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A little bit about me !

ÅQualificationsςFCIPD,MBA

Å30+ yearsin NHSWales

ÅFormerDeputyChiefExecutive
at CardiffandValeUHB

ÅChiefExecutiveWAST

ÅIta! tǊŜǎƛŘŜƴǘΩǎ !ǿŀǊŘ ŦƻǊ 
Outstanding Contribution to  
Healthcare HR Management

Å Inst. of Directors Public Sector 
Director of the Year 2013



A little bit about me !

ÅStonewall Role Model of the 
Year 2015

ÅMarried to Dee

ÅDee and I both have 2 children

ÅBorn in Tonypandyand now 
lives in Penarth, South Wales.



¢ƻŘŀȅΩǎ ǇǊŜǎŜƴǘŀǘƛƻƴ

Sharing my leadership story in the Welsh 
Ambulance Service by:

ÅExplaining where we were in October 
2014 

ÅGiving an overview of how we enabled a 
change in Welsh Government targets 
coupled with cultural and 
transformational change

Å The difference made and benefits to our 
patients.

ÅEnsuring a sustainable future

ÅMy reflections



Å 3 million population

ÅMore than ½ million 999calls 
(454,356 verified cases)

Å 327,695 calls to 0845 46 47 
4,545,133 visits to NHSDW 
website

ÅNon Emergency Patient Transport 
Services make 816,097 journeys to 
200+ treatment centres throughout 
England and Wales 

ÅVolunteer network - 2,000 CFRs and 
273 car drivers 

¢ƘŜ ²ŜƭǎƘ !ƳōǳƭŀƴŎŜ {ŜǊǾƛŎŜ ŀǘ ŀ ƎƭŀƴŎŜΧ



Organisational Structure

Å Sovereign body operating with NHS delivery framework

Å Delivery organisation commissioned by the Emergency

Ambulance Services Committee 

Å Close relationship with Welsh Government

Å Governed by Trust Board appointed by Welsh Ministers

Å Operationally lead by Chief Executive 

Å 7 Functional Directorates

Å 3 Clinical Contact Centres

Å 2 NHSDW and or 111 GPOOH Contact Centres

Å 7 LHB Based Service Areas

Å 135 Local Teams each lead by a Clinical Team Leader 

Å 3 Administration Hubs (St. Asaph, Swansea & 

Cwmbran)



¢ƘŜǊŜΩǎ more to WAST than people think!

Non-Emergency Transport Service

HART

NHS Direct Wales /111/GPOOH

Air Ambulance

Patient Experience and Community 
Involvement

Research and Development

Community First Responders

Emergency Medical Response



Å Increasing demand

Å Flawed clinical operating model 

Å Measuring the wrong things

Å Deteriorating performance

Å Senior management turnover and 
capability

Å Challenging staff and trade union 
relationships

Å Hardworking but disengaged staff

Å Low staff moral and high absence levels

Å Unstable staffing model

Å Not a place people wanted to work

Å Intense political and media scrutiny

Å Future in doubt

2014 Operating /ƻƴǘŜȄǘ ό¢ƘŜ ōǳǊƴƛƴƎ ǇƭŀǘŦƻǊƳΧΦύ



Å Improving red performance 

Å Bringing forward corporate improvements 
at pace

Å Finding friends who could help me

Å ²ƛƴƴƛƴƎ ǘƘŜ /ƘŀƛǊƳŀƴΩǎ ŎƻƴŦƛŘŜƴŎŜ

Å Keeping the ship afloat

Å Being the public face of the Welsh 
Ambulance Service

Å Engage with stakeholders

Å Engage with staff

Å Influencing politicians 

Å Develop a vision for the future

Å Survival ςrecognising early successes

Å Learning to thrive 

The OrganisationalChallenge



Å Being a new CEO and relying on my own 
values, behaviours and judgement

Å Being a loving wife, mum and daughter

Å Earning the trust from our staff and 
stakeholders

Å Taking people with me

Å Challenging the accepted norms

Å Listening and learning

Å Changing the culture

Å Making changes but treating people with 
ŘƛƎƴƛǘȅΧΦ ƴƻ ōŀōȅ ŀƴŘ bathwater approach

Å Creating faith in a future

Å Staying strong and being ŎƻǳǊŀƎŜƻǳǎΧΦ

My Personal Challenge



{ƻƳŜ LƴǎǇƛǊŀǘƛƻƴΧ



Actions

Creating my Team

Setting the Pace

Delivering Immediate 
Improvement

Developing the 
Vision

Gaining Trust & 
Being Visible

Working in 
Partnership

Developing the 
Culture , 

Behaviours and 
Values

9ƳōŜŘŘƛƴƎΧ 



Creating my Team

What people ask themselves when deciding to follow... 

Values ςDo they care about me ?
Character ςDo they have what it takes ?
Achievement ςCan they actually do it ? 



Creating my Team

Å Need to get the right people on the bus:

V Right attitude ςCan do and ambitious 
V Right approach ςAuthentic and real 
V Right style ςPassionate 
V Role models - Leaders are more important than experience

Å Vibrant, visible leadership team ςpeople need to know we care

Å Chairman/CEO relationship - Vital to build a strong, trusted space with shared 
sense of purpose.  



Setting the Pace (Using the burning platform)

Å Pace ςResetting the mood music 

Å Urgency ςStopping the rot

Å Cohesion ςDoing things better together 

Å Discipline ςDelivering our promises. Under promise and over deliver.

Å Grow confidence within the organisation ςfocusing on what could be changed 
today and recognise early achievements along the way e.g. Cwm Taf Explorer 
Project.  Worst performance area transformed to one of the best.

Å Agree immediate priorities with Trust Board and Welsh Government 



Delivering Immediate Improvement 

Å Hitting the target and missing the point?

Å Incremental improvement

Å Challenging perverse behaviours

Å Forming a new trust with staff and trade unions

Å Gaining confidence with Ministers ςincluding the First Minister

Å Turnaround approach ςfocus on today, this week, this month

Å Delivering on promises

Å Clinicians at the forefront



Developing the Vision

Å !ƴ !ƳōǳƭŀƴŎŜ {ŜǊǾƛŎŜ ǿƘƛŎƘ ƛǎ Ψ/ƭƛƴƛŎŀƭƭȅ [ŜŀŘ ŀƴŘ vǳŀƭƛǘȅ 5ǊƛǾŜƴΩ

Å Summer 2015 ςfirst watershed moment. Ministerial approval received for 6 
month trial of a new Clinical Response Model based on clinical need. 

o A bold decision of faith in the organisation
o Changing WAST from a transport organisation to a clinical service
o Put the heart back into the organisation
o Provide a better outcome for patients with the greatest clinical need.
o Publication of Ambulance Quality Indicators ςbeing more open and 

transparent in terms of the use of our resources and clinical skills

Å IƻǿŜǾŜǊΧΧ

o A big political risk for Welsh Government Ministers
o ! ōƛƎƎŜǊ ǇŜǊǎƻƴŀƭ Ǌƛǎƪ ŦƻǊ ŀƴ ΨLƴǘŜǊƛƳΩ /ƘƛŜŦ 9ȄŜŎǳǘƛǾŜ όǿƛǘƘ ŀ ŦŀƳƛƭȅ ŀƴŘ 
ƳƻǊǘƎŀƎŜΧύ



Gaining Trust and Being Visible 

Å Meeting staff, volunteers, patients, and in some cases, grieving relatives

Å Engaging with Cabinet Members, politicians from all parties and repeatedly 
giving evidence to National Assembly Health Committee

Å .ŜƛƴƎ ǘƘŜ ƳŜŘƛŀ ΨŦŀŎŜΩ ƻŦ ǘƘŜ ²ŜƭǎƘ !ƳōǳƭŀƴŎŜ {ŜǊǾƛŎŜǎ ¢Ǌǳǎǘ

Å Being open, honest and authentic with the politicians and the press to manage 
expectations yet underline improvements

Å Spending time with and listening to staff and volunteers from all corners of the 
country

Å Undertaking ride outs with ambulance staff

Å Using social media to communicate



Welsh Ambulance Model Pre October 2015  

ÅTime based

Å1974

Å8 minutes

ÅάŎƭƻŎƪ ǎǘƻǇέ

ÅNo link to evidence

Å Increasing hear & treat

ÅCare bundles

ÅάŎƭƻŎƪ ǎǘŀǊǘέ

ÅPerverse behaviour

Å1.4+ response to each call



The SȅǎǘŜƳ 5ƛŘƴΩǘ ²ƻǊƪ ŦƻǊ tŀǘƛŜƴǘǎ

Clinical review of ambulance responses in England: Advice to Secretary of 
State from Professor Keith Willett, Director of Acute Care NHS England

Å άThe current time-based ambulance response standards have been effective in 
driving improvements, and maintaining response times to the most critically ill 
ŀƴŘ ƛƴƧǳǊŜŘ ǇŀǘƛŜƴǘǎΦέ 

Å άIƻǿŜǾŜǊΣ ŜŦŦƻǊǘǎ ǘƻ ŎƻƳǇƭȅ ǿƛǘƘ ǘƘŜǎŜ ǎǘŀƴŘŀǊŘǎ ƛƴ ǘƘŜ ŦŀŎŜ ƻŦ ǎǘŜŀŘƛƭȅ ǊƛǎƛƴƎ 
demand over time have led to a range of operational behaviours that appear 
increasingly inefficient, and which have the potential to create a system with 
ǳƴƴŜŎŜǎǎŀǊƛƭȅ ƘƛƎƘ ŀƴŘ ǳƴŜǾŜƴƭȅ ŘƛǎǘǊƛōǳǘŜŘ ŎƭƛƴƛŎŀƭ ǊƛǎƪΦέ



¢ƘŜ {ȅǎǘŜƳ 5ƛŘƴΩǘ ²ƻǊƪ ŦƻǊ tŀǘƛŜƴǘǎ

Å Dispatchingresourcesto a 999 call, on blue lights and sirens,before the
problem had been determined regardlessof whether an ambulanceis
actuallyrequired.

Å Dispatching multiple ambulance vehicles to the same patient, on blue 
lights and sirens, and then standing down the vehicles least likely to arrive 
first.

Å Diverting ambulance vehicles from one call to another repeatedly, so that 
ambulance clinicians are chasing time standards rather than focussing on 
patients care needs. 

Å Using a άwŀǇƛŘ wŜǎǇƻƴǎŜ ±ŜƘƛŎƭŜέ  ǘƻ άǎǘƻǇ ǘƘŜ ŎƭƻŎƪέΣ ǿƘŜƴ ǘƘƛǎ ǳƴƛǘ Ƴŀȅ 
provide little clinical value to the patient (e.g. stroke victim), who then has 
to wait a long time for a conveying ambulance to arrive. 

Å ±ŜǊȅ ƭƻƴƎ ǿŀƛǘǎ ŦƻǊ ƭƻǿŜǊ ǇǊƛƻǊƛǘȅ όάƎǊŜŜƴέύ Ŏŀƭƭǎ ǘƘŀǘ ƴŜǾŜǊǘƘŜƭŜǎǎ ƴŜŜŘ 
assessment and conveyance to hospital, and some of which have time 
dependent problems.



New Clinical Response Model post October 2015

Clinically Focused, Prudent, Safe



Gaining Trust and Being Visible ςthe media  journey

ά!ƳōǳƭŀƴŎŜ 
service fails to hit 
key 999 response 
ǘŀǊƎŜǘ ŀƎŀƛƴέ  

BBC Jan 2014 
(consistent 
headline)

άaƻǊŜ ŀƭǘŜǊƴŀǘƛǾŜǎ ǘƻ 
ŀƳōǳƭŀƴŎŜǎ ƴŜŜŘŜŘέ 

SW Argus Jan 2016
ά!ƳōǳƭŀƴŎŜ ǊŜǎǇƻƴǎŜ 
times exceed target 
for emergency 'red 
ŎŀƭƭǎΨέ 

ITV Jan 2016
ά²ŀƭŜǎϥ 
ambulance 
service meets 
new targets for 
life-threatening 
999 calls 
second month 
ƛƴ ŀ Ǌƻǿ ά 

Wales Online 
Dec 2015

ά!ƳōǳƭŀƴŎŜ 
service has made 
'remarkable 
progress' during 
past year 
following 
criticism, says 
Deputy Health 
aƛƴƛǎǘŜǊ ά 
Wales Online Oct 
2015



Gaining Trust and Being Visible ςthe media journey 


