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1. Purpose

The purpose of this report is to provide Cumbria Health Scrutiny Committee with a progress 
update on the proposals being developed by Cumbria Partnership NHS Foundation Trust 
(CPFT) and North Cumbria University Hospitals NHS Trust (NCUH) to explore opportunities 
to merge in order to form one provider organisation.

2. Context

As part of the goal to deliver an improved health system, the two NHS trusts are formally 
exploring the possibility of becoming a single organisation. This exploration is part of the 
wider Integrated Health & Care System (IHCS) solution to address longstanding and 
significant challenges in delivering high quality and sustainable healthcare across North 
Cumbria. These were described in the Success Regime Pre Consultation Business Case and 
are being addressed locally through the work of the System Leadership Board. 

During 2017/18, both Trusts took significant steps to work in a more integrated and 
collaborative way in order to create a population health and wellbeing system by: 

 building real teams around place and pathways; 
 engaging our communities in our planning for health and wellbeing;  
 redesigning the system architecture, drivers and culture for provision. 

A Memorandum of Understanding has been in place throughout 2017/18 which has enabled 
the Boards of both Trusts to work closely together through a Joint Governance Framework. 
Members of the Health Scrutiny Committee will be aware that since September 2017, both 
Trusts have shared a Chief Executive, a joint Executive Director Leadership team and 
appointed Non-Executive Directors to work across both organisations. In addition, from 
April 2018, the Trusts established aligned Board and Board Committee arrangements which 
support fully joined up monitoring and assurance against delivery of key milestones and 
work programmes. 

As reported to the Health Scrutiny Committee in July 2018, the proposed transaction is an 
opportunity to create a larger organisation that aims to provide more robust and resilient 
services for patients across North Cumbria and the communities in South Cumbria where 
services are commissioned to be provided by CPFT. It is anticipated that the proposed single 
organisation will be more able to:

 deliver integrated services and provide longer term service sustainability for our 
communities through agreed clinical, care and health and wellbeing strategies;



 continuously improve services by growing and retaining the workforce needed, 
enabled by a common culture of effective and collective leadership;

 make the best use of limited resources: human resources (talents and skills, 
capability and overall capacity) , financial resources (Infrastructure assets, 
reduced real terms annual funding and collective purchasing power), and 
leadership (common vision, strategies and plans that can mobilise cohesive 
communities); and

 address key gaps urgently – in health and care, well-being, service quality and 
financial performance – to achieve national standards and address regulatory 
concerns over specific areas of organisational viability.

The move, which was publically announced in early June 2018, is considered as a ‘natural 
progression’ of the vision of the two organisations and broader system to join up healthcare 
for patients, and improve efficiency by reducing duplication and bureaucracy. 

As part of this arrangement, the Trusts are clear that any such proposals must be able to 
demonstrate how any transaction will deliver improved care for patients as set out in the 
Success Regime PCBC, including those countywide services currently provided by CFPT. Any 
new organisation would include all services provided by NUCH and all services provided by 
CPFT in the north and south of the county at the time of transfer.

3. Process Involved 

NHS Improvement (NHSI) has a statutory role within the NHS to approve transactions such 
as mergers and acquisitions. In considering proposals, NHSI will ensure that all legal 
requirements set out within the NHS Act 2006 and their own Transaction Guidance has been 
followed. 

As this transaction is not going to affect the provision of services, and will only alter the 
management body delivering services there is no requirement for a full public consultation, 
however the Trusts are required to engage with partners and governors throughout the 
process.

Transaction Guidance published by NHSI provides a clear framework and sets out three 
defined stages for approval by both organisations Boards and NHSI. The stages are: 

 Stage 1: Strategic Case Development
This stage reviews the potential of a transaction for the two trusts coming 
together.  Through discussions between the two partners, key stakeholders and 
NHSI an options review is undertaken which will determine whether a potential 
merger or acquisition is appropriate and worth pursuing.  This review looks at all 
areas that could be impacted; patients, safety, performance, finances and future 
commissioning intentions.  From the options appraisal a preferred option is 
identified and a high level case for change is developed.  NHSI then undertake a 
review of the Strategic Case and advise whether it agrees that the organisations 
could proceed to a viable business case.



 Stage 2: Business Case Development
Building on the Strategic Case and feedback from NHSI, this phase will develop a 
full business case for a potential transaction and include due diligence, pre 
implementation planning and risk assessment.  During this phase a review will be 
undertaken by the CPFT governors as part of their statutory role to ensure that 
the Board have been thorough and comprehensive in their approach and have 
considered interests of Trust members and the public.  
A full review from NHSI will take place at the end of this Stage which will result in 
the issuing of a transaction risk rating as an indication of the ability to finalise the 
transaction agreement. 

 Stage 3: Approvals
This phase consists of finalising the transaction agreement, obtaining final 
approvals and completing statutory documents as well as initiating the integration 
plans identified in the business case.

4. Progress to Date

Since presenting to the Health Scrutiny Committee in July, a small programme team has 
formed to start to explore options for a transaction and develop plans for work to deliver 
this.   

The team have been engaging with NHSI on a regional and national basis, and NHSI have 
engaged with the Competition and Markets Authority (CMA) on behalf of the two Trusts.  
The CMA has confirmed that at this stage, they do not require a review of the potential 
merger from a competition perspective, but reserve the right to review this at a later date.

A programme governance structure and work streams for Stage 1 have been developed and 
commenced and an indicative timeline identified.  The team are also commencing a full 
options review with both organisations’ Boards and engaging with key partners and 
governors from CPFT in relation to progress and options.

Work is also currently ongoing with NHSI to confirm that there is broad support for such a 
change between the two provider organisations before investing further time and funds into 
developing a full Strategic Case.

Update reports are provided to the Board of Directors for both trusts. In addition, updates 
are also provided to the System Leadership Board to ensure ongoing engagement and input 
is received and considered from system partners.

5. Options being explored

Through discussions internally, with NHSI and partners, the team have identified five 
potential options for review. These are:



i)  Foundation Trust Acquisition
Bringing the two Trusts together under the governance platform of the foundation 
trust (CPFT).

ii)  NHS Trust Acquisition
Bringing the two Trusts together under the governance platform of an NHS Trust 
(NCUH).

iii)  Foundation Trust Merger
Bringing the two Trusts together through a foundation trust merger – dissolving CPFT 
& re-registering a new foundation trust covering the services delivered by both 
organisations.

iv)  Partnership Agreement (Do Nothing)
Continuing to work under the current MOU with no organisational form change.

v)  Reversal
Ending the current partnership arrangements and reverting to two separate 
organisations working autonomously.

6. Timescales

The Trusts have explored a potential timescale with NHSI based on workload and usual 
timeframes for the work involved in a transaction and currently have an indicative timeline 
identified as below. This has changed since last reported to the Committee and is subject to 
potential amendments based on feedback/discussions with NHSI. The current timeline is:

July – Nov 2018 Development of Strategic Case
Nov 2018 Review of Strategic Case at CPFT & NUCH Boards
Dec 2018/Jan 2019 Feedback from NHSI on Strategic Case
Dec 2018 – May 2019 Development of Business Case
May 2019 Review of Business Case at CPFT & NUCH Boards
Oct 2019 Implementation

At the same time as exploring opportunities to merge the Trusts, consideration is also being 
given to the future of Mental Health, Learning Disabilities and CAMHs services in Cumbria.  
An update on this is provided separately and being considered by the Committee.
  
Understanding the future provision for these services will be key to the development of a 
Strategic Case for the two provider organisations, and so timelines and outcomes may well 
be affected by this process.



7. Conclusion

In order to improve and integrate care for patients, and make best use of collective 
resources, in 2017 the two Trusts decided to develop an evolving collaboration which could, 
potentially, evolve into forming one organisation, rather than to seek merger as their 
starting point.  

Work to scope and progress this integration is ongoing, and updates will be provided to the 
Health Scrutiny Committee as required.



Appendix 1: Overview of services provided by the trusts

North Cumbria University Hospitals NHS Trust

Services are organised across two hospital sites:- 

 Cumberland Infirmary, Carlisle 
 West Cumberland Hospital, Whitehaven

A&E Ophthalmology
Cardiology Oral and maxillofacial surgery
Children and adolescent Orthopaedics
Services Maternity services
Cancer services Pain management
Dermatology Respiratory medicine
Ear, nose and throat Rheumatology
General medicine Stroke services
General surgery Urology
Gynaecology Vascular
Maternity services

Cumbria Partnership NHS FT

Services are provided through community and mental health services across Cumbria from over 
20 main sites and many other premises shared with other health or community services such as GP 
surgeries. In addition, the Trust provides inpatient beds (across four mental health sites and eight 
community hospitals).  Services with a * are only provided in North Cumbria

Children’s Community Nursing Health Visiting
Public Health and Wellbeing Nurses Child and Adolescent Mental Health Services
Physical Health team Community Paediatrics
Children’s Audiology Children Looked After
Community Nursing (e.g. District Nursing) * Community Hospitals *
Allied health professions such as 
physiotherapy and podiatry *

Learning Disability 

Community Dentistry Palliative Care *
Neurology Sexual Health
Physical Health Psychology Acquired Brain Injury Team
Adult Autism Diagnostic Service Memory and Later Life Community Services
IAPT services Early Intervention in Psychosis Services
Retinal Screening Service Oral Health Improvement Service
Diabetes Education Service (DESMOND) Inpatient Mental Health services
Intensive rehabilitation for complex mental 
health problems

Community Mental Health Assessment & 
Recovery Services for Adults

Anorexia Nervosa Intensive Service


