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MEETING OF THE EXTRA-ORDINARY BOARD OF DIRECTORS HELD IN PUBLIC
ON THURSDAY, 29 JANUARY 2026 AT 10.30 — 12.00
VENUE: BOARD ROOM, TAVISTOCK CENTRE AND VIRTUAL

AGENDA

26/01/ Agenda ltem Purpose Lead Format Time Report

Approval Verbal Assurance
Discussion Enclosure

Information ratmg

Assurance

OPENING ITEMS

001 Welcome and Apologies for Chair \Y, 10:30
Absence

002 Confirmation of Quoracy Chair \%

003 Declarations of Interest Chair \Y,

004 Notification of any urgent items of Chair \%

business requiring discussion
CORPORATE REPORTING (COVERING ALL STRATEGIC AMBITIONS)

005 Merger by Acquisition Approval Rod Booth, E 10:35 | Limited[]
Transaction Director of Partial
Strateqgv and Adequate O
9y N/A O

Business
Development

CLOSING ITEMS

006 Any other business (including Discussion | Chair V 11:55
any new risks arising during the

meeting): Limited to urgent business
notified to the Chair and/or the Trust
Secretary in advance of the meeting

007 Reflections and Feedback from Discussion | Chair V
the meeting

DATE AND TIME OF NEXT MEETING

008 Thursday, 26 March 2026 at 10.00 — 13.00.

The public are excluded from the meeting due to the confidential nature of the business to be
discussed.



EXTRA-ORDINARY MEETING OF THE BOARD OF DIRECTORS IN PUBLIC — Thursday, 29th

January 2026

Report Title: Merger Transaction — Full Business Case Sign-off

Agenda No. 005

Report Author and |Rod Booth, Director of Lead Executive Michael Holland, Chief
Job Title: Strategy Director: Executive Officer
Terry Willows, Interim Director
of Corporate Governance
Appendices: Annex A — NLFT-TPFT Transaction Summary Slides

Executive Summary:
Action Required:

Annex D — Joint Application Letter
Annex E — TPFT Trust Board recommendation to the Council of Governors

Approval Discussion L1  Information [ Assurance [

Situation:

This paper provides an update summarising the progress made towards, and
preparation for, the merger by acquisition of Tavistock and Portman NHS
Foundation Trust by North London NHS Foundation Trust. It also describes the
suite of supporting documents required to proceed with and approve the
proposed merger transaction.

The Board is asked to note the preparations made for the merger, and review
and approve the signing and submission of the documents, and in doing so,
confirming the final submission of the application to merge the trusts and create
the enlarged North London NHS Foundation Trust.

These documents can only be signed and submitted formally to NHS England
once both trust’s Council of Governors have taken their statutory merger
decisions. Board approval is therefore sought subject to those approvals being
obtained.

Background

Following Board consideration in June 2025, the Strategic Outline Case (SoC)
for the Trust merger by acquisition with the North London NHS Foundation Trust
was submitted to NHSE. Subsequent integration planning, including NHSE
challenge meetings in July, led to SoC approval in July 2025. This authorised
progression to the Full Business Case (FBC) stage.

Much work has been undertaken with full completion of the Full Business Case,
Children and Young People (CYP) Patient Benefits Case and Post-Transaction
Implementation Plan (PTIP) and these are now ready for submission. The Joint
Merger Transition Programme Board and governance arrangements continue to
oversee the programme, reporting directly to the Trust Executive Leadership
Team and through to Board. The slide pack attached summarises progress that
has been made towards the merger by acquisition and the benefits the merger
is designed to achieve.

A summary of the FBC, CYP and PTIP is detailed below:

o Full Business Case (FBC) — as the central document to the application, this
document builds on the rationale previously provided in the Strategic Outline
Case. It covers in detail the background of both Trusts, why change is
needed and an overview of how services and functions will run differently as
an enlarged Trust. The Children and Young People’s Business Case




attached as part of the supporting pack demonstrates service user benefits
for this priority pathway.

o Post-Transaction Implementation Plans (PTIP) — shows how the enlarged
Trust will deliver the merger successfully and realise the benefits outlined in
the FBC. It is intended to act as a practical tool to aid the delivery of Day 1,
Day 30, Day 100 activities, and beyond. This document was created in
collaboration with nominated workstream leads from across core business
functions and services. (A detailed programme plan underpins this document
and is used by the workstreams on a day-to-day basis to support delivery of
plans.)

The details outlined in these application documents together make up our case
for the merger by acquisition. On receipt of our final transaction application
documents, NHSE will finalise their report to be submitted to the NHSE
Resources Strategic Group. Following this, papers will ascend to the
Department of Health and Social Care (Secretary of State) for approval and
issuing the Grant of Acquisition.

Should this receive approval from NHSE and the Secretary of State, the
enlarged NLFT (incorporating TPFT's workforce, property, assets, and
liabilities) will formally come into existence from 15t April 2026.




Final Transaction Documents — Overview

Significant preparations have been made for the planned merger by
acquisition of TPFT by NLFT on 1 April 2026. Annex A sets out those
preparations, and the expected benefits that the merger by acquisition will
deliver.

The table below sets out the documents that are required to be submitted to
NHS England to complete the merger transaction process and provides a
description of each document, noting the action required of each Trust's

Board:

Board Certification All trusts undertaking material and significant This was

(Annex B) transactions should complete Board certification as approved by
part of the transaction process, and in doing so the NLFT
acknowledge the risks, assets and liabilities being Board at its
assumed in the new merged trust. For merger, both extraordinary
parties should jointly make the Board certification. meeting on 16

January 2026

Joint Letter This document provides the joint application letter to To approve

Application NHS England by both Trusts for the merger

(Annex D) transaction between both organisations.

TPFT Trust Board The Council of Governors have a role in approving the | To approve

recommendation to
the Council of
Governors

(Annex E)

merger transaction. In deciding whether to approve a
transaction, governors are deciding whether the Board
of Directors have:

* been thorough and comprehensive in reaching its

proposal (undertaken proper due diligence); and

* obtained and considered interests of trust members,
public, staff and stakeholders as part of the decision-
making process.

The Council will consider this resolution at an
extraordinary meeting on 18 February 2026.

Assessment:

Service users/ carers/ staff: Service users, their carers and a wide range
of staff have been engaged through the development of the core application
documents, particularly the CYP Business Case as the Priority pathway.
Children and Young People, their families and carers have been engaged in
the development of the CYP Patient Benefits Case and their views and input
have been used to shape and design the details. Staff from TPFT will transfer
to NLFT under Transfer of Undertakings (Protection of Employment) (TUPE)
arrangements.

Financial implications: The financial case underpinning the merger
application is set out in the full business case that has been submitted to
NHSE. The Board Certification confirms that the implementation plan for the
merger contains deliverable financial benefits which outweigh the costs of
the transaction over the medium term.

Legal and regulatory implications: The merger will be implemented by
virtue of an acquisition by NLFT of TPFT under s56A of the National Health
Service Act 2006. The transfer of TPFT’s assets and liabilities to NLFT will




be affected by the Statutory Order (grant of acquisition) granting the merger
application.

Risks: The successful management of risk is fundamental to delivering a
successful merger. A full due diligence process has been undertaken and
has identified a number of risk areas for which mitigation actions are in place
as part of integration planning. A detailed risk log has also been monitored
on an ongoing basis through the Joint Merger Transition Programme Board
via Executive Management Committee, and those risks have been
monitored and reviewed through the Programme Board.

Quality and Safety implications: Initial Quality Impact Analysis (QIA)
assessments have been drafted for the CYP clinical care pathway changes
described in the application documents. The QIA process is following the
existing governance processes established in the Trust. The completed
QIlAs will be sent to the Chief Medical Officer and Chief Nursing Officer for
review. Any resulting actions to mitigate impacts and/or risks identified in the
QIA process will be built into the programme management process as
specific milestones to be tracked and managed under the integration plan.

Equality, diversity and human rights: Initial Equality Impact Analysis (EIA)
assessments have been drafted for the merger as part of the planning for the
Secretary of State submission stage. This process is being overseen by the
NLFT Associate Director for Equality, Diversity and Inclusion working closely
with TPFT colleagues. Any resulting actions to mitigate impacts and/or risks
identified in the EIA process will be built into the programme management
process as specific milestones to be tracked and managed under the
integration plan.

Key
recommendation(s):

Trust Board is asked to review and APPROVE the signing and submission of
the documents, and in doing so, confirming the final confirmation of the
application to merge the Trusts and create the enlarged North London NHS
Foundation Trust. Note that, in parallel with these approvals, NLFTs Board will
also have to approve the key submission documents. Both sets of Trust
governors will then need to take their statutory decisions in relation to the

merger.
Implications:
Strategic Ambition:
Providing To enhance our Developing Developing a Improving value,
outstanding patient |reputation and partnerships to culture where productivity,
care grow as a leading |improve population [everyone thrives |[financial and
local, regional, health and building |with a focus on environmental
national & on our reputation  |equality, diversity |sustainability
international for innovation and |and inclusion
provider of training |research in this
& education area
Relevant CQC Safe Effective Caring Responsive Well-led

Quality Statements
(we statements)
Domain:

Alignment with
Trust Values:

Inclusivity



https://www.cqc.org.uk/assessment/quality-statements
https://www.cqc.org.uk/assessment/quality-statements

Link to the Risk

BAF CRR [ ORR O

Register: BAF 5: Risk of non-delivery of a sustainable future for the Trust care, education
and training offer via delivery of a medium-term financial plan and merger with
the North London Foundation Trust
The Merger Programme Board has developed a Risk Log which reflects all the
identified risks to the Merger Programme and mitigation and is linked to the
Trust BAF.

Legal and Yes No [

RegL.llatc_)ry . Capsticks have been appointed as Trust legal advisors in support of the

Implications: »
merger due diligence process.

Resource Yes [ No

Implications:

There are no resource implications associated with this report.

Equality, Diversity
and Inclusion (EDI)
implications:

Yes O No

There are no EDI implications associated with this report.

Freedom of
Information (FOI)
status:

Assurance Route -
Previously
Considered by:

Reports require an

guide the
discussion:

This report is disclosable under the FOI|OThis paper is exempt from

Act. publication under the FOI Act which
allows for the application of various
exemptions to information where
the public authority has applied a
valid public interest test.

None

Limited Assurance: Partial L1 Not
assurance rating to BLEICEICE I8 Assurance: applicable: No
E LRI = [ =Ne| Bl There are gaps in assurance is
action plans assurance required




NHS

The Tavistock and Portman
NHS Foundation Trust

NLFT-TPFT
Merger by Acquisition



Merger by Acquisition Plan on a Page — Go Live 1 April 26

Strengthened TPFT Clinical Services Integration aim to g0 Stabilising TPFT Redesign of corporate

financial position As 6" Care Group faster and further Education offering services

* TPFT, England's second-smallest NHS provider, faces unsustainable financial * The NHS faces surging * A ‘lift and shift’ approach TPFT clinical services in the short-term,
pressures, with a significant underlying deficit, exacerbated by service demand, health ensuring continuity of service provision, quality and leadership.
decommissioning. Its small-scale limits independent recovery. inequalities, and workforce * The longer-term ambition is to more comprehensively integrate

* North Central and North West London ICB merger on 1 April 26 is expected to shortages. TPFT into the NLFT operating model. This will allow for greater
enhance MH services; and reduces ICB MH providers from three to two. * Together, we can drive the consistency and equity in how MH services are delivered across

» Together we can support greater stability, use resources more effectively. shift to community-based, NCL.

* We can stabilise, sustain and grow the unique education function with digital, and preventative * As a sixth clinical care group, TPFT will be governed in the same
focused effort. care, offering consistent manner as the existing five care groups.

Options Appraisal
« Independent reviews concluded the TPFT financial « Global leader in patient-centred mental health, * Financial stability and operational efficiency: Stabilising, sustaining and
position is unsustainable’ making merger pioneering integrated care, training, and then growing clinical and education services. Drives cost savings
essential. education. * Enhanced Clinical Care: Delivers integrated, patient-centred services
* Following an Eol process, NLFT were identified as + Streamlined operations, empowers staff, and with expanded specialisms.
the optimal merger partner. establishes a QI Centre of Excellence. » Leading Research Hub: Establishes a world-class mental health
* Through a collaborative process, both Trusts have + National psychotherapy growth and best-in-class research centre.
developed detailed plans to deliver the proposed CYP mental health provision. » Stronger Workforce: Boosts training, development, and talent pipeline.
IMersgcr Lasc.
Divert & Expand Services
across NCL
Streamline referrals & CYP Provider
extend working hours Collaborative

Standardise model of Extend Opening Hours,
care for crises | | roll out digital referrals




. NHS
Vision for our new Trust The Tavistock and Portman



INHS |
Ca S e fo r C h a n ge The Tavistock and Portman

NHS Foundation Trust

The North London NHS landscape stands at a critical juncture. We face a choice: continue navigating a fragmented and financially strained
system or embrace a transformative opportunity to reshape mental health services for the better.

The proposed merger by acquisition of TPFT by NLFT represents not merely a desirable evolution, but a necessary response to significant

challenges and exciting, yet untapped, potential. Maintaining the status quo is simply not sustainable; decisive action is required to secure a
brighter, more resilient future for mental health provision in North Central London.



Benefits of the Acquisition

Service Users

Improved access to specialist support, integrated
physical and mental healthcare, and a broader
range of services.

More holistic, patient-centred care delivered
within the community setting.

Smoother service user pathways and reduced
duplication.

Improved financial efficiency and smarter
resource allocation.

Enhanced research capabilities, innovation, and
system-wide transformation.

Opportunities for national/international
leadership.

More streamlined operations and investment in
innovative technology.

PBC Children, Young People & Families

Feel heard and involved
Choice: services that understand you
Digital tools to stay in control

Joined-up services that work together

*  Same experience of services wherever

you live

*  Getting help that is fair and easy

NHS

The Tavistock and Portman
NHS Foundation Trust

Better career development, well-being support,
and improved recruitment and retention.

Stronger, more connected clinical workforce with
enhanced skill mixes.

More training, education, student placement and
research opportunities including emerging areas
and funding access.

Students

Expand professional development opportunities
for staff, increases trainee placements and
student numbers

Create more opportunities for the local
community to explore mental health careers and
professional training

Strengthen academic partnerships and expand
into new local and international educational
markets.



Enabling our Clinical Strategy INHS

The Tavistock and Portman
NHS Foundation Trust

This acquisition presents a unique opportunity for NLFT to leverage TPFT strengths in education and CYP services. This collaboration will be instrumental in driving
innovation and creating a more comprehensive and effective service model across North Central London, ultimately extending the reach and impact of our expertise.
The ICB merger of North Central and North West London on 1 April 26 is expected to enhance mental health services by providing larger scale and more resources, and
our merger directly supports this by supporting reducing MH service providers from three to two; NLFT and CNWL

TPFT’s specialist knowledge and experience will be directly applied to significantly benefit and enhance CYP services across the entire region. With a new shared

leadership and direction, this allows us to play a leading role in shaping improved outcomes and developing new service models, contributing substantially to the
advancement of mental health provision for young people.

Our newly implemented operating model will see TPFT Clinical Services initially as a sixth care group, supporting a safe clinical landing and in recognition of the expertise
TPFT’s services and clinicians bring.

Clinical Model New Target Operating Model
' Planned and Family Services || Unplanned and Forensic Services | | Tavistock & Portman_|
Same Day Emergency Care
Community Older People & Rehab CYPMH + Perinatal and Inpatient Forensic + Tertiary
Care Group 1 Care Group 2 Care Group 3 Care Group 4 Care Group 5 Care Group 6

’ CYPMH pathways Crisis Houses Veterans Service Clinical Services
Adult Community Inpatient Rehab

Perinatal and parental health

Crisis Teams

Community Core Teams Community Rehab Forensic Service

Specialist Eating Disorders Lizison Teams

Community Intensive Teams Oider Adult Wards Prisons Service

NDD and LD -
T e Older Adult Community ST Substance Misuse

QOutreach Memary Services Ficu

LD

Camden Haringey Barnet Islington Enfield




Staff Engagement b

The Tavistock and Portman
NHS Foundation Trust

Better Mental Health. Better Lives. Better Communities



Children, Young People, Family and Carers Engagement NS

The Tavistock and Portman
NHS Foundation Trust

Better Mental Health. Better Lives. Better Communities



CYP Provider Collaborative — Staff Engagement INHS

The Tavistock and Portman
NHS Foundation Trust

Better Mental Health. Better Lives. Better Communities



Delivering the Transaction

Integration Governance NLFT Trust Board

The Programme Board oversees the integration, manages risks
and benefits realisation. Membership include representatives
from both trusts, chaired by the NLFT CEO, with the DCEOQ as
Programme SRO. Executive Management
Committee

TPFT Trust Board

Joint Programme Board

* Bi-weekly Merget Transaction Group meetings provide a basis
to repost on progress and unblock challenges, as they arise. Merger Transition Group

* Integration planning and delivery is carried out on a local
workstream level (shown below), with membership across
both Trusts. Due Diligence

Finance Estates People R&D Comms

Procurement Digital & Information Corp Gov Education Clinical




NHS England
By email

[Date — as close as possible to date of decision]

Proposed acquisition of Tavistock and Portman NHS Foundation Trust by North London
NHS Foundation Trust (“the Parties”)

In accordance with section 56A of the National Health Service Act 2006 (‘the Act’), this letter is
the joint application of the Parties to NHS England for their merger by way of the dissolution and
the enlargement of the North London NHS Foundation Trust.

The Parties request that NHS England:

1. Grants this joint application pursuant to section 56A of the Act to confirm that it is
satisfied that the Parties have taken such steps as are necessary to prepare for the
acquisition taking effect on [1 April 2026].

In compliance with section 56A of the Act, the Parties enclose:

2. A copy of minutes of the meetings of the North London NHS Foundation Trust and
Tavistock and Portman NHS Foundation Trust Council of Governors evidencing the
approval by more than half of the members of the Council of Governors to this
application.

3. A copy of the proposed enlarged constitution of the North London NHS Foundation
Trust.

Yours sincerely

Jinjer Kandola MBE Michael Holland
Chief Executive Chief Executive
North London NHS Foundation Trust Tavistock and Portman NHS Foundation Trust

_ Chair: Lena Samuels
Better Mental Health. Better Lives. Chief Executive: Jinjer Kandola MBE



Request for Council of Governors to approve merger transaction

This document has been prepared in connection with the proposed merger by acquisition of
Tavistock and Portman NHS Foundation Trust (TPFT) by North London NHS Foundation
Trust (NLFT) on 1 April 2026 to form the enlarged North London NHS Foundation Trust.

Following due and careful consideration, the Trust Board of Directors of Tavistock and
Portman NHS Foundation Trust has reached the decision to proceed with the transaction
between NLFT and TPFT.

Further to the supporting information received by the Council of Governors on the
transaction process and how the evaluation criteria has been met, the Board of Directors
recommend that the Council of Governors approve the merger transaction and pass the
draft resolution set out below:

Draft Resolution:

The Council of Governors is satisfied that the Board of Directors of Tavistock and Portman
Foundation Trust (TPFT) has been thorough and comprehensive (i.e. undertaken
appropriate due diligence) in reaching its proposal to merge by acquisition of TPFT by North
London NHS Foundation Trust (NLFT) under section 56A of the National Health Service Act
2006 and has obtained and considered the interests of trust members, workforce, the
public, students and stakeholders as part of the decision-making process. Therefore, the
Council of Governors resolves to approve NLFT’s application with TPFT to NHS England for
their merger by statutory acquisition.

Trust Board of Directors, Tavistock and Portman NHS Foundation Trust
Xx February 2026
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