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A key element of the establishment of the Collaborative
Board is building the necessary relationships and
collective leadership approach to ensure the vision and
objectives of the RMHS are delivered. This paper
includes a proposal for supporting this process.

It is recommended that the Collaborative Board note
the content of this paper and approve the proposal.



Introduction

The development of a Regional Mental Health Service for Northern Ireland is an
ambitious project bringing together leadership from across a range of organisations,
sectors, and interests, each with their own established culture, perspectives, and
approaches, to work collectively in developing a regionally consistent, integrated
system of mental health care to our population.

This will involve an evolutionary process of change to how services operate, directed
and overseen by the collective leadership team which comprises the Regional
Mental Health Service Collaborative Board (RMHSCB) and supported by a system of
care networks. The development of the RMHSCB as a body capable of working
towards a common vision, collectively making, and implementing decisions, is
therefore central to the success of the Regional Mental Health Service.

In this context, it is critical that the Collaborative Board has time and space to begin
the process of building relationships and developing a collective leadership
approach, which will support alignment of members around common visions and
objectives, and enable collaborative working and decision-making.

Initial Proposals for Collaborative Board Development

To support the early development of the Collaborative Board along the lines noted
above, it is proposed to hold 2 one-day sessions with members. The goals of the two
sessions are to assist members choose how they will work together to deliver a
successful RMHS and to develop the capacity as a group to become a collaborative
and functioning unit.

The two one-day sessions will be used to facilitate deep-dive conversations, where
the Board members will get to know each other better and build agreements on how
they will approach making the Board a success. The tasks will ensure practical work
is coupled with meaningful discovery and a reality-based agreement on how to
proceed.

Suggested areas to be addressed during the 2 one day sessions

Clarity of Roles

The Collaborative Board must have an idea of its own purpose and an understanding
of what success looks like. This includes identifying what we know and what we don't
know but need to, and checking what assumptions we are carrying into our roles.

Autonomy
The Collaborative Board needs to have the freedom to think and take decisions on
the big picture level (where this fits into the overall picture) as well as on the



operational level where decisions are implemented. Understanding where there is
autonomy, is key to success.

Working Agenda

The Collaborative Board needs a work plan that is agreed and prioritised. The Board
has an outline of the priorities of the sector and these now need to be turned into an
action plan with clarity for who is responsible for which parts. Turning this agenda
into a practical work plan will bring forward many of the issues covered in this
proposal.

Accountability

Accountability - to whom is the Collaborative Board accountable? How will each
member stay accountable to each other? How will actions be fairly divided so that
each is doing their part and not stepping back to leave others to pick up the work.

Communications

How will reporting work? How can members stay together when difficulties and
disagreements arise as is likely to occur, in a complex environment where resources
are constrained? How should the Board include other parts of the system and how
will each member be responsible for communicating with their own organisation and
sector?

Working Relationships

The Collaborative Board has to foster a good working relationship among the
members so that they have the best chance of delivering against the Terms of
Reference and getting the RMHS up and running. To achieve the sense of common
purpose and collective leadership, the board will need to be able to get to the
important conversations quickly and safely. They can use both tangible actions that
are already proposed and hypothetical scenarios to devise effective ways of working
by confronting what can hinder progress and understanding what it will take to
overcome the hurdles. Putting agreements in place will help them navigate important
issues.

In addition to the areas noted above, it also proposed that the Collaborative Board
use the sessions to complete some initial tasks including reviewing the RMHS
Implementation Plan, including key milestones and deliverables, as well as further
developing the RMHS Delivery Plan.

Timin

It is proposed to hold sessions on 28th February and 26" March 2025 — a ‘save the
date’ diary invite has been issued for these days.



Facilitation

Given the nature of the sessions, it will be important that a skilled facilitator, with
experience and knowledge of organisational development principles is appointed. In
this context and given prior involved in the work of the RMHS, it is proposed that
Michael Donnelly (Second Nature) is appointed to facilitate these sessions.

Next steps
Subject to the Collaborative Board’s approval, work will progress to secure a suitable

venue and to finalise an agenda for session one.



