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Dear Mr Gittins,  

 
REGULATION 28 REPORT TO PREVENT FUTURE DEATHS 
Margaret Gertrude Kelly  
 
I write in response to the Regulation 28 Report to Prevent Future Deaths dated 09 
October 2023, issued by yourself to Betsi Cadwaladr University Health Board, following 
the inquest touching upon the death of Mrs Margaret Kelly.  
 
I would like to begin by offering my deepest condolences to the family and friends of Mrs 
Kelly for their loss.  
 
In the Notice, you highlighted your concerns about unsustainable pressure on clinical 
staff at the Emergency Department at Ysbyty Glan Clwyd, and you wanted to know what 
action executive and senior management is taking to reduce those pressures.  
 
The first part of our response addresses what is being done by the Central Integrated 
Health Community (IHC) to support the department. The Central IHC is the component 
of the Health Board responsible for planning, managing and improving integrated primary, 
community and secondary health services across Denbighshire and Conwy.  
 
The Central IHC Leadership Team are working with our operational and clinical teams to 
ensure that we are providing the necessary support required in order to be able to provide 
our population with a service that supports a reduction in unscheduled care hospital 
attendances and ensure we improve the experience of our residents requiring urgent 
care.  
 
Urgent & emergency care provision is one of the main priorities for the Central IHC and 
requires significant support and focus to deliver improvements. We have recognised that 
a programme management approach is required, and have established a dedicated 
project team to support the development and delivery of our improvement work related 
to urgent and emergency care. This additional capacity is vital in supporting operational 
teams to drive the programmes forward at pace and embed the change as we go.  
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Our Urgent and Emergency Care (UEC) Improvement Programme incorporates the 
delivery against our Special Measures priorities and the National Six Goals for Urgent 
and Emergency Care, taking a whole system approach which includes strengthening 
primary care, collaborating with our partners in local authority and WAST (the Welsh 
Ambulance Service Trust).  
 
Our focus for the coming months (and beyond) is on supporting and bolstering our ability 
to deliver business as usual services, by reviewing how we deliver those services, and 
by moving existing resource to either support or work in a different way. 
 
The following projects and work streams are underway to ensure we have a robust 
solution put in place to manage the emergency department pressures at Ysbyty Glan 
Clwyd: 
 

 The 8 Steps Project is aiming to improve each of the steps that patients take 
through their ED journey, creating efficiencies and therefore reducing the waiting 
time within the ED. Performance is being continuously monitored through a 
dashboard and to identify improvements to working practice. The 8 steps include:  
 
1. Awaiting triage  
2. Awaiting doctor  
3. Awaiting ED plan  
4. Awaiting ED decision  
5. Awaiting specialty review  
6. Awaiting specialty outcome  
7. Senior decision to admit  
8. Bed allocation  

 
Daily focus on 8 steps to ED performance is undertaken in morning huddles with 
clinical, nursing and operational leads. The NHS Wales national improvement 
service, Improvement Cymru, are working with ED and site team from October to 
add challenge and support into the daily rhythm and flow 
 

 Work is underway to improve the YGC acute medical model. Operational teams 
are developing the model, rota and working patterns to support this. The objectives 
of the new model are to deliver timely patient care, provide senior decision-making 
support to the ED, and ensuring patients are cared for by the best medical 
specialty and in the right place. 
 

 Our Operational Management Team are working on two key areas around SDEC 
improvement: Improving the IT systems used by staff and using new telephony 
systems to support more referrals from GPs and WAST into the SDEC service. 
 

 Developing a more efficient board round system will expedite patients home in a 
timely manner, improving patient flow and relieving pressures upstream in the 
emergency department. 



 
 
 
 
 
 
 

 

 
 We are currently finalising plans to return the GP Out of Hours Service to the YGC. 

This is in line with Peer Review recommendations and will ensure co-located GP 
services to ED for nearly 70% of the week (6.30pm-8am Mon – Fri and all day 
Saturday and Sunday). We are currently working with operational leads to 
implement this provision before winter pressures this year. Patients presenting in 
YGC ED with primary care presentations during week day hours will be advised 
how they can access local primary care services (GP / Optometry / Community 
Pharmacy / Dental).  
 

 The IHC have re-established fortnightly strategic meetings with WAST to review 
demand and conveyances and actions that can be taken to reduce demand. 
 

 On 12 October 2023, IHC Directors presented current ambulance performance 
data at the monthly ED Governance Meeting to review actions required and 
identify the support needed to achieve zero tolerance of 4 Hour Ambulance 
Handover from 1st November 2023. 
 

 An ED rota review, including skill mix is scheduled for November as we have 
identified doctor shortages compared to attendances on Monday’s and Tuesday’s 
(two busiest days). 
 

 A test of a Monday to Friday 9am-5pm ‘see and treat’ model will also be 
undertaken during November for staff learning and to evaluate impact on non-
admitted performance and de-compressing ED. 
 

You will be aware of other work from our responses earlier in the year about ambulance 
handover delays, as part of the National Six Goals Programme, and I have not repeated 
that wider work here but I would wish to draw the link to that programme.  

 
In relation to the main point of your Notice, regarding executive support, it is important for 
me to highlight the current position of the Health Board.  
 
As you will know, the Health Board has been placed into Special Measures in February 
2023 and since then, a new Interim Chair has been appointed, new Independent 
Members of the board are in place, and within the last few weeks, a new permanent Chief 
Executive has been appointed. A new interim Executive Director of Operations has also 
been appointed.  
 
As part of our Special Measures programme, a number of Independent Reviews are 
underway into core aspects of the Health Board’s governance, planning and leadership. 
These reviews will help us shape how the Health Board will change in the future.  
 
The Special Measures programme is organised into three phases – Stabilisation, 
Standardisation and Sustainability. We are currently at the Stabilisation phase and are 



 
 
 
 
 
 
 

 

taking action to strengthen planning, leadership and governance across the Health 
Board. This work is being done against the requirement from Welsh Government to 
ensure financial savings are being delivered.  
 
As an Executive Team, we are fully committed to supporting the ED through the Central 
IHC to develop and deliver its improvement plans, which are outlined above. We will 
scrutinise those plans and performance, and provide support.  
 
The ED at Ysbyty Glan Clwyd continues to face significant pressure. You will be aware 
that Healthcare Inspectorate Wales designated it a Service Requiring Significant 
Improvement. We have supported the ED to develop and deliver considerable 
improvement plans in response to the three HIW inspections since February 2022, and 
during the summer of 2023 we supported a “mock inspection” (called a Quality Check) to 
provide an objective progress update. Our Executive Director of Nursing and Midwifery 
is overseeing the continuing actions arising from this process.  
 
We will continue to support the ED and we expect a further HIW inspection in the near 
future, which will provide a further independent review of progress during which we hope 
to see it deescalated as a Service Requiring Significant Improvement.  
 
I hope this letter sets out for you the actions we have taken to ensure the concerns you 
raised are being addressed.  
 
We would be happy to meet with you further and discuss our plans in more detail, or 
provide further information and assurance should that be helpful.  
 
Once again, I offer my deepest condolences to the family and friends of Mrs Kelly for their 
loss.  
 
Yours sincerely 
 

  
Cyfarwyddwr Meddygol Gweithredol / Dirprwy Prif Weithredwr Dros Dro 
Executive Medical Director / Acting Deputy Chief Executive  
 
cc  , Deputy Director of Quality 




