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NHS SCOTLAND:
Scotland has a population of 5.6 million people.

Health issues were devolved to the Scottish Parliament, in Edinburgh in 1999. 

NHS Scotland: 
is an autonomous organisation and functions separately from the NHS in England, Wales and Northern Ireland.

NHS Quality Improvement Scotland 
(NHS QIS):
is the Scottish Government organisation responsible for monitoring and improving standards of care in NHS Scotland. It publishes compulsory standards and assesses the performance of Health Boards through formal, multidisciplinary, Peer Review visits which examine evidence submitted by the Boards.  Detailed results are published nationally.

NHS Education Scotland (NES): 
administers training throughout the NHS in Scotland
THE INITIATIVE: 
The Improving Nutritional Care in Hospitals Project (INCHP) was initiated in 2006 by the Chief Nursing Officer for Scotland to support the implementation of compulsory nutritional care standards in Scottish hospitals.  

It has delivered a significant and measurable improvement in compliance, confirmed by national peer review visits conducted by NHS Quality Improvement Scotland (NHS QIS) across all Health Boards in Scotland.  

RATIONALE AND BACKGROUND TO THE INITIATIVE
McWhirter JP, Pennington CR. Incidence and recognition of malnutrition in hospital. BMJ 1994; 308(6934):945–8. Malnutrition identified as a problem in a large Scottish hospital.

CRAG (Scottish Government Clinical Resource and Audit Group) (1999)1 
· 1 in 10 elderly patients in Scottish Hospitals and Care Homes appeared to be a risk of protein calorie malnutrition.  

· Screening for malnutrition could be introduced, if appropriate training and guidance was given to staff. 

NHS QIS (2003)
In 2001 the Chief Nursing Officer for Scotland instructed NHS QIS to develop National standards for nutritional care in Scottish hospitals, published in 2003.2 
The standards require that all health boards:
· Have a coordinated and strategic approach to nutritional care that includes patients having access to a clinical nutritional support team for complex feeding if required.  

· A Nutritional Care Group to oversee the implementation of the standards and should be able to demonstrate a financial framework to support the implementation.

· Introduce mandatory screening for under nutrition in all patients including those in paediatric maternity and psychiatric units and must develop appropriate care plans and discharge information.

· Deliver food and fluid in a way that is planned, nutritionally analysed and of high quality.  Most health boards have subsequently adopted protected mealtimes policy to support this.

· Inform patients and carers about food in hospital, their choices and the help available to them.  

· Must have a coordinated training and educational program for all staff involved in the food pathway.  

NHS QIS peer review visits (2005)3 
to all 16 Scottish Health Boards

All had started to implement the standards but progress was slow.  
THE PROBLEM:
How to enforce the standards across the NHS in Scotland, but retain the cooperation and enthusiasm of staff, particularly nurses.  
In 2007 the Chief Nursing Officer, Paul Martin, instigated the INCHP.  Membership included public representatives, NHS QIS, NHS Education Scotland, hospital caterers, senior dietitians, senior nurses and representatives of the Royal College of Nurses, and a doctor with an interest in nutrition who also represented BAPEN in Scotland.  

A detailed analysis conducted by the INCHP suggested that work was required at a national level to support the standards and in particular to improve the analysis of hospital meals.  

It was also recognised that a nutritional care toolkit could be produced that would explain the standards, define the patient journey, and put screening for malnutrition at its centre.  

Junior doctors also required training in the importance of nutritional screening and that this would need to be embedded in their training programme.

However, national initiatives could only be effective if they were adopted locally, in a way that was supportive rather than confrontational.  
Scotland had already developed a network of “cleanliness champions “to coordinate the  response to hospital acquired infection and it therefore seemed logical to try a similar approach to nutrition.
Activities: 
Nutrition Champions
The Scottish government provided £40,000 per annum for three years, to each Health Board,  to recruit a nutrition champions.  The champions were drawn mainly from nursing staff but also dietitians.  The INCHP project manager developed a training programme , and the champions were brought together from across the country, on a regular basis and started to form a spontaneous, mutually supportive network.  The INCHP recognised the importance of the network and encouraged it, to enable good practice to be shared.  The result was a refocusing on the standards across the service.

The Champions
The INCHP:
Introduced a nutritional toolkit for all nurses emphasizing the importance of nutritional screening.4
Published a national nutritional specification defining the nutritional content of hospital meals and giving detailed advice to caterers.5 
Developed a national database of hospital meals with automated nutritional analysis.

Commissioned a web based learning resource for all NHS Scotland employees, and an educational resource for junior doctors.6 
Initiated a compulsory catering and nutritional care, self assessment, conducted by all health boards twice yearly. 

Carried out a detailed reassessment of all health boards in 2009-2010 that has confirmed a significant improvement in nutritional care in all regions of Scotland. 

OUTCOMES:
The deployment of the Nutrition Champions, and the announcement that a further peer review would take place, noticeably intensified Health Board’s response to the standards.

The results of the national overview,7 published in April 2010 show that all boards have made progress.  Although not all have achieved the same level, the results are more uniform than in 2006.  We believe that the network of Nutrition Champions significantly contributed to this by spreading good practice across regions. 

Extracts from the NHS QIS National overview, April 2010.
· “A majority of NHS boards have now developed and implemented comprehensive policy and strategy documents which address all the requirements of the NHS QIS standards.” 
· “Action plans for nutritional care are now routinely in use across the NHS boards,” 

· “A culture of awareness of nutritional care issues is developing across NHS Scotland, with enthusiastic input from Board, communications, equality and diversity, and public partnership groups…” 
· “While not all NHS boards have a clinical nutritional care support team in place, significant progress has been made in networking and information sharing by clinical staff to ensure that clinicians can be advised by appropriate staff in the treatment of their patients.” 

· “Significant progress has been made throughout NHS Scotland to ensure that all patients are screened for risk of undernutrition using a validated screening tool. MUST is now implemented as a national screening tool for undernutrition across NHS Scotland.” 
· “Discharge planning has also improved significantly throughout NHS Scotland..” 

· “Most NHS boards have made significant progress in the development and implementation of systems for the planning and delivery of food and fluid to hospital inpatients.” 
· “All NHS boards have now implemented an effective system for screening the delivery of food and fluid to patients” 

· “It was clearly evident that many NHS boards have designed and developed menu systems which allow patients as much choice as possible for the food and fluid options they require.” 
· “All NHS boards have developed patient literature designed to inform hospital inpatients of key information they will need on nutritional care during their hospital stay.” 

· “Most NHS boards have made significant progress in the development and implementation of a programme of nutritional care training for staff.”
CONCLUSIONS:
· The Scottish Government recognised it had a problem with malnutrition in its hospitals, accepted that the situation needed to improve and has maintained a long-term commitment over 10 years, (and 2 elections.)
· NHS Scotland has published mandatory standards for all its hospitals., and has reviewed and published its performance. against them.
· The implementation of standards is facilitated by a targeted approach to training, such as the “toolkit” and web resources.  The national nutritional specification, menu database and recipe analysis were commissioned and funded nationally to allow a competitive tendering process.
· Combating malnutrition also requires sustained local involvement at Health Board, and hospital level.
· Nutrition Champions combine local knowledge and credibility with a national perspective and have greatly enhanced the implementation of the standards.
· Improvement has been validated by detailed peer review visits.
· We believe that the INCHP represents a possible model that other countries could use to combat malnutrition in hospitals.  In particular we believe that developing a cooperative network  of Nutrition Champions represents a highly effective way of promoting change.
· The challenge facing the NHS in Scotland is now to maintain the network in the face of more challenging economic conditions. 
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