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ports the reconnendaticns 0{ the DESHS
set up by Ministers to conﬁldqr certain
proposed National Blood Authority (RBa).
sse for going beyond the Working

Wipg the DA as Lthe warsoing
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1. This submsission ¥e
renhrnical Working Szgug
operational aspects of the

ton alze consid

st

HEA aéJ the managing BAuthority for the Blood

agre

setting up the
Services.

Backaronnd

. sentenber last year the ﬁgygftmemt consulted the NHS and
iygxm;:ig;; pxoiessiomag medical ba?zeﬁ a?wuﬁ the @xqus&l gg set
up a National alood Authority. The intention was for i?is foTernd haﬁy
to replace the wational Directorate of the National Blood 4
srapsfusion Service (RBTS) as well as  the Central  RBlood
taboratories Authority ({CBLA}. It was proposed that the new
Authority would be the central contractor for blood; the NBA would
9 eollection and processing and then

contract with the RiCs for C st : ;
supply it to hospitals under contract, Ta view of the general ;
tyend Lowards greater devolution in the 8BS, it would have scemed
anomalous to propose centralising the management of the RICs in the é
NEA,

3. The consultation showed widespread support for the principle
af an WPRA haet concerng were expressed about:

corplicated
neive Lo users
= beltween RPCs and

'd ke less ¥

he present contract sysg
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by its proposed role in controlling capital for the RiCs -

some Regional Transfusion Centres {FTCs} which had been
well funded by their Regions were concerned they might

lose oub]

the structure of the HBA ~

c)
the RICs saw the proposals as a takeover by the CBLA and
fearsd that their interests would be subordinated to ¢
those of the nio-Froducts ILeboratory (BPL} and its :
fractionated blood products.
£, tn light of the *cg:zngzz}tatzslon Ministers confirmed their
interes in establishing an influential NBA but  deferved
impleme ation until a pechnical Working Group could resolve the .
operational issues. g;
Weed for the XNBA .; 3
H

5. The primary purpose in introducing a new Falional Blood
puthority is to facilitate changes in the way that the hlood
services operate. The 13 regionally managed Transfusion Cenires
v wariable st of quality and efficiency; there ls

3d the

WK V. |
melards
.

anoand g

cod practice is slow to spread v

"

i B AN e e, i % i s
1987 and resulted in 2 Mational Directorate bLeing set up to ca-
ordinate RIC activities and promote efficlency. However the
waticnal Directorate has had only limited success as it has no
“teath™ in its own right and has to rely on powers of persuvasion.
there is a need Lo set up A central Authority with sufficient power
and the appropriate organisation to make the necessary changes to
improve efficlency in the individval R?Cs, to rationalise the
network as a whole and ensuxe that consistent guality standards are
achisved., ‘There is an egqually pressing need to ensure that the
Regional transfusion network and Bic-Products ZLaboratory which
fractionales plasma supplied by the RICs work together for the
henefit of the NB§ as a whole. There have been tensions betweon
those two sides of the blood service for many years. PS(H} is
invited to ve-confirm the establishment of the NBA.

o

Working Groop Repork

erhnical Working Group is presented at the

&. The report of the T .
roup’ s main cecommendat iong are thats

annex. In summary the G
&y the HBA should pet he the central contpactor for blood;
rategic body for the bleod services
sjectives by promulgating gualily
7y cesting systern. The KBA would not
vesponsibility for the RUICs but
hrough

R
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performance and be empowered to intervene should RICs
fail to meet thelr quality standards or production
targets;

¢} the NBA should have control of capital investment in the
wpCas o that it could develop the RIT network to meet the
national requirements as cost efficiently as possible;

4} the Croup has recommended a balanced membership for the
wnA which would give it the *crm%ihi}ivty it veguires with
all parts of the bloed service.

7. fthe Working Group has also cauvtioned against granting HuS
grust statug to RPCs before the NBA has developed its strategic
plan for the futpre of the network. There could be difficulties if
ihe WBA reached the view that a particular RTC should have a
diminished {or no} ¥ole in the National network if the centre
concerned wag an independent trust,

as Manager of the RIUs

delimeratiorng the

Lo arwume
R g woulid continue te , and not by
the BEA., The model which the Group has rec culd be an
improvement on the present 5ituat'it;::n but the RBRA would have to rely
for its power on the backing of Ministers, the Management Executive
and Fegional Ceneral Managers vather then on statulory autherity,
our legal advisers tell us there would be limited scope for the NHA
to have powers over the RIUs while they remain managerially
responsible to the Regiong.

9. 1n discussion in the Working Group the possibility of direct
management of the RTCs by the KBRA was discussed and was not
rejected outright by wembers from the RICs. Under the Working
Group’s proposals thexe wonld be little scope for Regions to manage
their RFCs in any meaningful way as the NBA would et operating
standards and activity levels and Regions would provide RICs with
1ittle more than pay and personnel services. On the othexr hand
Regions might ecl obliged to exercise wider control and cona into
conflict with Lhe BBA. MNoreovexr it is likely that the role as line
nanager for the RICs will be incompatible with the future rele of
the Regions. For all these reasons we strongly favour direct
management of the RTCs by the NBA. This will also give ithe HBA
power itself to effect the necessary changes in the RTC network and

Le it sore rertain that the HBA will be able to realise the
atial efficiency savings and quality iwmprovements in the RIC

take a little time to devise a
nt of the KPOs and ¥ 31
=pd Teplenaen

i the :
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but with a firm commitment to direct wanagement as socon as possible
and ne later than twelve months after the NBA is established.
puring its initial phase, clearly it would not be able to exercise
fully all the functions envisaged in the Working Group’e report,
Bowever, it could undertake valuable preparatory vork in relation
to such matters as determining the relative performance of RICs,
and the capital needs of the network which could then be acted on
more quickly than if this work were postponed until a directly

managed Authority had been sct up.

11. If Hinister is content with the proposed direct management
role of the NBA, we shall discuss it with RHA Chalrmen and Eegional
General Hanagers. We think they will be content but a few Reglonal
gransfusion Directors may not welcome direct managsment.

BPL’s xole within NHA
12. Ministers decided last year that the Bio~Products Laboratory

should be an integral part of the NBA, The Chalirman of CRLA would
wtill prefex it to have independent status outeside the NEA.

13, Tie CpLA powmissioned consultants in 1991 to advise on the

5O ¥ : Poed cal and
poli consiraints surrounding ithe uvze of the pla ey ived
from unpaid NRES donors made 1t difficult for BPL to operate as
efficiently as thelr commexrcial rivals. In the copsultants’ view
RPL needed the freedom to develop new product ranges using non-
NAS plasma (possibly paid plasma} and to expleit potential new
markets in Burope to utilise the capacity of their plant to the
full.

14. The consultants suggested a rvange of options inclnding
privatisation and Trust status for the BPL. Hinisters decided last
July against any chenge in BPL's status partly beceuse of concern
that it would be seen as selling off part of the KES, or as a
preparatory step in that direction. BPL were instructed to take
appropriate internal weasures to improve cost efficiency and
Ministers confirmed Lhat BPL could both export products surplus to
NBS reguirements and undertake contract fractionisation for third
partics provided the plasma cawe from voluntary unpaid donors.

15, The CRIA will use the opportunilty of the Accountability
Review on 15 October 1392 to press again for a change in BPLs
status. A Trading Fund or HHS Tyust would now be their preferred

model.
Aotion by Office of Faix Trading {OFT)

16, A new factor to be considered
activitiss, The removal of Crown

real

srunity from ;
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following complaints from its commercial rivals. It is concerned
about BPL's exclusive use of NHS plasma, its subsidised price and
its technical monopoly {ie in excess of 25% market share} for scome
praducts.  The OFT is now considering whether it wishes to pursue
these matters and will havs further discussions with officials from
pH and the Department of Trade and Industry.

Discussion of RPL’s Status

17, Hinisters will wish Lo hear the CBLA's views on the BPL stalus
at the Acceuntability Review before making a final decision on its
future inside or outside the NBA,

18. The BPL is at a disadvantage in conpeting with its commercial
rivals becavse of Lhe constraints of the public sector. Its access
to capital to develop new products and update its facilities is
restricted: sensitivities such as those surrounding the use of paid
plasma wake it wore difficult for BPL to wmake full use of its
capscity and thereby reduce costs to the NES.

19, A more independent status even within the public sector. eg
NBS Trust or Trading Fund, would ecase sowe of the difficulties and
BPL management to improve the cost efficiency of

%

1d alzsoe be In ke

put pressure on

14 3 1. TR : i LB
o execut ive funct tor s y1gd

have 4, bat scccuntahle, 11 be vital
for BPL to improve its cost efficlency if it is to compete
effectively with the rivals already in the market and the increased
competition from Eurcpe 1likely to follow the introduction of the
Single Markeh.

20, Powever, while imdependent status for BYL has atiractions in
the medinm term, there are a number of reasons why it would not be
appropriate in the imsediate future:

a) The BFL will need some time to get its finances in order,
bring new products into production and resolve diff ieulties
with its production line. BPL attribute the need for a
subsidy largely to the plasma purchase price but there is also
scope for lmprovement in its own efficiency.

B} Market opportunities for BPL are wost likely to present
themselves in the EC. fhere is a commitment amongst the

menbers to the concept of Community self-sufficlency in blood
products made from voluntary uwnpald donations. This might
displace considerable amounts of commercial products made from
paid donations. {eg GCermany currently imports a large
proportion of its needs.) Some countries might also he
interested in contracting with BPL for fractionation of their

9

srbailn at this et

riunitie

Blood end plasma, Powewver it is
how the policy will develep asd

will materialige,

r such oppo
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c}  wWhatever other opportunities present themselves, BPL will need
a strong position in its home market and access to NBTS plasma
if it is to remain wviable. BPL is only now building s
reputation as a reliable supplier and customer loyalty is
helped by its association with the NBTS. If BPL came to be
seen as just another supplier its sales to the home market
could suffer. BPL needs some time to establish a firm
reputation for the gquality of its products and customer

service.

d}  The way forward in the OFT investigation is uncertain. If BPL
were privatised and their firancial subeidy removed this could
resolve the GFP's concerns but this would make BPL's selling
prices uwneconowic. Some form of independent status for BPL
within the public sector, eg Trading Fund oxr NHS Trust is
anlikely to remove QFT concernsg. 1f RPL were to xetain
exclusive rights to NHS plasma and/or be given favourable
contract terms for fracticnisation for NES needs, compercial
rivals would persist with their allegations of unfairness.

it would bs better for BPL to be an
at least for the next few years, while
ishes a strategic plan for the National

2. In the olroanmstances
integral part of the NBA,
il

the new manag catab)
vlosd se a W & zadre s such 3 s as plasma
i thel be T sed throsgh its Director

w uld he 1o to the NBRA Beard. It would be made a
priovity task for the BPL management to bring the organisation

to financial viability. 9his wosld put it in the best position to
develop pore independently whether as a Trust, Trading Fund or some
other status if oulside cirvecumstances so permitted, The separate
account ing arrangements which new exist for BPL would be continued
within the N8A to ensure clear management accountability fox ite
performance. In summary, we think there would be no additional

advantage at this time in woving BPL towards Agency status.

S

Other WAA Tssues

22. At present the CRLA [and BPL} are located at Elstree and the
Rational Directarate of the NBTS is hased Jn Manchester. Tt would
be poszible to bring them together in the NBA in one ox other site.
Bowever, to do so is likely to be perceived as a tekeover by one
party or the other. 1t would he preferable for the ¥BA to be
located on a nevtral site; this would bave the advantage that the
HEA would be seen more obviously as a new body with a new purpose
and not just a continuation of previocus srrangements. Suabiect to
PS{H}'s agreement, an option appraisal will be carried out eand

preparations made to find a suitable neutlral location within
caeble diviznce of Flestres and cloze 10 he isin oo !
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Togal Aspecis

23. It is intended that the NBA should be set up as a Special
Health Authority with its key functions and powers set out in
gtatutory instruments. These instruments would be subject to the
pegative resolution procedure and would need to be amended when the
NBA assumed direct management responsibility for the RICs.

KBA Funding

24. The NBA will bring together the existing CBLA {including BPL)
and the Nalional Directorate of the KBTS, Bowever as the NBA will
have additional functions there will be increased running costs of
perhaps around £0.4M a year and setting up costs of around £0. 1M,
one of the pain tasks of the NBA will be to promote greater
efficiency in the RIC metwork and savings should be wade over time
Lo more than compensate for the exira costs. In a report to the
KPS Direclorate, vonsultants indicated there could be scope for
savings in the RICs of scveral wmillions a yoar.

2%, At present the UBLA is funded partly by sales income from BPL
roducts and partly by cash limit from the Department; the NBTE
i funded by cash 1limit, Tnitially this mixed
catd b te rontinne for the NEA hut the aim would be

from the s of lood
teo full oost recovery

blood pr =t 8- N :

through prices the NB
RTCs’ apd BPL'g costs and BPL's competitive position in the blood
it seems likely therefore that the cash limit

product market. 7
d out over time but a firm target would be sat.

could only be phase

11y

26, It is recomsended that the taige
estsblishment should be 1 April 1933,
Chairman and senior management in place
essential preparatory work could be undertaken.

t date for the NBA's formal
We would wish to get the
as soon as possible so that

Decisions reguired

27. PS{H) is invited to confiyms

that the National Blood Authority should be established
{para 5}

aj

b} his asoreement te setting up the NBA along the lines

nded by the Technical working CGroup 3n the first

fivie cormitment to move to direct
e DY - Y

o
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vy

d}

)

£)

that subject to the results of a cost appraisal the NBA
should be located at a neutral site (para 22}

that +he HBA should be set up as a Sgecial Bealth
ruthority {para 23}

that the target date for gstablishing the NBA as an
operational unit should be 1 April 1993 ({para 28}

Foture Action

28,

If PS{R} is content that the HBA should go ahead as deseribed

above officials wills

a}

b}

c)

By

I

29,

announcing these decisions.

discuss the proposals with NHS management;
set vp a planning and implementation group for the move
o direct management}

make sourdings for a suitable Chairman and members;

appoint senior managers from amonyg those in CBLA/National
Nireet orate and/oy by open competition as appropriate;

the legisiztlon

arrange for that an option appraisal to be undertaken and
enter into negotlations for a apitable site for the NRA;

consult the staff representatives of those who would be
trapsferred to the new Authority {we are required to do

this}.

At some later stage PS{H)} may need to answer an inspired pQ

GRO-C
oM P Soofield
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