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The Rt. Hon. Margaret T h a t c h e r 

Prime M i n i s t e r , 

10 Downing S t r e e t , 
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Dear Prime M i n i s t e r , 


In response t o your r e q u e s t f o r my p e r s o n a l views on the 

s a l i e n t f e a t u r e s n e c e s s a r y t o improve the N a t i o n a l H e a l t h 

S e r v i c e I am a t t a c h i n g a r e p o r t h i g h l i g h t i n g the problems 

which are c a u s i n g me c o n s i d e r a b l e c o n c e r n . 


I s h a l l be as b r i e f as p o s s i b l e ; however, I b e l i e v e t h e s e 

fundamental i s s u e s so i m p o r t a n t t o the f u t u r e of both the 

p u b l i c and p r i v a t e s e c t o r s t h a t I would be happy t o 

e l a b o r a t e i n d i s c u s s i o n . 


FUNDAMENTAL STRUCTURE 


The f o l l o w i n g i s an over s i m p l i f i e d account but the N.H.S. 

does r e q u i r e s i m p l i f i c a t i o n . Let me say at the o u t s e t t h a t 

i t i s my f i r m b e l i e f t h a t q u a l i t y c a r e i n the N.H.S. can be 

a c h i e v e d w i t h o u t s u b s t a n t i a l a d d i t i o n a l f i n a n c e . 


The N.H.S. must be approached as any o t h e r major b u s i n e s s . 

Too much nonsense has been t a l k e d and i s s t i l l b e i n g t a l k e d 

by p e o p l e who have a t o t a l l y u n r e a l i s t i c a t t i t u d e towards 

the achievement o f the end p r o d u c t . I n o r d e r t o p r o v i d e 

q u a l i t y c a r e i t i s e s s e n t i a l t o have q u a l i t y c o n t r o l . 

T h e r e f o r e , the N.H.S. must be ta k e n out o f p o l i t i c s . 


T h i s would be b e s t a c h i e v e d by s e t t i n g up a N a t i o n a l H e a l t h 

Board under the c o n t r o l of a C h i e f E x e c u t i v e who has a 

proven b u s i n e s s r e c o r d . T h i s p e r s o n would be d i r e c t l y 

r e s p o n s i b l e t o the S e c r e t a r y o f S t a t e . 
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The N a t i o n a l H e a l t h Board, which he would C h a i r , would have 

r e p r e s e n t a t i v e s from the m e d i c a l , d e n t a l , n u r s i n g , l e g a l and 

a c c o u n t i n g p r o f e s s i o n s , the Trade Unions and r e p r e s e n t a t i v e s 

of the community who have an i n t e r e s t i n the h e a l t h o f the 

n a t i o n . I t s r e s p o n s i b i l i t i e s would be t o determine the 

p h i l o s o p h y , p o l i c y and f i n a n c i a l d i s t r i b u t i o n w i t h i n the 

S e r v i c e . I t would a l s o be n e c e s s a r y to agree w i t h government 

the b a s i s and l e v e l o f f u n d i n g o f the S e r v i c e as a whole. 


Such a Board would ensure c o n t i n u i t y o f f o r w a r d p l a n n i n g 

and i t s back up s t a f f would have top management e x p e r i e n c e 

w i t h i n the N.H.S.. T h i s would be a p r e f e r a b l e o p t i o n t o the 

invo l v e m e n t o f the D.H.S.S. which, i n the main, c o n s i s t s o f 

c a r e e r C i v i l S e r v a n t s w i t h o u t p r e v i o u s h o s p i t a l e x p e r i e n c e . 


DECENTRALISATION 


In d i r e c t l i n e w i t h t h e N a t i o n a l H e a l t h Board would be 

no more than 30 r e g i o n s throughout B r i t a i n , each under the 

c o n t r o l o f a R e g i o n a l E x e c u t i v e O f f i c e r . I t i s a b s o l u t e l y 

i m p e r a t i v e t o e l i m i n a t e the p r e s e n t 'management by consensus' 

approach which has proved so i n e f f i c i e n t and f r u s t r a t i n g 

over the p a s t few y e a r s . 'Management by consensus' slows 

down d e c i s i o n making and i s a v e h i c l e o f compromise. An 

o r g a n i s a t i o n a d o p t i n g such an approach can never hope to 

succeed. 


T h e r e f o r e t h i s R e g i o n a l E x e c u t i v e O f f i c e r would have, not 

a committee, but e x p e r t s a v a i l a b l e i n ev e r y f i e l d who 

would be c a l l e d upon by him i n a c o n s u l t a t i v e c a p a c i t y . 

W i t h i n h i s r e g i o n he would be t o t a l l y r e s p o n s i b l e and have 

c o n t r o l o v er a l l h o s p i t a l f a c i l i t i e s and community h e a l t h 

s e r v i c e s . He would have a number o f a s s i s t a n t s depending 

upon the number o f h o s p i t a l s w i t h i n h i s r e g i o n . T h i s would 

c r e a t e a v a s t l y improved management s t r u c t u r e . 


GRASS ROOTS 


D i r e c t l y r e s p o n s i b l e to each R e g i o n a l E x e c u t i v e O f f i c e r 

would be the most s e n i o r p e r s o n i n charge of the h o s p i t a l 

and i t s s m a l l s a t e l l i t e s , p r e v i o u s l y c a l l e d 'The A d m i n i s t r a t o r ' , 

but c a l l e d by m y s e l f the 'Managing D i r e c t o r ' f o r the 

f o l l o w i n g reasons: 
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1. He would have complete c o n t r o l of a l l h i s v a r i o u s departments 

such as n u r s i n g , r a d i o l o g y , p a t h o l o g y , c a t e r i n g , 

housekeeping, b u s i n e s s o f f i c e , and so on, and the heads 

of t h e s e departments would be d i r e c t l y r e s p o n s i b l e t o 

him. 


2.	 In o r d e r f o r him t o make h i s h o s p i t a l f u n c t i o n t o i t s 

b e s t advantage he would a l s o be r e s p o n s i b l e f o r the 

v a r i o u s m e d i c a l a n c i l l a r y s e r v i c e s w i t h i n the v i c i n i t y 

of h i s h o s p i t a l such as a n t e - n a t a l c l i n i c s , d i s t r i c t 

n u r s e s , d i s t r i c t midwives, 'meals on wheels', e t c . 

T h i s would be a more e f f i c i e n t and more r e a l i s t i c 

c o n t r i b u t i o n t o the community h e a l t h s e r v i c e s w i t h i n 

h i s p r e c i n c t . 


COMMUNICATIONS 


There would be a s t r e a m l i n e d communication system, programmed 

by modern computers, which w i l l c r e a t e a r a p i d i n t e r c h a n g e 

o f e s s e n t i a l i n f o r m a t i o n between the R e g i o n a l E x e c u t i v e O f f i c e r 

and a l l h i s Managing D i r e c t o r s w i t h i n the r e g i o n . Emphasis 

would be p l a c e d on performance and the m o n i t o r i n g o f r e s u l t s 

and t h e r e would be p e n a l i t i e s and bonuses awarded a c c o r d i n g l y . 


QUALITY CONTROL 


The emphasis i n m o n i t o r i n g would be t w o f o l d ; q u a l i t y o f 

care and management performance. The a c t i v i t i e s of the 

N a t i o n a l H e a l t h Board would be m o n i t o r e d by a S e l e c t Committee 

of the House of Commons, C h a i r e d by the S e c r e t a r y o f S t a t e . 

The Board, i n t u r n , would m o n i t o r R e g i o n a l E x e c u t i v e O f f i c e r s 

who, i n t u r n w i t h t h e i r team of s p e c i a l i s t c o n s u l t a n t s , 

m o n i t o r the performance of the Managing D i r e c t o r s o f h o s p i t a l s 

i n each r e g i o n . P r o p e r s a n c t i o n s a g a i n s t poor performance 

throughout the S e r v i c e must be b u i l t i n t o the system. 


THE	 MEDICAL PROFESSION 


The a t t i t u d e of my c o l l e a g u e s , which f r a n k l y has been 

a c c e p t e d w i t h o u t q u e s t i o n s i n c e the i n c e p t i o n o f the N.H.S., 

needs t o be re-examined i  f the m e d i c a l p r o f e s s i o n i  t to reach 

i t s f u l l p o t e n t i a l w i t h i n the h e a l t h s e r v i c e . 


They must develop w i t h i n the p r o f e s s i o n t h e i r own methods 

f o r m o n i t o r i n g the e f f i c i e n c y and a p p l i c a t i o n of t h e i r m e d i c a l 

c o l l e a g u e s w o r k i n g w i t h i n the N.H.S. at a l l l e v e l s . 
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For example, c o n s u l t a n t s w o r k i n g i n the h o s p i t a l s must 

s a t i s f y t he R e g i o n a l E x e c u t i v e O f f i c e r and h i s team o f 

m e d i c a l a d v i s e r s t h a t they a r e g i v i n g v a l u e f o r money. 


I t i s not d i f f i c u l t f o r i n f o r m a t i o n t o be g a t h e r e d by the 

N.H.S. management as t o how much time and throughput i s 

e f f e c t e d by c o n s u l t a n t s . T h i s would not then be a m a t t e r 

of o p i n i o n , which c o u l d arouse resentment, but would be 

a ma t t e r o f f a c t . 


There s h o u l d be a s i m i l a r m o n i t o r i n g o f the work o f g e n e r a l 

p r a c t i t i o n e r s but t h i s i s more d i f f i c u l t t o a c h i e v e . However, 

i t s h o u l d be compulsory f o r g e n e r a l p r a c t i t i o n e r s t o a t t e n d 

r e g u l a r r e f r e s h e r c o u r s e s and t o tak e r e g u l a r e x a m i n a t i o n s , 

say, every t h r e e t o f i v e y e a r s t o a s s e s s t h e i r c u r r e n t knowledge 

of what f a c i l i t i e s a r e a v a i l a b l e w i t h i n the N.H.S. and how 

be s t they can use them f o r the b e n e f i t o f t h e i r p a t i e n t s . M e r i t 

awards s h o u l d a l s o be s u p p l i e d t o the g e n e r a l p r a c t i t i o n e r . 


F i n a l l y , I would recommend t h a t g e n e r a l p r a c t i t i o n e r s s h o u l d 

be r e q u i r e d t o take a more a c t i v e r o l e i n t h e i r l o c a l 

h o s p i t a l s w i t h t h e i r compensation based on a f e e f o r s e r v i c e 

b a s i s . T h i s would b e n e f i t b o t h the g e n e r a l p r a c t i t i o n e r 

and h e l p c o n s i d e r a b l y the s t a f f i n g o f the h o s p i t a l s . 


PAY BEDS 


T h i s s u b j e c t must be l o o k e d a t from t h r e e p o i n t s o f view; 

the p a t i e n t , the c o n s u l t a n t and the pe o p l e r e s p o n s i b l e f o r 

p r o v i d i n g a l t e r n a t i v e h o s p i t a l f a c i l i t i e s . 


1. The P a t i e n t 


P r i v a t e p a t i e n t s no l o n g e r r e l i s h the thought of o c c u p y i n g 

a pay bed i n the N.H.S.. Many have e x p e r i e n c e d embarrassment, 

sometimes harrassment, n e i t h e r o f which are c o n d u c i v e t o 

the peace o f mind n e c e s s a r y f o r t h e i r r e c o v e r y . 


2. The C o n s u l t a n t 


The c o n s u l t a n t w i l l always p r e f e r u s i n g h i s N.H.S. 

h o s p i t a l f o r h i s p r i v a t e p a t i e n t s . I t i s more c o n v e n i e n t , 

he has no j o u r n e y i n g t o make, he a l s o has h i s 

own s t a f f o f d o c t o r s , t e c h n i c i a n s , n u r s e s , e t c . w i t h 

whom he works. However, the pe o p l e who sup p o r t him i n 

the N.H.S. h o s p i t a l work f u l l - t i m e , are p a i d f u l l - t i m e 

by the N.H.S., and s h o u l d be g i v i n g t h e i r f u l l time t o 

the N.H.S.. By t a k i n g p r i v a t e p a t i e n t s out of the N.H.S. 
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h o s p i t a l s i t w i l l remove the one j u s t i f i a b l e c r i t i c i s m 

t h a t e x i s t s at p r e s e n t . I t w i l l a l s o a v o i d an unnecessary 

c o n f r o n t a t i o n w i t h the u n i o n s . 


3 . The P r i v a t e S e c t o r 


Under the l a s t government p r i v a t e m e d i c i n e s t a r t e d t o 

develop r a p i d l y because, f i n a l l y s t a b i l i t y and s e c u r i t y 

had been c r e a t e d and thus c o n s i d e r a b l e i n v e s t m e n t 

c o u l d be co n t e m p l a t e d w i t h c o n f i d e n c e . 


The p r i v a t e s e c t o r was no l o n g e r i n the hands o f l o c a l 

government o f f i c i a l s , employed by the N.H.S. and o f t e n 

o p e n l y a n t a g o n i s t i c t o p r i v a t e m e d i c i n e . 


The c r e a t i o n o f the H e a l t h S e r v i c e s Board ensured a 

f a i r and i m p a r t i a l a t t i t u d e which l o c a l H e a l t h 

A u t h o r i t i e s cannot guarantee because o f l o c a l p o l i t i c a l 

p r e s s u r e s . Thus the H e a l t h S e r v i c e s Board at l e a s t 

e n sured t h a t l o c a l government c o u l d o n l y r e j e c t p r o p o s a l s 

on p u r e l y town p l a n n i n g c o n s i d e r a t i o n s and not p o l i t i c a l 

ones . 


I t t a k e s f i v e y e a r s t o produce a modern h o s p i t a l . A 100-bed 

h o s p i t a l , f u l l y e q uipped a t tod a y ' s p r i c e s c o s t s 

a p p r o x i m a t e l y £5 m i l l i o n and when f i n i s h e d n e a r e r £8 m i l l i o n . 

I t i s t o t a l l y u n r e a l i s t i c , t h e r e f o r e , t o b e l i e v e t h a t the 

p r i v a t e i n v e s t o r i s g o i n g t o c o n s i d e r b u i l d i n g p r i v a t e h o s p i t a l s 

i n c o m p e t i t i o n w i t h the N.H.S., e s p e c i a l l y i n view of the 

comments I made e a r l i e r r e g a r d i n g c o n s u l t a n t s . The 

v i a b i l i t y o f these e x p e n s i v e p r o j e c t s depends e n t i r e l y 

on what o t h e r p r i v a t e beds are a v a i l a b l e i n the v i c i n i t y . 


P r i v a t e e n t e r p r i s e has t o take i n t o account the next t e n 

to twenty y e a r s i n any major i n v e s t m e n t , which i s beyond 

the e x p e c t e d l i f e o f most governments. I t goes w i t h o u t 

s a y i n g , however, t h a t where pay beds o r a n c i l l a r y 

departments cannot be r e p l a c e d e c o n o m i c a l l y by the p r i v a t e 

s e c t o r then these must remain. 


INDUSTRIAL RELATIONS 


The e s t a b l i s h m e n t o f a N a t i o n a l H e a l t h Board would e n a b l e 

a l l m a t t e r s r e l a t i n g t o pay and c o n d i t i o n s o f s e r v i c e t o be 

taken out of the c e n t r a l government arena. T h i s s h o u l d h e l p 

t o m i n i m i s e the d e s i r e of Trade Unions t o p l a y p o l i t i c s . A 

n o - s t r i k e agreement s h o u l d be g i v e n p r i o r i t y . The p r e s e n t s o 
c a l l e d "bonus" schemes are not t r u l y performance r e l a t e d and 
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hence w a s t e f u l o f r e s o u r c e s . A new b o n u s / i n c e n t i v e award 

r e l a t e d t o the achievement of c o s t e f f e c t i v e n e s s s h o u l d be 

n e g o t i a t e d . 


HOW THE PRIVATE SECTOR CAN HELP THE PUBLIC SECTOR 


There are numerous ways t h a t t h i s can happen. From a c o s t 

e f f e c t i v e p o i n t o f view t h e r e can be c o n s i d e r a b l e s a v i n g s 

of N.H.S. r e s o u r c e s by e x t e n d i n g c o n t r a c t u a l arrangements to 

the p r i v a t e s e c t o r . 


H o l l a n d and Norway have a l r e a d y found t h a t i t i s cheaper to 

send t h e i r p a t i e n t s t o t h i s c o u n t r y f o r major h e a r t s u r g e r y . 


The p r i v a t e s e c t o r can o f f e r a range of s e r v i c e s t o the N.H.S., 

f o r example, management c o n s u l t a n c y , m e d i c a l and f i n a n c i a l 

systems, c o m p u t e r i s e d h o s p i t a l d e s i g n and f u n c t i o n a l l a y o u t , 

maintenance programmes. Many more of t h e s e can be l i s t e d . 


The p r i v a t e s e c t o r s h o u l d c o n t r i b u t e t r a i n e d p e r s o n n e l by 

e s t a b l i s h i n g t r a i n i n g c o l l e g e s f o r n urses and t e c h n i c i a n s 

and to a l e s s e r e x t e n t d o c t o r s . 


When the p r i v a t e s e c t o r o f f e r s s e r v i c e s t h i s has the advant

age of c o s t e f f e c t i v e n e s s as p r i v a t e e n t e r p r i s e , u n l i k e the 

N.H.S., must have r e g a r d t o the l e v e l of i n v e s t m e n t , p r o t e c t i o n 

of a s s e t v a l u e s and the need t o a c h i e v e q u a l i t y o f s e r v i c e 

w i t h i n a p r i c e s u b j e c t t o market c o n s i d e r a t i o n s . 


I can h a r d l y b e l i e v e t h a t recommendations are now b e i n g made 

t h a t v o l u n t a r y o r g a n i s a t i o n s w i t h o u t any p r o f e s s i o n a l 

e x p e r t i s e whatsoever may be asked t o a d m i n i s t e r h o s p i t a l s 

on a " d o - i t - y o u r s e l f " b a s i s . The r e s u l t s w i l l be c a t a s t r o p h i c . 


CONCLUSION 


I f some of the p r i n c i p l e s t h a t I have advocated are c o n s i d e r e d 

worthy i t w i l l be n e c e s s a r y t o i n v e s t i n t r a i n i n g programmes 

f o r the e x p e r t i s e t h a t w i l l be r e q u i r e d i n making the s e r v i c e 

a s u c c e s s . T h i s i s the o n l y a r e a where e v o l u t i o n and not 

r e v o l u t i o n s h o u l d a p p l y . 
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I u n d e r s t a n d t h a t you asked f o r my p e r s o n a l views and t h a t 

t h e s e views c o u l d be e x p r e s s e d f r a n k l y i n c o n f i d e n c e { i n 

which case I would l i k e t o say t h a t so much nonsense has 

been t a l k e d about the r e - o r g a n i s a t i o n o f the N.H.S. 

and so many schemes are now b e i n g mooted, which are not 

p r a c t i c a l , and I do urge you w i t h the g r e a t e s t r e s p e c t t o 

g a t h e r around you a d v i s e r s w i t h t h e i r f e e t on the ground and 

who have a proven t r a c k r e c o r d o f s u c c e s s i n the o r g a n i s a t i o n 

and management o f a major i n d u s t r y . 


With k i n d e s t p e r s o n a l r e g a r d s , 


Yours s i n c e r e l y , 


S t a n l e y B a l f o u r - L y n n 



