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1st December, 2025
NEWS RELEASE

Major NHS reforms risk being undermined by lack of accountability
at ICB level, warns Medical Technology Group

Investigation finds a majority of ICBs have unclear structures around accountability that is
driving a “risk averse” culture to transformation, improvement and adoption of new
technology

A new investigation by the Medical Technology Group warns that the biggest overhaul of the
NHS in a decade risks failing to deliver for patients because accountability across Integrated
Care Boards (ICBs) remains unclear, inconsistent, and heavily reliant on the capability of

individual leaders.

The report ‘Rebuilding Accountability in a Changing NHS’ is the first publication of MTG’s
Commission on NHS Culture, established to identify the system-wide behaviours and
structures that support or hinder transformation and improvement as the NHS undergoes

major reform.

However, through interviews and Freedom of Information requests, it has found that
responsibility around this transformation is unclear when it comes to local leadership of the
NHS, with ICB leaders reporting uncertainty around national and local priorities, how new

structures will operate, and what the centre now expects of them.

Several described a “distracting” period of constant organisational change, confusion over
the future roles of NHS England and the Department for Health and Social Care, and mixed

or conflicting signals from national programmes.

Others warned that unclear accountability is leaving systems unsure what they are being
held responsible for, including a hyperfocus on waiting lists that can slow decision-making

and make it harder to prioritise innovation and long-term population health improvement.

The report highlighted transparency around decision making, a structured approach to
innovation and the monitoring of patient outcomes in a systematic way as running themes

that laid the foundations for improvement driven by local leadership.
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It highlighted Bristol North Somerset and South Gloucestershire as having "consistently
strong performance” that was leading the way as ICBs move towards specialised
commissioning and the new powers set to be given to them under the Government’s Ten
Year Health Plan.

The report also lays out a series of recommendations to ensure other ICBs do not fall behind
ahead of the new reforms and the abolishment of NHS England. These include multi-year
“accountability compacts” between the Department and ICBs to move beyond short term
targets, as well as “public accountability” dashboards that provide local data in relation to

finance, productivity and patients outcomes.
Barbara Harpham, Chair of the MTG said:

“We now understand the why of NHS reform, but the how is still unclear. As our
investigation shows, at the heart of this uncertainty is who is accountable for this

transformation at a local level.

“Unless this is fixed, the NHS risks drifting further into a postcode lottery - where
performance and transformation is dependent on whether an area happens to have a strong

leader, not whether it has a strong system.

“As we move into a new phase for ICBs under the Ten Year Plan, there is an opportunity to

embed functioning, strategic accountability within the NHS that delivers for patients.”

A full copy of the report can be found at NHS Culture | Medical Technology Group

-ends-

For media enquiries, please contact:

The Medical Technology Group, Colin Hallmark
07745 914170 / mtg@3nine.co.uk

About the report

The MTG asked 42 ICBs about accountability within leadership, for patient outcomes and
innovation. The MTG ranked ICBs red where there were under-developed accountability
mechanisms, or no response to our questions, amber where there were unclear structures of
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accountability or where responses were mixed, and green where ICBs have reported clear
and effective accountability structures across all areas.

NMumber of ICBs ranked Red/Amber/Green for
each area of accountability

0 5 10 15 20 25 30 35 40
HRed - under-developed accountability mechanisms or no response to our

question

Amber -unclear structures of accountability orwe received agood and a bad
response to our questions

mGreen - ICBs have reported clear and effective accountability structures across all

dreas.

About the Medical Technology Group

The Medical Technology Group (MTG) is a coalition of patient groups, research charities and
medical device manufacturers working to make medical technologies available to everyone
who needs them. Uptake of medical technology in the UK is not as good as it should be, given
its great potential to provide value for money to the NHS, patients and taxpayers. The MTG
believes that patients and clinicians need better information about medical technologies so
that they can make informed choices about their medical care.

www.mtg.org.uk



