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The Committee is asked to: 

Note the current position and support the work programme as detailed and to endorse 
appendix A.  

 

Summary of purpose and scope of report 

This paper provides an update on the latest position in relation to the work associated with 
the H&F Financial Recovery Programme and must be read in conjunction with the month 6 
finance report which is included on the Governing Body agenda.   

Background: 

The Governing Body will be aware of the deteriorating financial position across the NWL 
CCGs highlighted in regular briefings and the detail of H&Fs overall position within this.  

In response to this NW London has  instigated a Financial Recovery Programme (FRP) 
within which H&F and other CCGs have developed a routemap with clear actions and 
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dependencies detailing the steps needed to halt the in-year deterioration and improve the 
end of year position, sufficient to deliver plan outturn without requiring NWL support.  

Whilst this plan focusses on delivery in 18/19, it is also mindful of the scale and size of 
savings required in 19/20. The likely QIPP requirement will be in the region of £27m in 19/20 
which is highly challenging.  Any recovery instigated in 18/19 will improve this position going 
forward. 

 

Work to date: 

Work has been undertaken by all teams to date to analyse the drivers of overspend in each 
of the programme areas and understand where the opportunities lie.  

There are a number of areas where the CCG must now focus and these are as follows : 

 Where investment has significantly exceeded nationally set minimum requirements 

 Where the CCG benchmarks as an outlier in areas of activity or costs for service 
provision 

 Where the CCG cannot demonstrate value from current contracts in line with best 
practice 

 Where the CCG is funding activity which is not part of its statutory duties 

All QIPP schemes and contract opportunities have been reviewed for 19/20 and those where 
we can accelerate the pace or increase the impact have been brought into the 18/19 
recovery plan actions.  

A number of these remain at risk particularly where they are dependent on successful 
negotiations in year with various third parties. 

A review of the Financial Recovery Programme Group (FRPG) has been undertaken and the 
meeting is now taking place weekly, tracking progress on 18/19 actions and overseeing 
pipeline development for 19/20 to ensure we have a robust and deliverable plan. 

In addition for 18/19 the usual expected set of cost control measures are being put in place, 
such as the management of any underspends.  In addition the Finance and Performance 
Committee (F&P) has considered and approved measures for financial recovery and control 
of investment.  These are set out in appendix A.  The Governing Body are asked to endorse 
these. 

Current position: 

 

2018/19 Recovery Routemap : 

A routemap for 2018/19 which achieves the financial plan whilst not requiring support from 
within NWL has been developed, and the major elements of that will be reflected within 
Month 7 financial reporting. 
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The routemap does carry significant risk, in relation to which a range of potential outcomes 
has also been modelled, which are summarised below :-   

 

 

 

2019/20 Longlisting Process : 

The longlisting process has commenced for 19/20 and the first drafts of this have been 
discussed at the Governing Body seminar. Given the CCGs financial position, no scheme 
proposals were ruled out at this stage but work is ongoing to work through the detail, timings 
and associated risks. This will be brought to F&P and the Governing Body for final sign off 
once completed.  

The total sum of current proposals falls short of the required QIPP target for 19/20 and 
therefore the CCG will need to consider further options in order to cover the gap. This will 
now include: 

 A full review of all Community-based acute services where there has been no 
corresponding drop in HRG activity at acute trusts since go live 

 Halt all planned investments in line with the Control of Expenditure proposals 

 Review all services where there is an equivalent service already in existence and 
consider decommissioning 

 Return all statutory budget contributions to the minimum level required in accordance 
with national guidance 

 Cease any funding or commissioned services outside of statutory duties 

 Review all non tariff contracts with the view to negotiating pricing reductions for 19/20 

The options in relation to the above are currently being costed and there will need to be a 
clear and robust quality impact assessment carried out in relation to decision making and 
sign off. 

 

Communications and Engagement: 

A number of sessions have been held with the public through established engagement 
groups to outline the financial position and commence discussions on the proposed 
approach that the CCG will need to take.  

These conversations will need to continue and will need to widen to include all our 
stakeholders in the health economy. The CCG is committed to joint working with our 
partners and stakeholders to find collective solutions to the financial position across the 

£'000 Best Likely Worst

Forecast surplus/(deficit) 387 (5,217) (10,417)

Variance to Plan 0 (5,604) (10,804)

Scenario Summary Table
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health and social care economy as the financial challenges are impacting on all 
organisations and there will need to be a system wide set of solutions to address the 
financial pressures. 

 

Next Steps and Recommendations: 

The Governing Body are asked to note the severity of the current financial position and 
support the proposed steps above in order that further work can be carried out and more 
detailed proposals developed for further sign off. 

 

The Governing body is asked to endorse the financial recovery and control of investment 
measures set out in appendix A. 

 

Quality & Safety/ Patient Engagement/ Impact on patient services: 

• Any proposed changes will require a full Quality and Equality Impact Assessments to 
be carried out. 

• Any significant service changes will require patient involvement and may require 
formal patient and public consultation. 

 

Finance, resources and QIPP 

• As detailed.  

 

Equality / Human Rights / Privacy impact analysis 

None at this stage. 

 

Risk Mitigating actions 

Risks will be captured and detailed as part of 
the review of each proposal. 

 

 

Supporting documents 

Appendix A 

 

Governance and reporting 

Previously discussed at: 
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Committee name Date discussed Outcome 

Governing Body Seminar 16/10/2018 Support for outline direction 

F&P Committee 23/10/2018 Support for outline direction 

Joint F&P and Quality 
Committee  

23rd October 2018 

 

 

 

26th October 2018 

 

 

30th October 2018 

Document at appendix A considered 
by members. The F&P Committee 
requested that the document be 
revised to incorporate the proposed 
changes agreed at the meeting.   

The document was recirculated for 
any final comments to be 
incorporated, prior to obtaining 
Deputy F&P Chair approval. 

The document was approved by Dr 
James Cavanagh, Deputy F&P Chair 
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Appendix A  

 

Financial Recovery and Control of Investment 

Principles for Decision Making 

 

Background to Principles 

The financial position of Hammersmith & Fulham CCG is such that we reasonably expect we 
will require in excess of £27m of savings in 2019/20 in order to break even.  

This figure is worse than the equivalent for 2018/19, the main driver being an increase in the 
under-delivery against identified savings schemes in 2018/19, and the extent to which non-
recurrent benefits will be delivered in 2018/19 without which the in-year deficit would be 
worse than the c£5m currently forecast.  

The ultimate consequence of a failure to deliver a balanced position, as referenced in the 
recent NHSE letter to Mark Easton, NWL AO, will be the imposition of Legal Directions and 
the removal of staff and/or powers from H&F CCG. 

Given that the resources of the CCG are limited, we need to ensure that all resources are 
focused productively on addressing the financial position of the CCG as this is the biggest 
challenge facing the organisation currently. 

In light of all the above, any planned new or continuing investments must be reviewed and 
severely limited as part of ensuring we meet the financial requirements placed upon us.  

It was on this basis that Governing Body requested a clear proposal to set out the rules for 
approval of any Investment Cases, contract extension requests and service development 
proposals. These are set out below for approval:  

Guiding Principle 

It is natural that over time a number of clarifications may be required to the proposed 
actions, as questions arise in relation to a range of specific circumstances. In circumstances 
where there are proposals which fall outside these principles, F&P will be asked to consider 
the evidence for investment going forward. 

It is proposed that these principles are agreed will be in place for the duration of 18/19 with a 
review on 31st March 2019. 

 

Decision Making Principles 

The principles for decision making are as follows:- 

The CCG may only approve Investment Cases under the following conditions, which will 
apply to all areas of commissioning responsibility:- 
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New Investments 

 

1) All invest to save requests for 2018/19 must deliver a positive return on investment. 
Recognising where we are in the financial year, it is unlikely that we will see in year returns 
from any investment, therefore the starting position will be to delay any expenditure into 
19/20. For areas where delaying is not feasible, the expected return in 19/20 will be as set 
out in 2 below; 

 

2) All invest to save schemes for 2019/20 will be judged against a ratio of 1-3 (i.e. if the 
scheme requires £100,000 as an investment, it must deliver a required level of savings in 
2019/20 of £300,000 or more, so the net benefit is twice as large as the initial investment); 

 

3) All savings estimates must stand up to scrutiny and be evidence based with 
benchmarked systemwide data to demonstrate deliverability, coupled ultimately with the 
required actions to ensure wider system activity reduces to support the investment case; 

 

4) The only possible exceptions to the above are where the CCG may be failing in 
delivering against a formal, legal requirement, requiring investment to remedy, in which case 
only the smallest possible investment may be made for compliance purposes; 

 

Review Post Implementation:  

 

Given the risks of benefit realisation, all schemes will need to include, where taken forward, 
the ability to stop or reverse the investment subject to evidence of delivery. All cases that fail 
to deliver the anticipated benefits should expect to be terminated. 

Existing Contracts and Investments 

 

5) In cases where existing contracts/investments may be expiring and due for potential 
extension/re-procurement, each contract will require re-evaluation to ensure that they yield a 
net benefit to the CCG in line with the terms outlined above, failing which it is to be expected 
that they will not be continued in their current form, if at all; 

 

6) Where contracts/investments may be in place to and beyond the end of 2019/20, 
they will be reassessed for value in line with the same terms. This reassessment will take 
account of whether there has been a corresponding reduction in the same activity in other 
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healthcare settings. If this was the intention and it cannot be demonstrated then then 
consideration will be given to decommission the service; 

 

7) Where specific sums have been invested in contracts to fund specific posts, all such 
investments will cease where the investment sits within a tariff based contract. All other such 
investments will be treated as per 4 above.  

 

8) Where the CCG has funded services or functions for which it has no statutory duty to 
do so, a review will be undertaken with a plan to divest, transfer or decommission those 
services. 

 

9) The timing of contractual and service reviews need to allow for any formal 
requirements to consult in line with national principles and this will be built into the review 
timelines going forward. 

 

10) Where the above principles and processes lead to a decision to 
decommission/disinvest on the grounds of a lack of financial value/value for money, the 
necessary impact assessments and engagements will be taken forward.   

Evidence Base and Foundations of Decisions 

 

11) When reviewing all proposals the practicality of implementation, including contractual 
notice periods/variations etc, will be taken into account when assessing the likelihood of 
benefit realisation. The basis of measurement will also be required to be agreed in advance 
of formal approval of any case.  

 

This paper and the recommendations were approved by the Deputy Chair of the Finance 
and Performance Committee on Tuesday 30th October 2018 following deliberation at the 
23rd October committee meeting, therefore the Governing Body is being asked to ratify the 
decision taken, and accept the content of the document.  

 

 

Author: Sue Hillyard, Interim Financial Recovery Director 

Date:     Thursday 1 November 2018 


