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1. Executive summary 
 
This paper sets out the proposed approach to developing the joint forward plan and 
planning for 2023/24.  It also recommends principles to apply when planning. 
 
The new statutory arrangements are for integrated care systems to: 

1. Develop an integrated care strategy (responsibility of the Integrated Care 
Partnership - ICP) 

2. Develop a 5-year joint forward plan (responsibility of the Integrated Care 
Board and NHS Trusts within the ICS) 

3. Submit system operating plan returns to NHS England, which could be for 1 or 
2 years, covering activity, workforce, and finance.  

 
The most efficient approach is for the joint forward plan to be the delivery plan for 
both the integrated care strategy and for delivery of NHS England priorities.    
 
The first year of the joint forward plan will be 2023/24 for example, it will set the 
performance targets that will drive activity, workforce, and financial returns for 
2023/24. 
 
There is a short timeframe in which to complete the work in order to submit the first 
draft of the joint plan and 2023/24 planning returns to NHS England in early February 
and guidance has been delayed.  The paper also, therefore, sets out the governance 
arrangements for sign off and seeks delegation where there is a risk of needing 
approval outside of scheduled meetings. 
 
Appendix 2 also highlights the requirements for developing our 2023/24 system 
operating plan with the need to develop our 2023/24 delivery requirements in 
November and December and to develop the first full system 2023/24 operating plan 



 

 

for review by the system executive group by mid-December. A detailed timeline for 
the 2023/24 plan will be issued 16 November 2022. 

2. Recommendations 
 
Members of the board are asked to:  
 

1. Agree the guiding principles recommended at appendix 3  
2. Agree the financial principles recommended at appendix 4 
3. Agree the proposed approach to planning recommended at appendix 5, 

including a full draft system operational plan by mid December.  
4. Delegate authority to SEG to determine the agreed timings for the approval 

processes contained within appendix 6, therefore ensure NHSE 
submissions deadlines are met, sharing the timeline with the CFT, RCHT 
and ICB boards at their December meetings. 
 

3. Confirmation of governance route 
 

☒ Discussed by the System Executive Group (SEG) 

☐ Discussed by the Transforming Care for Cornwall (TC4C) group 

☐ Discussed by the Integrated Care Partnership (ICP) 

☐ Discussed by the System Quality Group 

☐ Discussed by the Joint Health and wellbeing Board (JHWB) 

☐ Discussed by an ICB committee 

 
Key points to note from discussions 
 
The proposed principles and planning approach were developed by system planning 
and financial leads and were discussed at SEG on 14th October (appendices 3-5).   
 
The governance process, (appendix 6), was discussed at SEG on 28 October. 
Members agreed it provided a helpful framework from which to collectively work. The 
version originally reviewed by SEG on 28th October has been updated to include 
additional requirements from a finance perspective. Members recognised that an 
escalation framework may be beneficial which shall be developed during November, 
if needed.  Finalising the agreed framework timescales is considered urgent and 
therefore delegated authority is requested from the Board for SEG to agree these 
and share with the CFT, RCHT and ICB boards at their December meeting. 
 

4. Main report 
 
By functioning as an integrated care system, we can align action between local 
partners to have a greater impact on improving health and care services, on 
improving population health and wellbeing, and reducing health inequalities. 

There is an opportunity to have a more coherent approach to strategy and planning.   

We can have a 10-year Integrated Care Strategy focused on addressing local needs, 
enabling us to  

a) Take a longer-term view of workforce development to meet those needs. 

b) Look at how to realign resources around prevention and early intervention 
over the longer-term. 
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c) Align digital strategy and estates development with a longer-term view of our 
model of care. 

A 5-year joint forward plan will have well-defined, measurable goals with annual 
milestones and trajectories and enables: 

a) A shared delivery plan for the integrated care strategy and NHS England 
priorities. 

b) A 5-year shared view of recovery that can inform detailed plans of individual 
organisations. 

c) A clear direction of travel over a 5-year timeframe for transfer of activity to 
local integrated areas, taking account of digital opportunities and the time 
needed for workforce and estates development. 

 
The first year of the joint forward plan will be 2023/24 and that will inform the annual 
system operating planning returns to NHS England. 
 
An overview of how the Strategy and Plan and planning returns link together is 
provided in a diagram at appendix 1. 
 
We have limited capacity and a very tight timetable in which to develop the joint 
forward plan and prepare operational plan returns to NHS England.   The guidance 
on the joint forward plan has been delayed (now expected mid-November) and 
guidance on 2023/24 planning is expected mid-December with first submissions to 
NHS England due in early February.  The joint forward plan has to be signed off by 
the end of March. An indicative timetable is at appendix 2. 

 
The most efficient approach is to do things together and only do things once and if 
we are to meet the deadlines we need to start now and not wait for the guidance.   If 
the guidance on the joint forward plan is published in time for the Board meeting, we 
will provide a verbal update via a presentation at the meeting. 
 
Guiding principles 
 
To ensure strategies and plans deliver the core purpose of an integrated system and 
help align strategies and plans across organisations so we have consistency of 
purpose, it is recommended that we adopt a set of guiding principles that we all apply 
to strategy development and planning.   These are set out at appendix 3. 
 
Financial planning principles 

Funding is allocated to us as an integrated care system and we have a duty to 
breakeven and not overspend our allocations.  It is recommended, therefore, that we 
have a shared set of financial planning principles. These are set out at appendix 4. 
 
The proposed approach to planning 

A new approach is recommended that is dynamic, all year round, so that any time, as 
an integrated care system, we are horizon scanning, reviewing progress, and can 
respond to any situation at any time with a plan for the next 12 to 24 months.  This 
will give us both a clear sense of direction and the agility to respond at any time to 
requests from NHS England.  The approach is described further at appendix 5. 
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Governance arrangements 

The requirement for the ICB and NHS Trusts to have joint responsibility for a 5-year 
plan is new so the proposed pathway through governance arrangements is set out at 
appendix 6. 

 

5. Appendices 
 

1. Golden thread from the integrated care strategy, through the joint forward plan 
to planning returns for 2023/24. 

2. Timetable 
3. Guiding principles 
4. Shared financial planning principles 
5. The proposed approach to planning 
6. Governance arrangements 

 

For use with private and confidential agenda items only 
 
FOI consideration or exemption*: None - item may be published 
 
Qualified or absolute? None, item may be published 
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Appendix 1 
 
Golden thread from the integrated care strategy, through the joint forward plan to 
annual planning returns.   
 
Note that, due to time constraints, this year work is starting on these in parallel.   The 
integrated care strategy and joint forward plan will continue to be refined during 2023 
and the guidance is expected to recognise that. 
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Appendix 2: Strategy and planning timetable 
(based on latest information at 31/10 all NHS England dates are provisional and could still change) 
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Appendix 3: Guiding principles 
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Appendix 4: Shared financial planning principles 
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Appendix 5: proposed approach to planning 
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Appendix 6: Governance arrangements for the Joint Forward Plan and system 
operating plan submissions 
 
The proposed governance routes between now and March 2023 are given below and are 
illustrative of the requirements.  They shall be developed further during November and re-
presented as part of papers for December board meetings. 
 
1. At November board meetings seek: 

a. Delegated authority for SEG to co-ordinate and provide oversight and assurance 
arrangements for the production of the JFP and JCP. 

b. Approval of the proposed governance arrangements and timelines outlined below. 
(Anticipate the main organisational committee will be the finance, performance and 
commissioning committee for the ICB; CFT and RCHT will also identify their 
committee routes.)  Other ICB committees will be involved for elements of planning 
relating to quality and safety, equality, and workforce. 

2. By 11 November, SEG to agree and propose the JFP priorities– links to Gateway 1 
3. During November, regular updates and papers submitted to each SEG meeting, 

demonstrating progress against the agreed timeline.  A single SEG paper, identifying 
progress, issues, matters for escalation, etc, is submitted to each of the relevant board 
committees.  This may be supplemented by specific individual progress papers too. 

4. December board meetings: 
a. Each board to receive assurance from their appropriate board committee/Chief 

Executive, highlighting any areas of concern. 
b. Outputs from Gateway 1 to be shared and approval sought. 
c. Delegated authority sought for SEG to develop smart objectives, performance 

levels and prioritisation criteria during December and January – links to Gateway 2. 
5. On 9 December 2022, initial smart objectives and performance levels submitted to 

SEG for consideration and prioritisation – links to Gateway 2. 
6. Engagement on the JFP is required and needs to demonstrate linkages to the ICB’s 

integrated care strategy (that will be published in December 2022). The engagement 
process shall be overseen by the ICB’s citizen engagement and equalities committee 
(CEEC).  Therefore, a paper outlining the requirements shall be shared with SEG 
during early December requesting their approval to recommend it to the CEEC 
meeting. 

7. W/c 19 December – SEG progress report, similar to that outlined in (3), produced and 
circulated which recognises many of the relevant board committee members may not 
meet in December. 

8. January Board meetings: 
a. SEG briefing from w/c 19 December is included within board papers, a briefing on 

NHS England guidance and allocations issued in December with implications for 
emerging plans, and a verbal update given which contains any additional 
information in relation to the SEG meeting held on 6 January. 

b. Indicative approval sought for proposed service developments and 
decommissioning areas – links to Gateway 3 with deadline of 20 January. 

9. SEG produces a more detailed paper for its 20 January meeting which shall be used to 
inform individual January committee/early February Board meetings that: 
a. Incorporates on the initial smart objectives and performance trajectories developed 

(Gateway 2) and the proposed pipeline of transformational changes, service 
development, and decommissioning areas (Gateway 3).   

b. Highlights any further recommendations proposed and/or areas of concern or 
matters for escalation. 

10. February Board meetings: 
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a. January SEG/committee progress report submitted to boards for discussion and 
approval of any recommendations. 

b. Areas of concern and/or escalation discussed. 
c. Transformational change, service development and potential decommissioning 

areas discussed, noting the latter will be subject to the appropriate ICB policies and 
procedures. 

d. Delegated authority, in accordance with their own governance requirements, 
requested by each organisation for first draft of operating plan returns on 6 
February, and the JFP initial submission to NHSE w/c 13 February.  

11. February committee meetings: 
a. SEG to share a copy and executive summary of the NHSE JFP submission with 

committees, highlighting any issues for concern or escalation. 
b. Verbal update given on any NHSE feedback received. 
c. Assurance provided that engagement activity is underway in accordance with 

expectations and has been reviewed by CEEC. 
12. March Board meetings: 

a. Similar process to above committee/board meetings expected. 
b. Delegated authority to be agreed by each organisation for the final submission.  

(This is likely to be dependent upon the level of agreement already reached, 
distance from target(s) and/or escalation required.) 

c. Confirmation of any required escalation arrangements needed should the proposed 
submission be outside of the parameters expected by NHSE.  (Expect detailed 
paper to SEG meeting on 17 March 2023 which should be able to confirm all 
outstanding issues, i.e. ability to instigate escalation arrangements by 20 March.  It 
may be prudent for organisations to insert additional provisional meetings in diaries 
for this eventuality.  It might also be helpful to insert at least 1 collective meeting for 
mid/end of March.) 

13. Submission takes place in accordance with NHSE timescales. 
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