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Beyond Structure:
How Leadership, Culture and Capability Drive 
Successful Pathology Network Transformation
Joanna Andrew | Lead Biomedical Scientist for Blood Sciences 
| Scarborough, Hull, York Pathology Service - SHYPS



Transformation is 
about people and 
performance
Not just organisational charts and efficiencies



Common Transformation Failures
• Siloed Laboratories

• Disengaged Consultants

• Uneven Quality

• Culture Clash

• SHYPS is nearly 5 years old…but still a 
work in progress and learning all the 
time.





Leadership: 
Authority to 

Alignment

• Moving from ‘my lab’ to ‘our 
network’

• Roles of Clinical/Medical 
directors and Operational Leads

• Distributed vs Centralised 
decision making

• Visible leadership across all sites



‘70% of change programs fail to achieve their goals, largely due to employee 
resistance and lack of management support’  (Mackinsey 2015)

• Network leadership requires 
influence without proximity

• System Leadership
• The system is complex
• What can we control & 

influence?



Culture: The hidden risk in 
Pathology Transformation
• Legacy Identity & Site Pride

• Variation in ways of working

• Fear of Loss
• Status
• Autonomy
• Specialisation

• Centralisation vs local responsiveness



Identity & Site Pride



Shared 
Identity



Centralisation vs Local 
Responsiveness

• Scarborough Hospital and the 
creation of an acute service 
laboratory

• A case study…



Centralisation of Microbiology 
Service
• The Target Operating model stated that centralisation of the microbiology service  would

Allow the network to maximise investment in new technology, create a sustainable workforce and realise 
efficiencies in resources. It will ensure SHYPS is in a strong position to meet the needs of our commissioners in 
relation to rising demand and aspirations for service developments such as regional diagnostic hubs. The 
recommendation for Scarborough Hospital is for the provision of an Acute Service Laboratory which will support 
the acute clinical services. The microbiology service in Scarborough will be limited to rapid diagnostic methods 
for bacteriology (blood culture), Molecular microbiology (rapid viral detection e.g. respiratory) and an extended 
range of point of care provision.

This model will not require the traditional specialty microbiology skill-set and may be undertaken by Band 4 
Associate Practitioners overseen by suitably cross-trained registered scientists supported remotely form the 
main lab(s)





Centralisation suddenly 
urgent…
• This has been reported nationally and in response we have been asked to 

vacate the first floor as soon as practicable

• The most practical solution to these issues is to accelerate plans to 
relocate microbiology services to York and Hull permanently. 

• There is very limited space on the Scarborough hospital site to relocate all 
the current laboratory functions. It is therefore proposed that relocating 
Microbiology services to York fulfills the long-term aspirations of the 
Network, the urgent safety needs, and limits impact on clinical services.



The Bad……..
• Rushed consultation
• Disengaged microbiology consultants
• False reassurance
• Staffing resource underestimated
• Culture clash 
• Local responsiveness – what about the patients!



The Ugly…….



The Good….
• Nothing concentrates the mind of the execs like a strike….

• It has been a long road to recovery…..

• It took significant work to embrace new and different ways of working
• New technology 
• Increased staffing including a 24/7 associate practitioner rota



And now..

• The team are providing a gold 
standard multi-disciplinary service 
that is patient focused and supports 
a number of key workstreams 
including infection prevention and 
control and antimicrobial 
stewardship. They are credit to not 
only the SHYPS service but also to 
the Trust and as such their hard work 
and dedication deserves to be 
recognised. 



Finally, morale is 
improving



Capability: 
the often 

ignored 
lever

Transformation requires new 
capabilities

• Service re-design capability
• Workforce Flexibility
• Cross-site working
• Change leadership at all 

manager levels

You can’t run a network with 
single-site skills….



Our 
Transformation 

Journey 
Continues

Structure that creates potential

Leadership activates potential

Culture enables collaboration

Capability delivers performance
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Analogue to Digital: 
Revolutionising Pathology 
to Cut Diagnostic Delays

Jade Erwin – Digital Integration Manager



Source BioScience Laboratories

Nottingham – Head Office

Cambridge – Genomics HQ

Chichester

Two UKAS accredited laboratories delivering histopathology services across all disciplines.



Support Over 90
NHS Trusts

280+ Consultant 
Pathologists

Proven Expertise Achieving 
KPI Compliance Averaging 

90% for TATs

350k+ Cases Reported
& 1 million+ Slides Scanned 

in the Last 12 Months

Dedicated Courier & 
Integration Team

Key Achievements



Source LDPath LIMS Plugin

HIVE LIMS +

A Laboratory Information Management System Plugin Designed by Pathologists for Pathologists

✓ Faster turnaround times

✓ Easier audit compliance

✓ Faster reporting

✓ Less time searching cases

✓ Clearer workload visibility



Sample taken
(surgical process)

Reaches 
laboratory

Laboratory 
processes sample 

onto slide

Package slides

Courier to Source

Source unpacks 
& books in

Trust receives 
slides

Slides scanned & 
sent to path

Path requests ALW

Reports issued

Slides packaged 
& returned to 

trust

Reports 
downloaded from 

portal

Customer manually 
transfers report into their 

LIMS

Possible 2-3 day delay

Possible delays

Traditional Process

Sample taken
(surgical process)

Reaches 
laboratory

Laboratory 
processes sample 

onto slide

Slides selected 
for automatic 

transfer

Slides received 
at Source 
instantly

Cases booked 
in via

pre-advise

Slides scanned & 
sent to path

Reports issued

No 
requirement to 

return slides

Reports 
downloaded from 

portal

Automatically 
imported into LIMS via 

TalkingPoint

Faster booking time

Faster transfer

Instant receival

Path requests ALW

Why Go Digital?

Digital Integration Process



Scanner Integration – Digital Image Transfer to Source LDPath
  

Supports direct image transfers and converts files into the required format for viewing in Indica Halo.

✓ Scanner Agnostic

✓ IMS Agnostic 

✓ LIMS Agnostic



IMS Integration

Provides access to the associated Cloud via the sending trust, simplifying image retrieval.

✓ Quicker referral of cases for outsourcing

✓ Slides and patient information sent together

✓ Digital images are stored for a minimum of 8 years



LIMS Integration

Direct LIMS-to-LIMS integration streamlining outsourced testing from order to result. 

✓ Improved case tracking

✓ Simplified case management

✓ Instant report availability → 2-3 days faster 

✓ Seamless transfer of cases

✓ Faster turnaround times 



TalkingPoint PathXchange

PER CASE

Manual process: 2.5 minutes to copy/paste from PDF to LIMS

Auto import: <30 seconds for the whole process

STUDY

10,369 reports processed: 345 hours saved

~ 9 weeks of a full-time admin CASE

✓ Instant report availability

✓ Optimises staff time

✓ Minimises human error  

● Import module removes manual case handling with outsourced providers

● Automatically reads from and writes to LIMS

● Auto-generates manifests for outgoing samples

● Full case data is written back to LIMS



2026 Case Study

Glass Slide
Produced

Shipped
to SLDP

Received
by SLDP

Booked onto 
Source LIMS

Slide Assigned to 
Pathologist

Pathologist 
Provides Report

Monday Morning Monday Daytime Monday Night Tuesday Daytime Tuesday Night ≥ Wednesday

Slide Scanned
in Hospital

Booked onto 
Source LIMS

Slide Assigned to 
Pathologist

Monday

Before:

59%  Same-Day Turnaround

75%  Next-Day Turnaround

0.99  Average TAT
Days

After: Pathologist Provides Report:

Data Based on 171 Cases



Previous Case Studies

Integration Options and Their Benefits 

Case Study 1

• LIMS-to-LIMS

• 11,000+ cases reported in 2024

• Reduced from 9 to 5 days from procedure to outsourcing

Case Study 2

• Scanning 

• 6,000+ cases reported in 2024

• Reduced from 7 to 3 days from procedure to outsourcing

Case Study 3

• Direct LIMS-to-LIMS integration

• 14,000+ cases reported in 2024

• Reduced from 18 to 4 days from procedure to outsourcing



Our Pathologist Network Feedback

Hear from the Pathologists Who Make Our Network Exceptional…

I have never worked with a lab with such a high level 

of quality control and this “right first time” approach 

means specimens move through the pathway more 

efficiently and improves TATs.

A national leader in adopting and operationalising a fully 

digital pathology model, pioneering this approach in 2013. This 

transformation has had a profound impact on diagnostic 

efficiency, workflow flexibility, and the evolution of my own 

professional practice. And numerous others.

Dr James Carton
Consultant Histopathologist

A defining strength of this lab is its bespoke, internally 

developed LIMS. Unlike off-the-shelf solutions, this system is 

continuously refined to support lean workflows, evolving clinical 

needs, and the laboratory’s strategic direction.

Dr Essam Raweily
Consultant Cellular & Dermatopathologist



Why Use Source LDPath

Making Outsourcing Feel Inhouse

Integration Project Management Support  |  End-to-End Validation Testing  |  Post-Integration Support 



Contact the Team

sourcebioscience.com

enquiries@sourcebioscience.com

Connect with Me 
on LinkedIn

Jade Erwin
 Digital Integration Manager
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Scheme Director

UK NEQAS Cellular Pathology 
Technique

Ms Lorren Mitchell
Scheme Manager

UK NEQAS Cellular Pathology 
Technique



BUILDING DIAGNOSTIC 
CAPABILITY THROUGH 
PEOPLE Presented by Chantell Hodgson and 

Lorren Mitchell

UK NEQAS Cellular Pathology Technique



WHY WORKFORCE 
CAPABILITY MATTERS



of all clinical decisions rely on 
diagnostic information



clinical care pathways are informed by 
diagnostic information



QUOTE

DIAGNOSTICS 
ARE DELIVERED 

BY PEOPLE



UK NEQAS CPT: 
A TRUSTED 
PARTNERFrom Quality 

Assurance to 
Workforce 

Support 

Long standing 
role in quality 

and 
assurance

Deep 
understanding 
of laboratory 

practice

Education 
rooted in real 

world 
diagnostics

Supporting 
professionals to grow, 

adapt, and practice with 
confidence



WE OFFER 
EDUCATION AND 
LEARNING

Education is one of the 

strongest tools for improving 

quality and maintaining safe, 

consistent practice



OUR 
EDUCATIONAL 
ECOSYSTEM

Supporting Safe, Sustainable Practice
• Strengthen knowledge and practical 

competence
• Build confidence and professional judgement
• Support long-term workforce sustainability



AN INTEGRATED 
3 PILLAR LEARNING 
APPROACH

DIGITAL 
LEARNING LIVE LEARNING TAILORED SUPPORT 

eLearning

Webinars 
Masterclasses 
Roadshows 
APM 

Bespoke training
Expertise 
Support and advice

Flexible, 
structured
Year round

Interactive 
learning
Peer engagement

Responsive to 
laboratory needs

Education That Fits Real Working Lives



AN INTEGRATED 
3 PILLAR LEARNING 
APPROACH

DIGITAL 
LEARNING LIVE LEARNING TAILORED SUPPORT 

eLearning

Webinars 
Masterclasses 
Roadshows 
APM 

Bespoke training
Expertise 
Support and advice

Flexible, 
structured
Year round

Interactive 
learning
Peer engagement

Responsive to 
laboratory needs

Education That Fits Real Working Lives



AN INTEGRATED 
3 PILLAR LEARNING 
APPROACH

DIGITAL 
LEARNING LIVE LEARNING TAILORED SUPPORT 

eLearning

Webinars 
Masterclasses 
Roadshows 
APM 

Bespoke training
Expertise 
Support and advice

Flexible, 
structured
Year round

Interactive 
learning
Peer engagement

Responsive to 
laboratory needs
Impacts on practice

Education That Fits Real Working Lives



AN INTEGRATED 
LEARNING 
APPROACH

DIGITAL 
LEARNING LIVE LEARNING TAILORED SUPPORT 

eLearning

Webinars 
Masterclasses 
Roadshows 
APM 

Bespoke training
Expertise 
Support and advice

Flexible, 
structured
Year round

Interactive 
learning
Peer engagement

Responsive to 
laboratory needs

Learning Grounded in Practice 

Reflecting Modern Cellular Pathology



SUPPORTING THE 
WHOLE 
WORKFORCE

From Early Career to Advanced Roles

• Supports progression at every stage

• Strengthens workforce development 

• Builds recognised professional evidence 

Generic and Cellular Pathology specific 
learning



SUPPORTING ROLE DEVELOPMENT

Evolving Diagnostic Services

• Enables advanced and extended roles

• Builds and reinforces diagnostic assurance 

and decision making

• Supports safe, consistent quality practice 

and governance

Assuring capacity building



ALIGNMENT WITH PROFESSIONAL 
FRAMEWORKS



FREE E-LEARNING 
CONTENT Coming 2nd 

March 2026



PAID FOR CONTENT



E-LEARNING



EDUCATION IS THE 
FOUNDATION OF 

SERVICE 
SUSTAINABILITY



BUILDING 
CONSISTENCY AND  
SUSTAINABLE QUALITY
Structured Learning Strengthens 

• Skills, knowledge, and confidence 

• Alignment and standardisation in  
and between laboratories

• Supports quality frameworks, 
accreditation requirements and 
diagnostic standards



1

participants



of all learning objectives fully met



of shared learning across the organisation



Albert Einstein

“STRIVE NOT TO BE A 
SUCCESS, BUT RATHER 
TO BE OF VALUE.”



SUPPORTING NATIONAL 
AND NETWORKED 
MODELS

Education That Works Across the NHS
• Strengthens diagnostic services

• Supports clear development pathways, retention 
and engagement 

• Scalable across networked diagnostics and ICSs



IMPACT ON PRACTICE



IMPACT ON PATIENTS
From Education to Patient 
Outcomes 

• Better trained professionals make safer, more 
accurate diagnostic decisions 

• Consistent, confident interpretation reduces 
variation in practice

 = Improved patient outcomes and 
stronger patient safety



Shared Responsibility
Access to high quality education across the NHS
Supporting workforce resilience and sustainability
Complementing service delivery and transformation
Working alongside the needs of NHS

WORKING IN 
PARTNERSHIP



WHY THIS MATTERS 
NOW



CALL TO 
ACTION

Embed education into 
diagnostic strategy

Use UK NEQAS CPT 
to support:

Workforce 
readiness

Role 
development

Partner with us to shape future 
ready diagnostics



Q & A
    Thank you
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February 2026

Time to be 
Healthcareful®

Convenzis PATHOLOGY NORTH 2026

Professor Kevin Moore
Co-founder and Chief Medical Officer

Dr Dara Vakili
Head of Product
 

Chris Dial
Co-founder and CEO





Pathology is the foundation of medicine

Salutare Group, LTD/Confidential

105

Context

Efficiency

Quality

Turn-around 
times 

[TAT]



Improve the whole workflow

Salutare Group, LTD/Confidential
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Clinicians

• Easy Orders

• Visual Trends

• Same Orders with 
Results

• Critical Alerts

Patients

• Digital Blood Form

• Easy booking blood tests

• Never turned away

• Fast Results

Phlebotomists

• Easy Print Barcodes

• No manual labelling

• Never turn away patients

• Nice working environment

Laboratories

• Samples analyser ready

• No relabelling

• No manual booking in

• Full tracking online

Pathologists that handle critical results 
shown clinical information and context 
from Summary Care Record 





Salutare Group, LTD/Confidential
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BUSY IMG OF LAB / TABLES OF TUBES

Salutare Group, LTD/Confidential
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Healthcareful®
means patients 
are not lost

110



111



SALUTARE ONE
Simplify care

Salutare Group, LTD/Confidential
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Salutare  creates software that keeps patients safe

A new ordercomms for communities and neighbourhoods  

Easy to use
Cloud-based SaaS
Scalable and reliable
Healthcareful

Refer patients for review Simplify pathology ordering, 
sample collection and tracking

Monitor medicines safety and 
chronic disease progression



Easier for patients is easier for staff
Digital Phlebotomy and Digital Blood Forms

114



Track samples easily
Find out who has processed a sample, where, and when

115



Go completely paperless with pre-labelled tubes
116

Benefits

Simplify sample collection 
infrastructure materials 
and related costs

Take all paper out to reduce costs 
and improve sustainability, 
lower carbon impact

Stop all paper relabelling errors

How it works

Electronic test orders pass to 
Salutare ONE

Phlebotomists find orders and select 
to collect at any location

ONE scans tubes and assigns to test 
order with accession from tube

Option to print paper labels if 
required for same orders – new 
accessions created and assigned

Save money, easily expand operations, 
remove labelling errors and delays

+



Manage performance, demand, and costs better
Automate collection times, create standard reporting and analytics

Gain better insight through operational metrics on 
phlebotomy and lab reception

1. Daily counts, weekly summaries

2. Performance

3. Team and staff engagement

4. Efficiency and costs

*example analytics dashboard

117



Salutare
Software made with clinicians for clinicians 
so patients don’t get lost in the system

https://www.salutare.co.uk

118

We believe simpler is safer

Circular flows
with Salutare software

Monitoring
Automatic 
and ongoing

Diagnosis

Treatment Referral
Patient files/
goals instantly
shareable 

https://www.salutare.co.uk 

https://www.salutare.co.uk/


Team and Strategy
Clinical team

Dr Dara Vakili
Head of Product

A nationally leading clinical researcher 
and cardiology consultant.

Experience in clinical trials and digital 
innovations in the NHS. A researcher with a 
history of change and innovation in the 
hospital and healthcare industry.

Dr Amar Bhogal
Clinical Product Lead

A clinical doctor in the United Kingdom 
and lead product manager for ONE 
Referral.

Amar has a robust background in medical 
research, exploring remote technology for 
acute inpatient and transitional care, 
particularly for individuals with chronic 
obstructive pulmonary disease (COPD).

Our clinicians understand technology’s 
transformative power for healthcare.

Salutare Group, LTD/Confidential

119

Prof. Kevin Moore
Co-Founder, CMO

A Professor of Medicine, hepatologist and 
clinical pharmacologist, and biochemist 
[B.Sc. and Ph.D]

More than 100 publications with an H-index 
greater than 65. Led teaching of 
therapeutics at UCL and course creator and 
director for Applied Medical Sciences.

Dr Christopher Ross
Clinical Product Lead

In charge of ONE Ordering and Monitor 
that streamline ordering and patient 
monitoring.

He began his career in clinical medicine 
before specialising in pathology, where he 
contributed to national-scale digital 
pathology programmes and AI-driven 
cancer diagnostics. 



Current engagements in the UK
A variety of NHS and private engagements across the country

Salutare Group, LTD/Confidential
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More than a dozen ICBs
Several international hospitals

Deployments Proof of value / evaluations / research

In NHS in 2+ years

1,500,000 patients attending 
pathology tests

200,000 not turned away

60 locations

600+ staff using the service



Certifications
A commitment to quality

Salutare Group, LTD/Confidential

121

Three years of investment and work to gain 
important certifications

NHS

NHS Digital certifications on DSP 
Toolkit, SPINE access for patient 
records

Care Quality Commission

Passed certification and approval for 
private blood testing service with 
public offers: thePharmacyClinic

Crown Commercial Service

Accepted and approved both major 
products for purchase by UK public 
organizations

ISO 27001 and 9001

Core digital safety and quality 
management in place



“The path to lower cost 
is the same as the path 
to safer care.”
Gary Kaplan

122
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Pathology Laboratory Refurbishment: 

Enhancing Diagnostics and Sustainability

Debra Padgett – Clinical Pathology Lead

Hannah Bacon – Pathology Programme Manager



Pathology Laboratory Transformation

Future-Ready 
Diagnostic 
Services

Transformation centered on people and processes strengthens 
diagnostics for integration and automation advances.

Strategic 
Refurbishment 

Benefits

Viewing refurbishment as a catalyst enables service redesign and 
operational transformation in pathology labs.

Challenges and 
Demand

Increasing demand and ageing infrastructure strain laboratory capacity 
and workforce resilience in diagnostics.

Critical Role of 
Pathology

Pathology underpins over 80% of clinical decisions, providing essential 
diagnostic information behind the scenes.



Northumbria Transformation Key Outcomes

A modernised, open plan 
working environment for 
Blood Sciences 
laboratory teams

A single ‘Blood Sciences’ 
staffing model with 
combined management 
structure, roles & 
responsibilies

Automated tracked 
analyser incorporating 
key areas of Blood 
Sciences (including 
Serology)

Improved staff 
satisfaction and working 
patterns



Phasing Approach

PHASE 1 - COMPLETE

WGH decommissioning

Staff Consultation

Chemistry Lab at WGH 
decommissioned if approved

Haematology analysers switched 
to match HGH POCT footprint and 

service delivery

PHASE 2 – COMPLETE

Capital Investment of £285k for 
enabling works

Sign off Beckman 5-year contract 
extension

Implement redevelopment of 
NTGH site

Scope revisited due to change in 
timelines for Phase 3

Movement towards shared Blood 
Sciences ways of working 

PHASE 3 – BUILD 
COMMENCED

Move to NSECH site for 
consolidated Blood Sciences 

provision

Single staffing rota & introduction 
of fully tracked equipment / 

workflows

Estimated for building to be 
complete approx. September 2026



Operational Challenges /
Case for Change



Fragmented Specimen Reception

Legacy workflows cause fragmentation and inefficiency in specimen 

reception, impacting quality and increasing delays.

Paper-Based System Issues

Reliance on paper systems leads to transcription errors, processing 

delays, and increased waste from plastic and print materials.

Physical Space Constraints

Older laboratories face space limitations that hinder specimen flow 

and staff movement, causing bottlenecks.

Need for Integrated Workflows

Standardised workflows improve reliability, reduce cognitive load, 

and create a foundation for digital automation.

The Challenge of Legacy Workflows



Process Clarity Through Lean Review

Lean review maps specimen reception, identifying delays and waste 

to clarify process steps and root causes.

Standard Work and Visual Controls

Creating standard work and using visual controls like colour coding 

and signage ensures consistent, reproducible workflows.

Flow Redesign for Efficiency

Redesigning specimen flow reduces handoffs and errors, ensuring 

logical and safe movement through the lab.

Digital Tools Rely on Stability

Barcode tracking and electronic systems depend on stable 

processes to reduce inefficiencies and improve digital 

transformation.

Standardise Before Digitise



Electronic Requesting System

Clinisys ICE replaces paper forms with electronic requests, 

improving data quality and reducing incomplete submissions.

Barcode Specimen Tracking

Barcoded labels ensure accurate patient-sample linkage, reducing 

specimen rejection and improving turnaround times.

Enables Automated Accessioning with WPE

WPE automates accessioning with barcode-driven routing and real-

time tracking, enhancing operational efficiency.

Quality Management and Reporting

Integrated audit trails and automation support quality assurance, 

audit readiness, and improved clinician-lab communication.

Clinisys ICE and WPE Implementation



Paper and Plastic Waste Reduction
Eliminating paper forms and plastic specimen bags significantly reduces waste and 
environmental impact in pathology.

Improved Workflow Efficiency
Digital workflows minimise lost requests and reduce repeat testing, optimising pathology 
operations sustainably.

Lower Carbon Emissions
Streamlined processes and reduced waste contribute to decreased carbon emissions 
and energy consumption.

Alignment with Sustainability Goals
Digital pathology supports NHS sustainability, national net-zero targets, and global 
environmentally responsible healthcare.

Sustainability Through Digitalisation



Efficient Laboratory Layout

Rethinking lab layouts supports ergonomic workflows and 

minimises unnecessary specimen handling and motion.

Ergonomic Workspace Design

Improved workstation spacing and bench heights reduce 

physical strain and improve staff wellbeing.

Sustainability and Efficiency

Using energy-efficient equipment and LED lighting lowers 

operational costs and supports sustainability goals.

Automation-Ready Infrastructure

Building infrastructure to support future automation enables 

integration of track systems and automated sorters.

Refurbishment and Laboratory Design



Phase Two - NTGH Refurb Complete



Aligning Workflows and Skillsets

Integrating disciplines like chemistry, haematology, and specimen 

reception fosters teamwork and reduces silos.

Shared Training and Tools

Common training on digital tools and standardised procedures 

builds a unified understanding among staff.

Collaborative Leadership and Communication

Unified leadership with daily huddles and problem-solving 

enhances clarity, collaboration, and continuous improvement.

Enhanced Resilience and Morale

A cohesive team identity strengthens resilience, reduces practice 

variability, and improves staff morale.

Building a Cohesive Blood Sciences Team



Symbolic Ribbon-Cutting

The ceremony marks the culmination of long-term planning, 
collaboration, and change in laboratory refurbishment.

Investment in People and Technology

Milestones celebrate investments in staff, digital capabilities, 
and service transformation in healthcare.

Boosting Morale and Pride

Staff engagement during events strengthens workplace pride 
and acknowledges collective effort for complex change.

Showcasing Future-Ready Services

The milestone communicates the laboratory’s readiness as a 
modern, efficient service aligned with future healthcare needs.

Transformation Milestone



Phase Three – NSECH Build



Future NSECH Blood Sciences

* Please note image is for visualisation purposes only and is NOT a finalised or agreed layout or positioning.  



Process Optimisation Before Digitisation

Fixing workflows before adding technology ensures efficiency and prevents amplifying existing 

problems.

Support Through Training and Standardisation

Effective digital tools require staff training, standard procedures, and a clear process understanding.

Sustainability from Efficiency

Improved processes reduce waste and energy use, naturally leading to sustainability benefits.

Culture Change and Engagement

Transformation success depends on staff engagement, open communication, and shared ownership.

Strong Industry Partnerships

Collaborations with specialists and equipment providers accelerate transformation and lifecycle 

management.

Lessons Learned



Optimising Digital Pathways

Focus on optimising Clinisys ICE and WPE to enhance digital workflows and 

reduce process variation.

Future Automation Opportunities

Automation of track systems, digital morphology, and middleware will increase 

efficiency and standardisation.

Strategic Service Positioning

Taking what we learned and growing it….

• Cellular Pathology have their own story of change, digital revolution and 

transformation.

• Microbiology start their journey in the coming months with Total Laboratory 

Automation

Looking Ahead….



Thank you & Questions



No transformation can be a success without the support of the Teams. 

Thanks to:

• Northumbria Pathology Teams!!

• Beckman Coulter – especially Sammi, Alex, Maria & Daria

• Danaher Performance Partnership – Hugo, Naseera and Kian

• Clinisys – WPE and ICE Teams

• Kayte and our LIMS Digital Team

• GP Liaison

• …..and Hannah, keeping us on the straight and narrow!
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Patient focused Collaborative Expert Caring

NWLP Operating model
- a thriving pathology network

2026



Who we are



Our geography



North West London

Ethnic and Cultural Diversity

North West London has a highly diverse ethnic makeup with large Asian, Black, Mixed, and 
Other populations supporting vibrant multicultural life.

Religious Diversity

The area hosts significant Jewish, Muslim, and Hindu populations, enriching local traditions 
and places of worship.

Transport and Mobility

Residents rely heavily on public transport like buses and the Tube due to lower car 
ownership, reflecting urban connectivity.

Youthful and Entrepreneurial Population

The population is younger with more students and working-age adults, showing higher self-
employment and entrepreneurial activity.

NW London demographics 
– key comparative insights

NWL’s population is large and diverse; 

Inner-west boroughs like Westminster/Kensington & Chelsea skew more working-age

Outer boroughs (e.g., Harrow, Hillingdon) have relatively older profiles

Within NWL, intra-borough gaps are stark: 
Westminster reports up to 18 years difference in male life expectancy between wards



Charing Cross

Chelwest St Mary’s 

Hammersmith West Middx

Hillingdon

HUB

Chemistry 
Haematology  

Special Haematology 
(Haemostasis and coagulation) 

Blood Transfusion
Andrology

Histocompatibility 
and Immunogenetics

Hub Site – Charing Cross:
• Blood Sciences - Chemistry, Haematology, 

Blood Transfusion
• Infection and Immunity - Microbiology,
    Immunology/Virology/Serology
• Cellular Pathology, Electron Microscopy
• Multi-disciplinary automated laboratory

Chemistry 
Haematology

Special Haematology 
(Haemoglobinopathies and 

enzymopathies)

Blood Transfusion

Chemistry 
Haematology

Blood Transfusion

Chemistry
Haematology

Blood Transfusion

Chemistry
Haematology

Blood Transfusion

Mount 
Vernon

Hub and Spoke



Imperial Healthcare 
NHS Trust Board

Imperial Trust 
(HOST)

Quality Managers

Infection 
and 

Immunity 

Cellular 
Pathology

Blood 
Sciences

Director of Operations
Clinical 

Governance & 
Quality Meeting

Hillingdon 
Trust

Chelwest 
Trust

HR

NWLP 
governance 

structure

Point of 
care 

testing
PathIT

Pathology 
Support 
Services

Communications

Training and Development

Projects Portfolio Office

Business Intelligence

NWLP Executive Team 
Managing Director, Clinical Director, 

Director of Operations, Director of People, 
Finance & Commercial Director, 
Director of Data, Digital and IT

Director of Portfolio and Strategic Delivery

Business Development

Finance





G1 Workforce

✓G1.01 Cultural Development

✓G1.02 Talent Attraction and 
Retention 

✓G1.03 Training and 
Development

G4 Growth and Customers

✓G4.01 Brand and Identity

✓G4.02 Excellence in Customer Care

✓G4.03 Availability of Products and 
Services to a broader client 
portfolio

G2 Innovation and Technology 

✓G2.01 Innovation and Development

✓G2.02 Digital Pathology Toolset

✓G2.03 Data Utilisation and Clinical 
Decision Support Unlocking the 
value in our Data and Services

✓G2.04 Research and Partnership 
Development

G3 Operational excellence and 

sustainability

✓G3.01 Evolve our corporate 
governance model

✓G3.02 Our Estate: creating a leading 
Diagnostics Laboratory 

✓G3.03 Operational Excellence

✓G3.04 Green Plan

✓G3.05 Commercial enablement

NWLP 

Strategy 

2024 - 2028

Strategic priority areas  



Review and revise functions and processes of
 our organisation to deliver our vision

Our corporate and support services are essential for driving excellence within our organisation      

and play a pivotal role in enabling us to achieve our strategic objectives and maintain a competitive 

edge in the market. These services encompass a wide range of functions, each integral to 

maintaining the seamless operation of NWLP.

• GP liaison 

• GP Consumables

• Transport and 

logistics

• Pathology Call Centre

• Pathology IT Call 

Centre

• Specimen 

Receptions

• Pathology Referrals

Pathology Support 

Services 

Finance 

IT & Informatics

Communications

Quality 

Research 

& Innovation

Continuous 

Improvement 

Project 

Portfolio Office 

Workforce & HR





Our people are at the heart of 
everything that we do and are 
key to providing a great service 
to our owners, our customers, 
our patients and our colleagues.

People

Strategy
At the heart of everything





Our Value and Behaviour Framework



NWLP training and development opportunities are 
overseen by our Workforce Committee and include:

➢ Award winning induction programme
➢ Customer care training
➢ Student and Voluntary Placements
➢ T Levels 
➢ Work experience
➢ Apprenticeships
➢ Specimen Reception School
➢ HCPC registration School
➢ Return to practice Health Care Professions 

Council (HCPC) programme
➢ Specialist Portfolio School 
➢ Higher Specialist qualifications
➢ Weekly and monthly MLT CPD talks
➢ Clinical and Higher Scientific training
➢ Talent Development
➢ Access to courses, conferences and other 

forms of CPD
➢ Multidisciplinary lab tours



LIMS System



Consolidated LIMS Benefits

• Facilitate interoperability between the Pathology networked sites

• Supporting NWL sector IT strategy of consolidation onto fewer systems across 
the Network (LIMS, EPR, Ordercomms)

• Integration, consolidation, standardisation

• Reduction in local variation between IT systems and processes to enable staff 
to work easily cross site - reduced staff training time

• Reduction in the number of legacy systems requiring IT support

• Mitigation of cybersecurity risks to the owner Trust that could lead to loss of 
service due to outdated lab systems. 



Consolidated LIMS Benefits

• Financial benefits leveraged from economies of scale and consolidated 
contracts - Over £25 Million recurrent savings realised to date

• Cost savings from improvements in workflow efficiencies

• Enhanced decision making and strategic planning

• Centralised data management, single source of truth for activity, finance, 
clinical and operational -  helping identify trends at scale

• Scalability of single system more straightforward

• Able to leverage improvements across whole service at same time rather than 
by system/site only

• Reduced IT infrastructure costs, decreased error rates



Consolidated LIMS Benefits for AI

• Improved diagnostic accuracy and consistency – Large, unified datasets allow 
AI models to be trained on far more diverse pathology examples.

• Faster diagnoses and workflow efficiency – When data from all labs 
is digitised and standardised, AI tools can dramatically speed up pathology 
workflows.

• Cross-site collaboration and equitable access – With standardised digital data 
pathologists across different hospitals can easily collaborate and consult on 
cases, regardless of location.

• Predictive analytics and proactive healthcare – Unified pathology datasets 
can be integrated with other health data (like electronic patient records and 
genomics) to unlock powerful population-level insights.



https://www.nwlpathology.nhs.uk/

Angela Jean-François 
NWLP Managing Director
angela.jean-francois@nhs.net

 

Matthew Connell
NWLP Director of Digital, Data and IT
Matthew.Connell2@nhs.net  

mailto:angela.jean-francois@nhs.net
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Breakout Skill Clinic
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Noman Manzoor
Pathology Laboratory Director, General Manager Pathology, 

Transfusion and Mortuary Services
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Foundation Trust
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