
NHS Boards discuss potential service change with HIS.     

HIS provides early advice on engagement

NHS Board considers whether service change meets Major 

threshold. HIS provides advice

START

Potential service change identified. Each service change will be 

different, both in terms of changes planned and impact on people 

NHS 

Board or 

SHC * 

deems 

change 

as Major 

NHS Board develops engagement plan: 

HIS provides input & assurance

All 

engagement 

requirements 

met? 

NHS Board makes decision on proposed 

service change

HIS quality assures the consultation 

process and prepares a report on 

whether the process has been in line 

with PWP

Major service change proposal 

submitted to Scottish Ministers for final 

approval. 

END

SERVICE CHANGE: OVERVIEW OF ENGAGEMENT PROCESS FOR NHS BOARDS

NO

NO

YES

NHS Board makes decision on 

proposed service change. HIS report 

informs the Board's decision

YES

Service Change assurance process:   

for changes that do not meet major 

threshold or are nationally determined

Major Service Change              

quality assurance process

NHS Board undertakes proportionate 

engagement

NHS Board self assurance of 

engagement undertaken through own 

governance reporting structure. HIS 

reviews report and provides feedback

NHS Board develops engagement 

plan: HIS provides input & assurance

NHS Board undertakes a minimum of 

3 months public consultation on the 

proposals

HIS provides further 

recommendations on engagement and 

considers if escalation is required 

Is 

escalation 

required?

NO

YES

Potentially  

meets 

threshold 

for Major 

Service 

Change?

NO

YES

HIS RESPONSE 
WITHIN 1 WEEK

NHS Boards undertake engagement for potential service 

change in line with Planning with People (PWP): stakeholder 

mapping, EQIA, options appraisal.

BOARD DETERMINES
TIMELINE

* NHS BOARDS CAN CATEGORISE 
SERVICE CHANGES AS MAJOR. IF SHC 

DECISION IS NEEDED:

IF EARLY DISCUSSION TAKES PLACE 
WITH HIS (ABOVE) AND SUBMISSION 

PLANNED WITH HIS: SHC DECISION 
MADE WITHIN 2 WEEKS.

IF NO EARLY DISCUSSION WITH HIS: 
HIS GATHERS FURTHER INFORMATION  

AND SCHEDULES SHC MEETINGS: 
DECISION WITHIN 4-6 WEEKS.

DEPENDS ON 
CHANGE: 
USUALLY 4-8 
WEEKS

BOARD 
DETERMINES 
TIMELINE 
HIS REVIEW IN 
1-2 WEEKS

BOARD 
DETERMINES 
TIMELINE 

BOARD DETERMINES TIMELINE
POSSIBLY COMPLETES MAJOR 
SERVICE CHANGE TEMPLATE 

BOARD 
DETERMINES 
TIMELINE 

BOARD DETERMINES 
TIMELINE
HIS RESPONSE WITHIN 
2 WEEKS 

MINISTERS 
DETERMINES 
TIMELINE 

3 MONTHS

BOARD 
DETERMINES 
TIMELINE
HIS RESPONSE 
WITHIN 2 WEEKS 

HIS 
RESPONSE 
WITHIN 
2 WEEKS

IF NHS BOARD DOES NOT 
AGREE WITH SHC, REFER TO 
SG FOR FINAL DECISION 

Ministerial 

approval?

Scottish Ministers respond to NHS 

Board for further consideration of 

proposals

YES

NO

All 

engagement 

requirements 

met? 

HIS provides 

recommendations 

on engagement. 

NHS Board 

undertakes further 

work

NO

YES

HIS 
RESPONSE 
WITHIN 
2 WEEKS

Formal escalation process to Scottish 

Government

HIS RESPONSE 
IN 2-4 WEEKS

NHS Board should not start consultation 

stage until HIS has confirmed 

engagement to date meets PWP
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https://www.gov.scot/publications/planning-people-community-engagement-participation-guidance-updated-2024/
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