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The problem

› The NHS is England is in crisis. At the moment this is a 
financial crisis but it will soon extend to patient care

› The NHS is seeking to tackle these pressures in the 
context of organisational arrangements more complex and 
fragmented than at any time in its history

› The abolition of SHAs has left a vacuum in local leadership 
of the NHS and a sense that ‘no one is in charge’

› While in some cases this leadership has been provided by 
commissioners (eg NWL) or providers (eg UCLP), in most 
cases the vacuum has not been filled



A new approach: from fortresses 
to systems

› Place-based systems of care involve organisations working 
together to improve health and care for a geographically-
defined population, managing common resources

› The alternative is for NHS organisations to take a ‘fortress 
mentality’, fighting for their own survival. This is a rational 
response in the existing NHS environment

› This risk is that organisations descend into a ‘war of all 
against all’, and the common pool of resources is used 
unsustainably (‘the tragedy of the commons’)

› The challenges facing health systems and society require 
collective action across systems and local communities



A broader shift in focus 



Design principles to guide place-
based systems of care (1)

(1) Define the population group served and the boundary of the 
system

(2) Identify the right partners and services that need to be 
involved

(3) Develop a shared vision and objectives reflecting the local 
context and the needs and wants of the public

(4) Develop an appropriate governance structure for the system 
of care, which must meaningfully involve patients and the 
public in decision-making

(5) Identify the right leaders to be involved in managing the 
system and develop a new form of system leadership

(6) Agree how conflicts will be resolved and what will happen 
when people fail to play by the agreed system rules



Design principles to guide place-
based systems of care (2)

(7) Develop a sustainable financing model for the system across 
three different levels

- The combined resources available to achieve the aims of 
the system

- The way that these resources will flow down to providers

- How these resources are allocated between providers 
and the way that costs, risks and rewards will be shared

(8) Create a dedicated team to manage the work of the system

(9) Develop ‘systems within systems’ to focus on different parts 
of the group’s objectives

(10)Develop a single set of measures to understand progress and 
use these for improvement









What role should government and 
national bodies play?

› National action is needed to remove the well-known policy 
barriers to working in systems. This includes:

• putting in place a whole-system performance framework

• adopting a coordinated approach between NHS England, 
NHS Improvement and CQC (eg in regulating systems)

• supporting innovations in payment systems (eg capitated 
budgets) and new commissioning and contracting models

• allowing greater flexibility for providers in establishing 
new corporate vehicles, and making it easy to amend 
licences 

• ensuring that procurement and competition rules don’t 
get in the way of working in systems

• systematically identifying and sharing innovations in care


