one of the areas being looked at is the Physical Activity Referral Scheme.

142/25.8 The Board noted the Performance Management Report.

143/25 - Item 10 – Chief Executive and Directors’ Report

143/25.1 The Chief Executive reported that he was invited to the celebratory reception for the Northern Ireland team which had participated in the Transplant Games.  He said that the captain of the team gave a personal mention to Ms Catherine McKeown for the support she has given through her work in organ donation.  He added that this shows that PHA staff are recognised for work beyond PHA.

143/25.2 The Chief Executive advised that he had attended a CAWT launch event and suggested that it would be useful to have a representative from CAWT attend a future meeting as one of their projects is in the area of obesity (Action 3 – Chief Executive).

143/25.3 The Chief Executive said that as part of a number of strategic engagements he has carried out, he met with Mr Chris Quinn, the Commissioner of Children and Young People as they are carrying out work in the area of Special Educational Needs.  He said that he is planning to arrange a joint senior management team meeting between PHA and NICCY.  He added that there will be a joint visit to a school for Irish Travellers.  He advised that he had also met with the Health Innovation Network.

143/25.4 The Chief Executive commented that the George Cross Lecture was a powerful event and a reminder about the importance of having a good public health system.  He said that Professor van Tam succinctly set out the lessons that need to be taken forward for responding to future pandemics.

143/25.5 Mrs Reid reported that a business case has been agreed in relation to Advanced Care Planning which is for around £405k over the next three years.

143/25.6 Mr Clayton asked about the work in relation to the Cawdrey Review and if the family has been involved in this work and if PHA is engaging with them.  Mrs Reid explained that PHA had carried out some joint work with SPPG but this was absorbed into work being led by the Coroner.  She said that Mr Brian Goodfellow and Mr Peter Toogood would meet with the family.  Ms Henderson asked which organisation is responsible for taking forward lessons learned and if PHA is getting involved in work around homicide.  Mrs Reid replied that PHA was involved in a specific review of homicides, but the aim is for PHA to make recommendations.  She said the Director of Nursing and Director of Social Services in the Southern Trust will chair a group looking at the implementation of the recommendations, but PHA does not have a mandate to direct learning.  She added that PHA is looking at its governance structures and how it can feed into the review of the Serious Adverse Incident process.

144/25 - Item 11 – Finance Report [PHA/04/11/25]

144/25.1 Mrs Scott said this Finance Report outlines the position as at the end of September where PHA is showing a surplus of £788k, but this is being returned to the Department leaving PHA in a break even position.  In terms of the overall situation across the HSC, it is likely that there will be an overall deficit due to the funding required for pay.  She said that PHA will require £2.9m for its pay award, but she expected that PHA will receive some funding for that.

144/25.2 Mr Clayton declared an interest as he and his Trade Union organisation has been involved in the negotiations regarding Agenda for Change (AfC) pay.  He noted that the background was that there is a deficit of £200m for pay across both AfC and medical and dental pay and that while the Executive appeared to have allocated £100m towards this, the Department of Health has been advised that it can overspend in order to meet the pay awards.  Mrs Scott agreed that it is an unprecedented situation.  The Chair noted that the overspend will be carried forward into next year’s budget.

144/25.3 The Chair asked about the risk relating to the Reshape and Refresh programme.  Mrs Scott explained that the cost of the new organisational structure needs to be reduced by approximately £1m to make it affordable.  She said that while she was comfortable with the current level of slippage, decisions need to be made and there is ongoing work with the Directors regarding that.  The Chief Executive advised that he would like this situation resolved before the start of the next financial year and that if necessary, he and Mrs Scott will make the required decisions.

144/25.4 Mr Stewart complimented the format of the Finance Report saying that it was a very clear report.  He advised that he had attended a meeting of the Chairs of Audit Committees where there was a briefing around funding.  He said that Mr Mike Farrar has given a direction that going forward HSC bodies should factor pay into their budgets instead of treating it as an additional cost.

144/25.5 The Board noted the Finance Report.

145/25 - Item 12 – Joint Emergency Planning Report [PHA/05/11/25]

Ms Mary Carey joined the meeting for this item

145/25.1 Ms Carey said that as members had read the report, she would welcome any queries that they had.

145/25.2 Mr Stewart asked if there is more than can be done to address the issue of the inadequacy of the training budget.  Ms Carey replied that there has been an uplift to £40k, and there may be an underspend due to the impact of Operation Pegasus.  She noted that there is a risk with regard to specialist training for CBRN (Chemical, Biological, Radiation and Nuclear).  She said that there is an issue whereby Trusts need to be able to provide their own training and it should not be the responsibility of PHA and SPPG.  She added that there is also an issue about staff being released for training.

145/25.3 Ms Henderson asked whether the issue around decontamination units was sorted.  Ms Carey explained that the units are jointly owned by the Department and PHA has been liaising with the Department over the last 18 months.  She said that this issue will need to be resolved with the All-Ireland Fleadh coming to Belfast next year.  She added that there are contingency arrangements and that this issue will be discussed at the next meeting of the Joint Emergency Planning Board in December.

145/25.4 The Chair asked which organisation owns this work and any lessons to be learnt from Pegasus or the COVID Inquiry, and if PHA needs support from its Board.  Ms Carey said that there is a group which has been established to undertake a gaps analysis.  She added that the Department is aware of the situation.  The Chair asked again if the Board can play a role given the number of recommendations being made in this report.  Ms Carey advised that a letter has been prepared to send to the Department, but given that the individual leading this area has only recently been appointed, it would be better to give them time.  Dr McClean echoed this adding that this is a joint report with BSO and SPPG, and that SPPG is part of the Department.  Mr Clayton suggested that there should be a further update to the Board in January given the consequences if there were to be an incident (Action 4 – Dr McClean).  The Chair reiterated that if PHA is not getting the support it needs, this should be flagged up with the Board.

145/25.5 Mr Clayton asked how PHA is doing against the new core standards.  He noted that there were some issues around business continuity arrangements.  Ms Carey explained that the questions were different in last year’s submission and there were gaps around PHA’s consultant complement.  She said that PHA is now aligned to the national standards.  With regard to this year’s assessment, she highlighted some areas where PHA rated as “amber”, these were in relation to carrying out debriefs after incidents, having an EPPR policy and reviewing training.  In terms of business continuity, she said that work is ongoing with the Finance and Corporate Services directorate to review the policy.

145/25.6 The Board APPROVED the Joint Emergency Planning Report.

146/25 - Item 13 – Papers for Noting

Workforce Information Report [PHA/06/11/25]

PHA People Plan 2024 – 2025 Closure Report [PHA/07/11/25]

146/25.1 Mr Stewart commented that both of these reports were excellent.

147/25 - Item 14 – Chair’s Remarks

147/25.1 The Chair advised that he had met with the Permanent Secretary to discuss the “This is Our Health” initiative and said that it is important that Ms Hampson attends a future meeting.

147/25.2 On the eve of her retirement, the Chair thanked Mrs Reid for her contribution to the work of the Agency.  He said that he had enjoyed listening to her insights at Board meetings.  He acknowledged her contribution to the Reshape and Refresh programme which saw a change in culture in PHA and a focus to the organisation becoming a public health entity and not one that operates in silos.  He added that she is well respected by staff and peers and will be missed by all her colleagues.  Mrs Reid thanked the Chair for his comments and said that her time in PHA has been a journey.

148/25 - Item 15 – Any Other Business

148/25.1 There was no other business.

149/25 - Item 16 – Details of Next Meeting
[bookmark: _Hlk201219382]Thursday 18 December 2025 at 10.00am
Board Room, Invest NI, 3rd Floor, Linum Chambers, Bedford Street, Belfast
[bookmark: _GoBack]
Signed by Chair: 

Colin Coffey

Date:  18 December 2025
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