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EXECUTIVE SUMMARY 
 

1 Purpose and Key Issues 
 
The purpose of this paper is to update the Board on progress in relation to the 
‘Transforming Torrington Together’ Project, a 6 month ‘test of change’ to evaluate 
alternative models of working in the community. 
 
Key issues include: 
 
• The project supports the Trust’s and Northern, Eastern and Western (NEW) Devon 

Clinical Commissioning Group’s vision for services, supporting people to remain 
independent and providing care closer to home. 

• Recent investment in community services in the Torrington area have enabled this 
test of change to take place. 

• Implementation of the project which will remove inpatient beds from Torrington 
Community Hospital from September for the duration of the project. 

• This is not a closure of Torrington Community Hospital and we are exploring other 
services which could be delivered in the hospital 

• A process for engaging staff and stakeholders will be undertaken to ensure we 
evaluate the success of the change 

 
2 Supporting Information  

 
The report is attached. 
 

3 Controls and Assurance 
 
The ‘Transforming Torrington Together’ project has been developed through a working 
group led by the Divisional General Manager for Community Hospitals and in 
partnership with the NEW Devon Clinical Commissioning Group Northern Locality. The 
ongoing project will report through the Northern Devon Healthcare NHS Trust Executive 
Team to the Board, and through the joint Care Closer to Home redesign group with the 
Northern Locality (currently being established) which will provide regular updates to the 
Community Services Delivery Group. 

 
A formal evaluation of the project is being put in place. 
 

4      Legal Implications 
 
The legal implications have been considered and none have been identified. 
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5 Equality and Diversity Implications 

 
The Trust aims to design and implement services, policies and measures that meet the 
diverse needs of our service, population and workforce, ensuring that none are placed 
at a disadvantage over others.  No adverse impacts have been identified from this 
report. 
 
The development of this service should enable more people in the community who 
require support to receive it.  Where a patient does require an inpatient stay in a 
community hospital environment this will be provided in either Bideford or Holsworthy 
community hospital.  Each case will be reviewed in order to confirm that the service has 
been appropriate. 

 
6 Patient, Public and Staff Involvement 
 

The Trust ensures that patients, the public and staff are involved in the decision-
making process when appropriate. Extensive engagement with staff, the public and key 
stakeholders is underway. A detailed plan has been developed to support the 
implementation of the project. 

 
7 Cost Implications  

 
Investment in community services has already taken place. 
 

8     Potential Risk to the Organisation 
 
As with any service change, we anticipate support and also some negative reaction. 
There is potential for adverse publicity within the community. The engagement plan is 
extensive, and being undertaken jointly with NEW Devon Clinical Commissioning 
Group Northern Locality Team. 

 
9 Committee Prompts 

 
• Is the Board assured that the proposals do meet the Trust’s vision and strategic 

direction for community services? 
• Is the Board assured that the process of planning and engagement is robust? 
 

10 Recommendations 
 
The Board is asked to RETROSPECTIVELY APPROVE the temporary closure of 
inpatients beds at Torrington Hospital and continue to SUPPORT the ‘Transforming 
Torrington Together’ project in line with the Trust’s vision. 
 

11 References  
 
Not applicable. 
 

12    Strategic Objectives 
 
The Trust’s Strategic Objectives were reviewed by the Board in February 2012. 
 

x Highest quality x Flexible and multiskilled workforce 
x Sustainable services x Efficient and effective 
x Integrated health and social care  Local provider of choice 
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13     Principal Risks 

 
The Trust’s Principal Risks have been identified through the Trust’s risk management 
processes. They are updated as they are identified by the Risk Management 
Committee. 
 

x Financial planning & management  Clinical records management 
x Strategic & business planning  Leadership & management 
 Workforce numbers  Unsafe behaviour 

x Workforce skills  External demands 
 Procedural management X Partnership arrangements 
 Equipment & facilities arrangements  Communication 
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Transforming Torrington Together 
Update for Board 

 
1. Introduction 
 
Northern Devon Healthcare NHS Trust has a vision which states: 
 

We will deliver local integrated health and social care to 
support people to live as healthily and independently 

as possible, recognising the differing needs of our local 
communities across Devon. 

We have a number of strands of work and service developments to deliver this vision, 
crossing a range of services including community hospitals, complex care teams, and 
specialist community teams. A number of ‘Tests of Change’ are in place across Northern and 
Eastern Devon, focused on supporting people in their own homes, admission avoidance and 
appropriate discharge and onward care to assess the benefits of different models of working, 
and an evaluation of these is underway with an update at the Board on 23rd July. 
 
With our commissioners, NEW Devon Clinical Commissioning Group (CCG), we are looking 
to review the capacity of the services provided across all localities, identifying which services 
are required to meet the needs of the local population, how we improve timely access and 
reduce delays, how we deliver these to achieve a positive patient experience and, 
recognising the financial environment, how we deliver these as efficiently and effectively as 
possible. 
 
The ‘Transforming Torrington Together’ Project is a development to support the vision and 
has been launched jointly with the Northern Locality of NEW Devon CCG. It supports the 
Northern Locality’s developing strategy of ‘Care Closer to Home’. It is a new ‘Test of Change’ 
to add to the portfolio of schemes already in place, to enable us to further improve the way 
we deliver services to the local communities we serve. 
 
2. Rationale 
The Board will be aware that we have identified Torrington for this scheme due to a number 
of significant factors; 
 

2.1 Community Investment 
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Torrington has seen additional investment in community services during the last 12 
months, including district nursing and therapists. The nurses are currently supporting 
about 100 people in their own homes, making 180 face-to-face visits every week and 
we are currently expanding the service to extend working hours to 8am to 8pm seven 
days a week. 
 
We have tripled the number of therapists from seven to 21 whole time equivalents. The 
therapists are supporting 80 individuals, making about 35 visits each week.  
 
This increase in professional resource has meant we have been able to introduce the 
following enhanced services: 
 
 Balance classes to prevent falls at home. 

 Daily rehabilitation (was weekly before). 

 Rapid response to get to a patient quickly and avoid a crisis (which could otherwise 
result in an un necessary admission to North Devon District Hospital). 

 Timely hospital discharges. 

 Discharge co-ordinators. Our new discharge co-ordinators support and promote 
timely discharges from hospital. Their job is to make sure that when someone is 
medically well enough to go home, they can, with the right social care support. 

 Nursing home education programme. Our community nursing service is working with 
local nursing homes to educate their staff in the most common causes of hospital 
admissions. When nursing home staff know how to spot and care for people with 
additional vulnerabilities like diabetes, mobility problems that make them more 
susceptible to pressure ulcers, or urinary tract infections, there are fewer 
unnecessary admissions to hospital. 

 

2.2 Changes in Inpatient Demand 

As a consequence of the community investment we have seen changes to the profile of 
patients in the inpatient service, and also levels of demand. The graph (Fig 1) below 
identifies the change to admissions at Torrington Hospital, which show a trend of 
reducing transfers from NDDH and also reducing direct admissions by GPs. 
 
Looking at the profile of patients in Torrington Hospital it is noteworthy that length of 
stay has recently increased, as have delays to transfers as a number of patients 
recently within the hospital have required placements in supported accommodation, not 
a hospital bed. 
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Fig 1 
 
3. The Project 

The ‘Transforming Torrington Together’ project aims to test the theory that we no longer 
require the 10 inpatient beds within Torrington Hospital; that our community teams have the 
skills, expertise and resource to support people to live independently in their own homes. In 
order for the project to be delivered effectively we would aim to remove the inpatient beds by 
the beginning of September. If there is a patient from the Torrington area who requires 
inpatient care we will look to utilise capacity in Bideford or Holsworthy community hospitals, 
and we will be working with the CCG locality team and social care colleagues to ensure 
prompt access to other kinds of care that is required e.g nursing home or residential home 
placement. 
 
We have ensured full clinical leadership in the project, through senior nursing in the 
community and community hospital, GP leadership from the CCG locality (Dr John 
Womersley and Dr Chris Bowman) and Dr John Coop, Clinical Director for our Community 
Services. 
 
4. Torrington Hospital 

The project does not mean the closure of Torrington Hospital. As part of the ‘test’ we are also 
considering what else can be provided in the hospital to support accessibility to local services 
for the community. This is a real opportunity to develop stronger links with partners who may 
wish to work with us in the hospital. It also offers potential to provide access to health and 
wellbeing services for a greater number of people than the 10 inpatient beds are able to 
offer. 
 
Clearly, with this being a test, we will not be substantially changing the fabric of the hospital 
building, however, we are looking at how we can best utilise available space. The types of 
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enhanced services we are considering for the hospital are; increased physiotherapy, the 
potential for day treatments, and whether there are specific outpatient clinics which could be 
provided.  
 
Steve Hudson, Divisional General Manager for Community Hospitals is leading the project 
work to take this forward. 
 
5. Next Steps 

We have a number of strands of work now in place to deliver the ‘Transforming Torrington 
Together’ project. 
 

5.1 Our Staff 

Clearly this change can be unsettling for our staff. We are therefore working with those 
affected by the changes at Torrington Hospital to ensure they are appropriately 
supported and have alternative options and roles for the duration of the project. These 
may be in other community hospitals or in the local community services. There will be 
no redundancies as a result of this test of change. 
 
5.2 Public Engagement 

We are taking a number of steps jointly with the CCG Northern Locality Team to ensure 
we have good public engagement and involvement. This includes: 
 
 Providing Information on the project – in various formats to ensure accessibility 

 Responding to queries – letters, website enquiries etc 

 Setting up discussion sessions in the community 

 Working with specific community interest groups 

 Asking for feedback on services 

5.3 Evaluation 

It is clear that in order to evaluate this as a test of change, we must develop criteria for 
success at the outset. We are specifically engaging the Town Council in developing the 
evaluation process and criteria with a first meeting on 16th July. 
 
If the aim is to support patients to live independently in their own homes, as a minimum 
the scheme will be assessed under the following headings: 

 Quality Do the services provide a high quality of clinical care to patients? Will 
changes to the services increase their quality and safety?  

 Sustainability Can the services continue to be provided in the future? Are staff 
available to continue to provide the service in the future? Can we train staff to 
meet the needs of the service?  

 Affordability Is the service still affordable and achieving value for taxpayers 
money? Will changes achieve better value for money?  

 Accessibility Is the service easy for people to get to? Will changes improve local 
access to healthcare and reduce travel difficulties? Is this clinically supported?  

 Timescale Can change be implemented in a realistic timeframe?  
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6. Board Action 

The Board is asked to APPROVE the temporary closure of inpatients beds at 
Torrington Hospital and continue to SUPPORT the ‘Transforming Torrington Together’ 
project in line with the Trust’s vision 

 
 
 


