
A Conversation Starter Kit for RraMHIC 
 

Introduction 
Key aims of the Reducing Reliance on Adult Mental Health Inpatient care is to enable pathfinder sites to learn together and draw on combined skills to 

discover, define and design the opportunities for reducing reliance on adult mental health inpatient care, bringing about transformational change that: 

 

 Enhances capacity for effective multi-agency multi-disciplinary leadership and co-design 

 Identifies and uses all forms of data to determine what is needed to strategically plan integrated adult mental health inpatient pathways, and ongoing 
resource needs for inpatient services 

 Diagnoses system and lived experience touchpoints to identify gaps and opportunities  
 Defines the service modelling necessary for recovery-led whole pathway care that reduces avoidable admissions 
 Establishes beneficial governance arrangements between Boards and IJBs with a focus on collaborative relationships developing equal partnerships 

with third sector and community  
 Share innovative models and approaches that improve continuous integrated support and care designed with people with lived experience providing a 

benchmark of good practice  
 

Purpose 
This document aims to provide signposted information (evidence summaries, tools and resources) and key exploratory questions that might support 

transformational change. The information is not exclusive, and we will be encouraging teams to share their knowledge and understanding. 

Pathfinder sites can dip into the document to help them pose the right questions of their system, select methodologies, tools and resources that help make 

sense of the current context and map future models and plans. The document is split into two sections: 

 Section one: Provides some key questions designed to help you work through and understand different elements of system change. 

 Section two: Includes a series of resources that can support reflection on what nationally resonates locally, and you may wish to consider in the 

context of exploring local data and intelligence. 



Section One 
This section considers the key questions to inform new perceptions, new ways of thinking, behaving and acting. The fundamentals of redesign look to: 

1. Ask the right questions. 

2. Understand the context in which transformational change is happening. 

3. Enable conditions for change. 

Alongside the range of questions are suggestions as to what support Healthcare Improvement Scotland can provide – not exclusive but a range of options 

aimed to meet you where you are at as a pathfinder site and support your redesign journey.  

 
Asking the right 
questions 

Understanding the context Creating the conditions Ihub support offer 

Step One 

What are our high-
level outcomes? 
 
Consider: 
Behaviours 
Interactions 
Outputs 

What are the national and local policy 
drivers? Do they matter/why? 

What is our will to change? 
 
How able are we to change? 
 
How will we allow ourselves to change? 
 
What behaviours and culture do we 
want across the system? 
 
Do we have the right people involved in 
creating a transformational system-level 
vision? 
 
What values and change agency to we 
want to support? 

Gathering evidence and analysis 
Stakeholder mapping 

What would transformational change 
look like? 

Visioning 
Psychology of change 

What do we know from engaging with 
communities? 

Red and blue rules 

What does an ideal system look like?  Collaborative Compassionate Leadership 

Is there flexibility in the system to 
provide alternatives to inpatient care? 

Developing user research and 
engagement skills 

Step Two 

What is our starting 
position? 

What is the demand for and why do we 
provide it that way now? 

What partners do you need to engage 
with to understand current context? 

Understanding data and gaps 



How do you know if current pathways 
flow from the point of view of staff and 
people using the services? 
How do you understand what the 
pathway looks like from different points 
of view? 
Who makes up the current system? 

 
Who else? 
 
Who else again? 
 
What other resources/assets can be 
brought into the pathway or better 
utilised to reduce demand? 
 
 

ISM behaviour mapping 
Asset mapping (people and places) 
Stakeholder mapping 

Is there flexibility in the system to 
provide alternatives to inpatient care? 

What are the whole system models for 
providing support to adults in general 
psychiatry? 

Strategic Planning Good Practice self-
assessment 
Readiness for change self-assessment 

Step Three 

What does an ideal 
model of care look 
like? 

What do people with experience using 
services and providers think good care 
looks like? 

How do these ideas map onto current 
provision? 
 
Do these resonate with current local 
strategy? 
 
What are the barriers and enablers in 
making changes along these lines? 

Understanding data 

Does integrated care for this group 
provide better outcomes? 

Space to discuss and analyse 

Ideas around good practice from 
elsewhere 

Step Four 

How does our system 
connect to itself? 

Are there opportunities to create new 
connections? 
Where can connections be made more 
user friendly/ strengthened? 

What are the information sharing 
implications of greater collaboration? 
 
Are there cultural divides you need to 
address?  
 
Are you engagement/partnership 
methods fit for purpose? 

Understanding data 

Are there any informal connections that 
can be formalised? 

Space to discuss and analyse 

Are there opportunities to create new 
connections? 

Ideas around good practice from 
elsewhere 

What planning approaches can help 
transform the system? 

Effective collaboration and creative 
problem-solving 



Step Five 

How do we 
incorporate this into 
planning? 

What intelligence and evidence needs to 
inform our decisions around 
transformation?  

Do you have any skills gaps that need 
filling around good strategic planning? 

Market facilitation  
Red and blues rules 

Who can provide this intelligence and 
collaborate with us? 

Good Practice Framework 

What governance is currently 
cumbersome/ unhelpful and can be 
safely challenged? 

Effective collaboration and creative 
problem-solving 
 

What governance frameworks and 
processes are needed to drive system 
level change? 

Psychology of change to mitigate 
barriers and enablers of change 

 

The ihub will provide an overarching learning system connecting people and learning across pathfinder teams, including: 

 Peer to peer learning from services, NHS Boards and HSCPs across Scotland  
 Facilitated sessions to enable whole system redesign  
 Access to experts in developing equal partnership multi-agency codesign 
 Knowledge, skills development and tools to enable effective leadership, strategic planning and redesign of services. 
 Support with economic evaluations and case studies  
 

We will use online platforms and resources to enable virtual collaboration. 

 

 

 

 

 



Section Two 
This section provides a range of reports that offer different perspectives on mental health services in Scotland.  

These can help surface challenges through asking ‘does this sound familiar?’ and can inform your approach to finding out more about your system, for 

example, what sort of data you might need to collect or what you might want to ask people/stakeholders. 

 

Review of Challenges 

Outlines broad strategic challenges in relation to mental health services. 

These are: 

 Complex governance arrangements 

 Involvement of Third Sector 

 Continuity of care/approaches 

This resource: 

 Provides a range of questions through which you can assess your own position and think about where there are opportunities for improvement.  

 Provides information relating to identified barriers to partnership and co-production 

 Discusses the importance of good information flows, both qualitative and quantitative 

 Highlights the role of information from external partners such as third sector services  

 

Context mapping 

An outline of the strategic drivers of mental health improvement and current activity in this space.  

The context map uses the themes from the Problem Framing report and makes links with strategic drivers and activity that can support activity in this area. 

Review of 
Challenges

Context 
Mapping

Evidence 
Review



This resource: 

 Provides information relating to national change drivers that can be used to build a case for change and engage stakeholders 

 Outlines work occurring in this space that might have existing networks to utilise 

Evidence Review 

 Summary 

 Full review 

A review of literature and evidence centred on four questions about the patient (user?) perspective: 

1. What are the key messages from recent publications relating to reducing the pressure on inpatient beds? 

2. ‘What does good look like’ in relation to mental health inpatient and specialist care? 

3. What type of care can only be provided in an acute hospital setting? 

4. What are published examples of whole system approaches to mental health specialist care? 

The review highlights the importance of taking a recovery approach, how people view the role of inpatient services within a wider system and gives 

examples of whole system approaches to mental health specialist care. 

The information from this review can help you think about how your plans compare to some of the things raised. It can also help you think about the types 

of things that it would be good to know about experiences and views of people in your area.  

This resource: 

 Contains examples of agreements to support joint working 

 Provides information regarding system enablers to good practice 

 Discusses what people want/expect from mental health services 

 Provides information around the types of services/capacity that support a ‘whole system approach’ 

 Contains examples of whole system approaches from elsewhere 

 Information on what people want/expect from mental health services can support options appraisal 

 Discusses the importance of co-production within the delivery of new services 

 

https://ihub.scot/media/8196/inpatient-mental-health-user-experiences-and-service-redesign.pdf
https://ihub.scot/media/8196/inpatient-mental-health-user-experiences-and-service-redesign.pdf

