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	Purpose of the Report
	This paper provides an update to Committee on the implementation of the Open Eyes solution within Swansea Bay University Health Board (SBUHB).


	Key Issues



	· Welsh Government has mandated that Health Boards across Wales implement the Open Eyes digital eye care electronic patient record (EPR), currently contracted and hosted by Cardiff and Vale University Health Board (CaV).
· Significant progress has been made in the implementation of the Open Eyes solution at SBUHB including the establishment of appropriate governance structures and commencement of technical configuration and readiness activities.
· The project is on schedule to go live across all Ophthalmology sub-specialties during September 2025.
· Welsh Government has mandated the implementation of an Electronic Referrals System (ERS) before the end of 2025, but a solution has yet to be specified.
· The CaV contract for Open Eyes is due to expire in January 2027. Clarification from Welsh Government on the approach to the future hosting and support arrangements post-contract is being sought.


	Specific Action Required 
(please choose one only)
	Information
	Discussion
	Assurance
	Approval

	
	☐	☐	☒	☐
	Recommendations

	
Members are asked to:
· Receive the update on progress being made on the implementation of an EPR within Ophthalmology.
· Consider the processes and governance in place to manage risks related to the implementation of the solution.






PROGRESS UPDATE ON DIGITISATION OF EYE CARE

1. INTRODUCTION
This paper provides an update to the Digital, Data, Research and Innovation (DDRI) Committee on the implementation of the Open Eyes solution within SBUHB. It outlines the national requirement to adopt the CaV hosted solution, the progress made to date, and the associated governance, financial, and operational considerations.

2. BACKGROUND

Welsh Government has mandated that Health Boards across Wales implement the Open Eyes digital eye care EPR, currently contracted and hosted by CaV. 
In response, SBUHB has committed to implementing the CaV-hosted Open Eyes solution during 2025/26. A funding allocation of £50,000 has been confirmed by Welsh Government to support deployment. This aligns with the Health Board’s broader digital transformation agenda and the 2025/26 Integrated Medium Term Plan (IMTP) priorities. 

Progress to Date:
Significant progress has been made in the implementation of the Open Eyes solution at SBUHB, following the Welsh Government’s directive to adopt the CaV hosted platform. The implementation is being managed through a structured and collaborative approach involving both regional and local governance mechanisms.

Governance and Clinical Engagement - A regional Project Board has been established and held its inaugural meeting in June 2025. This board provides strategic oversight and ensures alignment with national objectives and regional service needs. It was agreed in the June Board meeting that, whilst it was important that SBUBU and Hywel Dda (HDd) are aligned and work together, there is no reason for SBUHB not to proceed with implementation ahead of HDd. 

In addition to the Project Board, a Clinical Reference Group (CRG) has been formed within SBUHB. The CRG met on 6 June 2025 and approved the minimum dataset requirements for selected subspecialties, ensuring that clinical priorities are embedded in the system configuration. Terms of Reference for both the Project Board and CRG have been drafted and are pending formal approval. These groups are supported by regular engagement with service leads and site representatives to ensure that the implementation is clinically led and operationally feasible. 

Technical Configuration and Readiness - The technical implementation is progressing. Meetings have been held with CaV to understand the hosting and integration requirements, and these will continue throughout the project lifecycle. Configuration of the system is underway, with minimum datasets being defined and implemented specialty by specialty. This includes mapping of clinical processes to ensure that the system supports safe and effective care delivery. User Acceptance Testing (UAT) is scheduled to be completed during quarter 2, and implementation readiness activities have commenced. Where possible the project will reuse existing configuration utilised by CaV to minimise the amount of development work required.

Regular communication is being maintained with service and site leads to provide updates and support local and regional collaboration.

Implementation Timeline - The project is on schedule to go live with a minimum viable product (MVP) across all sub-specialties SBUHB Ophthalmology service during September 2025. (The MVP will be based on the minimum dataset agreed independently with each sub-speciality and approved by the CRG.)   The timeline has been strategically aligned to follow the junior doctor intake to ensure optimal clinical engagement and support. Following the initial go-live, further configuration and phased enhancements will be implemented to better meet evolving user requirements.



3. GOVERNANCE AND RISK ISSUES

As outlined above, to ensure robust governance and clinical assurance, a regional Project Board has been established. In addition, a CRG has been formed within SBUHB to define and validate the minimum clinical requirements necessary for go-live. Technical meetings with CaV have been held to understand implementation requirements and will continue throughout the project. The Regional Open Eyes Project Board will report into the Digital Leadership Group (DLG) which in turn reports into the SBUHB Management Board. In addition, the Project Board will also report into the Regional Eye Care Board and the SBUHB Planned Care Board.

Key risks identified include:

· Outstanding clinical hazards or incomplete configuration may delay go-live or compromise patient safety. Mitigation: The CRG has been established to review and sign off the hazard log and minimum dataset requirements. Specialty-level process mapping is underway to ensure safe and effective workflows.
· The Open Eyes solution does not currently integrate with all core systems such as Welsh Patient Administration System (WPAS). Mitigation: Processes are being mapped to manage the risks of missing integrations. Required integrations will form part of phase 2 of the implementation requirements.
· The implementation is dependent on the reprioritisation of existing Digital Services and Service Delivery Group (SDG) resources, which may impact delivery timelines. Mitigation: A dedicated project team has been identified, including a Band 7 Senior Project Manager and a Band 6 Product Specialist. Clinical and service leadership have been identified by the SDG.
· The CaV contract for Open Eyes is due to expire in January 2027. The future hosting and support arrangements post-contract are currently unknown. Mitigation:  SBUHB is engaging with national stakeholders to ensure continuity of service
· Welsh Government has mandated the implementation of an ERS before the end of 2025, but a solution has yet to be specified. Mitigation: SBUHB has prioritised the Open Eyes EPR implementation as its clinical priority. The Digital Services team is monitoring developments on the ERS mandate and will assess resource implications once a solution is confirmed.
· Changes in project ownership (from DHCW to CaV) may require updates to the Data Protection Impact Assessment (DPIA) and Joint Controller Agreement (JCA). Mitigation:  The Information Governance team has reviewed the existing DPIA and JCA. Clarification has been sought on whether new documents are required, and the project is proceeding with the current approvals pending further advice
· Insufficient support arrangements post-go-live could impact system adoption and clinical confidence. Mitigation: A local support model is being developed, and Digital Champions and Superusers will be deployed to provide frontline assistance



4.  FINANCIAL IMPLICATIONS

Welsh Government has provided £50,000 in funding to support the implementation. However, the majority of the delivery is being resourced through internal reprioritisation within the Digital Services team and the SDG. This includes the redeployment of a Band 7 Senior Project Manager and a Band 6 Product Specialist and provision of appropriate clinical and service leadership. An assessment is currently being undertaken to evaluate how the Welsh Government funding can be best utilised to support the delivery including the provision of additional training and go live support and equipment. 
SBUHB have approve the ongoing licence and support costs, as per the original national business case, and funding included within the IMTP and financial plan.



5. RECOMMENDATION
Members are asked to:
· Receive the update on progress being made on the implementation of an EPR within Ophthalmology.
· Consider the processes and governance in place to manage risks related to the implementation of the solution.










	Governance and Assurance


	Link to Enabling Objectives
(please choose)
	Supporting better health and wellbeing by actively promoting and empowering people to live well in resilient communities

	
	Partnerships for Improving Health and Wellbeing
	☐
	
	Co-Production and Health Literacy
	☐
	
	Digitally Enabled Health and Wellbeing
	☒
	
	Deliver better care through excellent health and care services achieving the outcomes that matter most to people 

	
	Best Value Outcomes and High Quality Care
	☒
	
	Partnerships for Care
	☐
	
	Excellent Staff
	☐
	
	Digitally Enabled Care
	☒
	
	Outstanding Research, Innovation, Education and Learning
	☐
	Health and Care Standards

	(please choose)
	Staying Healthy
	☐
	
	Safe Care
	☒
	
	Effective  Care
	☒
	
	Dignified Care
	☐
	
	Timely Care
	☒
	
	Individual Care
	☐
	
	Staff and Resources
	☐
	Quality, Safety and Patient Experience

	The Open Eyes system will improve the quality and safety of ophthalmology care by ensuring clinicians have timely access to accurate, structured digital records. It supports safer decision-making, reduces duplication, and enhances continuity of care across sites. Standardised workflows and minimum dataset configuration help mitigate clinical risk. Patients will benefit from more consistent, efficient, and transparent care. The system also enables better auditability and future integration with national digital platforms.





	Financial Implications

	Welsh Government has provided £50,000 in funding to support the implementation. However, the majority of the delivery is being resourced through internal reprioritisation within the Digital Services team and the SDG.
SBUHB has also committed to funding the ongoing licence and support costs from its own budget.



	Legal Implications (including equality and diversity assessment)

	There are no known legal implications.  


	Staffing Implications

	To deliver the project within existing resources, SBUHB has reprioritised internal staffing.  Internal assessments have indicated that additional support would be required to support in the provision of training and on-site presence during the rollout and ensure comprehensive coverage across all service areas. Ophthalmology service comprises approximately 115 staff members across multiple sites, all of whom will require training and support. Mechanisms for providing this support on a short term basis are being assessed. 
Clinical and service leadership has been identified and mobilised by the Service Delivery Group  


	Long Term Implications (including the impact of the Well-being of Future Generations (Wales) Act 2015)

	The implementation of the Open Eyes EPR aligns with the long-term digital transformation goals of SBUHB and the broader NHS Wales strategy. By digitising ophthalmology records and workflows, the project supports a more sustainable, efficient, and patient-centred model of care. This transformation is expected to reduce reliance on paper-based systems, improve data quality, and enhance clinical decision-making across the eye care pathway.

The Open Eyes project contributes to several of the Act’s seven well-being goals:
· A Healthier Wales: By enabling timely access to accurate clinical information, the system supports safer, more effective care and reduces the risk of harm due to missing or incomplete records.
· A More Equal Wales: Standardised digital records help ensure consistency of care across sites and specialties, reducing variation and promoting equity.
· A Prosperous Wales: The project supports digital skills development among staff and contributes to a more digitally enabled workforce.
· A Globally Responsible Wales: Reducing paper use and improving operational efficiency contributes to environmental sustainability.
The project also contributes to several of the Act’s five ways of working:
· Long-term: The system is being implemented with a view to future scalability and integration with national digital platforms.
· Prevention: Improved data capture and visibility help identify risks earlier and prevent avoidable harm.
· Integration: The project is part of a broader digital ecosystem and aligns with national digital health priorities.
· Collaboration: Regional governance structures and clinical engagement ensure shared ownership and co-production.



	Report History
	None


	Appendices
	None
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