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Paul da Gama, Director of Workforce & Organisational Development 
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Trust objective: Tick as appropriate: 
Achieving continuous improvement in the quality of patient care that we provide  

    and the delivery of service performance across all areas; 
    Setting out our future clinical strategy through clinical leadership in partnership     
        and with whole system working; 

Creating a clear and credible long term financial strategy. 

Purpose: The paper presents the new Workforce and Development Strategy, 2016 – 2019 to 
the Trust Board for approval 

Link to Board 
Assurance 
Framework (BAF) 
 

The strategy addresses the QIP and longer term workforce measures to create and 

sustain conditions for success. Includes objectives that link to all the principal risks. 
 
Underpins the new values approved by the Trust Board in December 2015.   

 

Previously discussed: 

Committee Date 

Trust Workforce Committee 
Trust Workforce Group 
Joint Staff Committee 
Trust Executive Committee 

22 December 2015  
October 2015 
October 2015 
November 2015 

Benefits to patients and patient safety implications 
The strategy is a far-reaching response to significant challenges and uncertainties.  

Positive culture is mission-critical to success and is core to the strategy, to ensure the new values; Care, 
Quality and Commitment are meaningful to staff, visible and embedded. 

The values-driven approach will underpin and enable significant quality and safety improvements across 
the Trust, which will result in improved outcomes and patient experience. 

Recommendations  
 
 The Trust Board is asked to approve the proposed Workforce & Development Strategy, 2016 - 2019  
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Workforce & Development Strategy for our People & Organisation 

Our workplace, Our commitment, Our future. 2016 – 2019    

1.1. Strategic objectives  

The overall purpose of this strategy is to engage with and equip our workforce to be future-
ready during uncertain times today. The one thing we can be sure of is success depends on 
the continued commitment of all our people. Whatever the future holds, we must provide 
clarity about our vision, our values, ambitions and the type of organisation we aspire to be.  

Specifically, our people need to be clear what the hospital needs and expects from them and 
what they can expect in return. This is our Gives and Gets. We need to attract and retain 
excellent and capable people who will drive us forward and enable us to succeed. The key 
question we must answer is „why would I want to commit to working and doing my very best 
for WHHT?” This is a far-reaching response to this question.   

1.2. Goals 

Our workforce and development strategy is built upon 4 key pillars for success:  

 Laying the foundations with the right people in the right roles, with the right leadership 
skills doing the right things, in the right way -  all adding up to the right culture  

 Helping us to recruit and retain a stable, competent, cost effective permanent and 
temporary workforce that is agile and future-flexible – meaning future-proof 

 Supporting our people by looking after their well-being, listening to and recognising 
efforts, creating a better place to work meaning people will stay and flourish  

 Developing our people with the knowledge and skills needed to do their jobs well, 
strengthening our leadership capability and offering great education and training  

The goal is to add certainty to an uncertain environment; laying firm foundation for securing 
a positive future for our Trust, for our patients, communities and our people. 

1.3. Background – Why we need a strategy 

Strategically across health and social care, there are three key drivers for change: 

 Rising demand for care 

 Need for improvements in how services are delivered  

 Funding constrains and increasing costs 

Delivering highest quality, sustainable care in the right way is our core business. To do this, 
we must address significant organisation and workforce challenges in the months and years 
ahead. That‟s why it has never been more important to establish this strategic framework, to 
drive our people plans and shape tomorrow‟s practice today.     

We have lots to be proud of... 

 Significant improvements in clinical outcomes by improving pathways 

 A caring and skilled workforce genuinely committed to our patients  

But we also have challenges… 

 We don‟t have a clearly defined clinical strategy 

 The health landscape is changing around us. Are we ready? 

 We‟re heading towards ever increasing levels of deficit and this situation will become 
worse if we don‟t take the right actions now  



                                        

                              4 

 

Our 2015 CQC reports adds to our uncertainty and future direction 

Significant workforce issues require new approaches... 

 Moving to 7-day services to ensure patient care at weekends is equal to that during the 
week by ensuring key services are available and appropriately staffed  

 Improving productivity and cost-efficiency against a fast growing national deficit 

 Doctors‟ contracts – national negotiations on medical contracts to enable greater 
flexibilities in deploying medical resources, both consultant and junior doctors  

 Medical and nurse revalidation –  demonstrating continued fitness to practice 

 Changing demographics – ageing population and increased demand on services 

Being smart and swift meeting national & local strategic priorities… 

 Five Year Forward View – developing new models of care that enable greater integration 
between acute, primary and community care services  

 Your Care, Your Future - a local approach to supporting people to stay healthy and 
improve the quality of care provided 

 

1.4. Benefits – what will happen when we get there? 

Our aim is for everyone to feel valued, pleased and proud to be part of WHHT. We will have 
the right, well-designed roles in the right places that „work-for‟ services and our people as 
things change over time. Our people are ambassadors for a culture where our values are 
visible and meaningful. Our hospitals will be great places to work, train and retrain.  

Figure 1. Gives and Gets – the WHHT Deal 

The ‘Gives’ and the ‘Gets’ - Creating the WHHT Deal 

People will offer – gives 

 Working in a way that reflects WHHT 
values, being kind and respectful   

 Working positively as co-worker, 
colleague, team member and always 
committing to giving exceptional care 
and service 

 Being flexible and going the extra mile 
to ensure high quality, safe care for our 
patients  

 Keeping up-to-date with Mandatory and 
Core training for knowledge and skills 

 Using eyes and ears to look out for and 
report any risks, ensuring action taken  

 Looking after personal health and 
wellbeing so WHHT staff are positive 
role-models  

 Telling people about WHHT being a 
great place to work and train 

People will receive – gets 

 A caring and inclusive employer – we 
will do as we say 

 Being part of a great team who care for 
each other and have high standards   

 Flexibility for life wherever possible to 
enable people to balance and enjoy 
their personal and work commitments   

 Opportunities for personal development 
to build enriching careers and skills   

 Safe and fit for purpose working 
environment  

 An employer who cares about all 
aspects of wellbeing - physical, mental, 
social and spiritual so care is the best it 
can be 

 A total rewards approach built around 
core remuneration and valuable flexible 
benefits 

 

Overall, we will be known for and proud of our reputation for quality, service and 
performance. People will actively seek to work for and commit to WHHT, from our local 
communities and far further afield. We will have the full confidence of external stakeholders 
including commissioners.  
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This way is our future strength and success.  

1.5. Principles of the approach 

Creating the right conditions for success requires a determined and consistent approach: 

Staffing:  

 Filling vacancies, retaining staff and reducing locum and agency spend -  good for our 
patients, our finances and staff morale alike 

 Creating working roles fit-for-the future that aligns service needs with our workforce  

 Providing high quality development that meets needs and grows our future workforce 

Engagement and Leadership: 

 Far-reaching engagement, really involving people in plans and improvements that matter 

 Embedding our values so that these genuinely drive what we do  

 Recognising and rewarding our staff for their efforts, their care and commitment  

 Capable, collegiate and visionary leaders at all levels - this includes strengthening our 
clinical leaders and making sure all leaders have the time and head-space required 

 Proactive partnership working with our Staff Side and between our divisions and 
corporate functions – we need to nurture shared purpose, joined-up working with 
honesty around risks and required responses 

Productivity:  

 Providing everyone with a satisfactory working environment – while our estate is poor we 
must ensure staff have the basics and better, to improve morale and efficiency  

 Making best-use of the limited technology we have to drive productivity, being more 
efficient where we can be and cutting out wasteful processes 

 Embedding an improvement culture -  learning from our mistakes, not blaming  

 Ensuring a productive workforce. Costs of our medical workforce is spiralling and we 
must create clear alignment between service needs, roles, rotas and job plans 

Being data driven:  

 Maximising our use of the latest and best available workforce-related technologies, 
harnessing information to inform plans, decisions and outcomes for recruitment, 
rostering, development, case management and other key performance-driven areas 

 Giving managers control and understanding of their workforce and related processes 
through adopting user-friendly systems and providing support and development so 
managers can get the best out of them 

 Providing clear, detailed and timely reports enabling managers to respond flexibly and 
speedily to workforce-related issues to maximise productivity and engagement 
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2. Four pillars of delivery  

The strategic framework is based upon 4 distinct yet interrelated pillars; each pillar forms 4 
core work-streams, pinpointing objectives that will drive workforce and divisional plans. We 
will be smart about who leads what, responsibilities, milestones, governance and measures 
of success so the strategy „works for‟ us -  outcomes become what we are „known-for‟.  

Figure 2: Key elements of the strategy 

Quality
Care

Commitment

 

 

 



                                        

                              7 

 

 

2.1. Each pillar is described below. 

 

2.1.1. Laying firm foundations  

System-wide changes are gathering a-pace at the very 
same time financial and staffing pressures are growing. We 
know our people feel stretched, showing in high turnover 
and far too many vacancies.  

That‟s why we‟re focusing OD and systems‟ work in 4 areas 

 
 

 

Values driven culture 

Culture change is hard-won and a long-term commitment. Within high performing 
organisations, known-for excellent products and services, poor practice stands-out as 
unacceptable and unusual. From the first point of contact, you „just-know‟.  

Our values; Quality, Care & Commitment describes our ethos, “What we stand-for and want 
WHHT to be „known-for?” Our values must be visible and genuinely at the heart of 
everything we do.   

That’s why at WHHT we are committing to: 

 Our Trust Board and leaders ensuring our values are core to how decisions are made, 
our communications and how services and people are managed 

 Our values being experienced across all our people-processes; from the first point of 
contact, how we recruit, welcome, support, develop and retain our people   

 An open culture where people feel able to speak up when things go well or wrong, 
without fear of repercussion -  the key thing is to share, learn and move on 

 Working with our Unions in partnership to inform service development and increase 
employee engagement, being inclusive, looking after staff health and wellbeing  

Some of the ways we will measure our success:  

Staff Survey response rates consistently good & working towards top quartile responses e.g. 

 - “Care of patients in my organisations‟ number one priority”  

 - % of staff who recommend WHHT for care or treatment 

 -  How likely are you to recommend West Herts. as a place to work? 

Lowest quartile % of staff says they have experienced Bullying & Harassment 

100% of all workforce policies reviewed to incorporate values  

 

Tomorrow’s roles today 

With health and social care changing all around us, we must be future-focused right now 
creating new roles, providing access to training and flexible ways of working that builds 
resilience and our competitive edge.   

That’s why at WHHT we are committing to: 

 Values driven culture 

 Tomorrow’s roles today 

 Flexible and inclusive 
workforce 

 Listening to you 
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 Working alongside divisions; determining new roles and flexible routes to training such 
as middle tier medical posts to reduce reliance on consultants, better support for our 
junior doctors, reducing locums –   better all round 

 Extending use of Advanced and Specialist Nurse Practitioners, Physicians Assistants 
and other roles that mean attractive local career and training pathways in key services; 
there is real potential to create roles that appeal to talented people 

 Growing our apprentices and Band 1 - 4s to support multi-professional teams 

 Redesigning non-clinical posts - corporate, management and admin roles must adapt to 
service changes too, using resources wisely and streamlining 

Some of the ways we will measure our success:  

Closing the gap on the number of unfilled posts 

Reduction in turnover to 8% 

% increase in apprentices as part of system-wide programme building on target to convert 
25% of A&C Band 2 posts covered by bank/agency to apprenticeships 

Establishment of new roles e.g. Physician Associates, Specialist & Advance Care 
Practitioners 
Decrease in ad hoc sessional payments for doctors  

A clear annually updated workforce plan aligned with whole-system workforce modelling 

Flexible and inclusive workforce 

Meeting the needs and aspirations of our staff and people looking to join us will help answer 
the key question „why would I want to commit to working and doing my very best for 
WHHT?”  Our strategy is to offer a flexible and adaptive workforce proposition so WHHT 
becomes part of peoples‟ life journeys. Flexibility is often far more highly valued than 
financial rewards. We will ensure it is possible and desirable to stay, helping people meet 
their work and life commitments, as both changes over time.    

That’s why at WHHT we are committing to: 

 Linking workforce, job and service plans with flexible working – e.g. our staff determining 
team-based 7-day rosters; there will be people who prefer working weekends, evenings, 
part-time, term-time, bank holidays; team-agreed is best - this will reduce reliance on 
temporary workforce and will be far more sustainable long-term 

 Recruiting from a range of diverse communities, extending a warm welcome to train and 
work at WHHT, creating a sense of belonging for everyone from home and overseas 

 When posts become vacant or new roles created, looking at different options for filling; 
job-shares, secondments, shared posts across divisions and even sectors  

Some of the ways we will measure our success:  

 Reduction in vacancy rate from 14% to 8% 

Team-based rosters in place and reduction in use of agency/locums 

Uptake on flexible working options 
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Listening to you 

You hear with your ears, but listen with your mind and heart - we want a culture where we 
genuinely listen and engage.  Often the best ideas and insights come from front-line staff 
who know the little and sometimes really big things that make all the difference.  

That’s why at WHHT we are committing to: 

 Embedding Listening into Action so that Big conversations become lots of „little, often 
and local‟ conversations and when we ask for input we will go back to people to update 
on actions taken and next steps 

 Improving our annual Staff Survey and Family and Friends completion rates and putting 
in place action plans that addresses what matters to staff  

 Ensuring our communications is two-ways, accessible to all staff; it is good to talk! 
Making sure that we don‟t exclude people who may be difficult to reach, because they 
have English as a second language, a disability or lack confidence in coming forward    

Some of the ways we will measure our success:  

Improving our annual Staff Survey and Family & Friends completion rates and scores  

Regularly using the LiA temperature check methodology to check progress  

We will involve people in developing plans and making sure actions are followed through 

2.1.2. Finding the Right People  

When all hospitals are recruiting and candidates are spoilt 
for choice, it has never been more important to ensure the 
right people know about us and are choosing our Trust as 
their place of work. We need to be reaching out to the 
widest populations of capable people possible; offering 
great opportunities and living up to everything we promise – 
from day one.   

That‟s why we‟re focusing our resourcing work in 4 areas 
forming a joined-up approach; See, Start, Support & 
Sustain, planning of staffing and service needs together. 

 

 

Pro-active recruitment - Seeing & Starting 

Turnover is a real concern as are high levels of vacancies.  We must be „bang up to date‟ 
with our methods for finding and retaining great people. Our approach will be to market, sell 
and tell people what‟s great about West Herts, having competitive edge and making sure 
people choose us.  This is about a contract of mutual benefits – gives and gets.  

That’s why at WHHT we are committing to: 

 Promoting our WHHT employer „brand‟ which reflects our values, drives the way we 
recruit, and sets the benchmark for all our people approaches 

 Making use of social media and creating a richer on-line experience before people start 
work, providing the information needed and mandatory training, to succeed from day one 

 Developing the WHHT recruitment team as recruitment consultants, working with our 
divisions and business units to provide tailored and effective recruitment campaigns 

 Proactive recruitment 
Seeing & starting  

 Part of the team 
Supporting & 
Sustaining  

 Linking staffing with 
service needs 

 Building a flexible 
workforce 
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 Recruitment within our local communities including our volunteers; people feel pleased, 
proud and committed to working at „their‟ hospital and we are part of vibrant communities 

 On-going overseas recruitment. We will look for opportunities to establish on-going 
relationships with EU and international universities to help bring their graduates over to 
the UK. Being close to London but without London prices is a bonus and a competitive 
advantage. 

Some of the ways we will measure our success:  

Reduced vacancy rate from 14% to 8% and turnover from 17% to 12% 

Reduced spend on agency staff from £3.1m to £1.45m 

Reduce % of temporary staffing cost spent on agency (rather than bank) from 75% to 30% 

Growing our young people workforce including apprenticeships  

90% of new starters will rate their joining experience as positive or very positive 

The attrition rate for new joiners will be no more than 10% higher than that of the whole Trust 

Part of the team – Supporting & Sustaining 

We lose around 20% of new joiners within their first year of service and that must partly be 
because we don‟t welcome, induct and support people well enough. Our approach will be to 
start engaging from the minute someone hears about or sees an ad for a role at WHHT 
through to the end of their first year and beyond so all stages of the experience is positive.  

That’s why at WHHT we are committing to: 

 A stream-lined end-to-end recruitment process that is responsive, feels slick and quick. 
Every person joining WHHT will have an on-board manager to support their joining 
process and be an on-going point of contact as people settle into work and their team 

 A Trust welcome that is truly welcoming -  genuinely supporting new starters from home 
and overseas to succeed, become part of their team and wider hospital community    

 Training managers to be able to properly support new staff and assist them during their 
probationary period. Our managers need inducting too!  

Some of the ways we will measure our success: 

The attrition rate for new joiners will be no more than 10% higher than that of the whole Trust 

90% of new starters will rate their joining experience as „positive‟ or „very positive‟   

90% of candidates will complete mandatory training before starting 

90% of new joiners will have a PDP within a month of joining 

Linking staffing with service needs 

Demand for our services is growing rapidly, and we‟re not alone. As hospitals throughout the 
country face challenges to keep pace with the growing needs of patients, the number of 
trained staff available to work has reduced. With many of our operational challenges and 
pressures linked to staffing numbers our key priority is to recruit to our gaps and to sustain 
that position ongoing.   

At a time when we are being challenged to improve our performance while also doing more 
with less, it is also essential that we connect our clinical service plans and the job plans of 
our consultants and other senior doctors. We have historically struggled with this as our 
business, workforce and job planning processes haven't been joined up. As a result, we can 
find ourselves grappling with capacity issues and meeting growing demand by relying on 
staff to work more 'ad hoc' hours, or by using locums. 
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That’s why at WHHT are committing to:  

 Exploring the opportunities for different ways of working  including use of technology e.g. 
upgrading our e-roster system, rolling out to all staff groups and maximising the 
productivity benefits from its use  

 Matching job plans with service needs, ensuring rotas and shifts do not place onerous 
demands on people and for clinical teams to determine  whether they have the right 
number of doctors and what changes may be needed to individual and team job plans 
to reflect the service needs 

 Savvy recruitment that means we secure the right medical, specialist and support staff 
where capacity and demand reveals a clear need – forward planning not reacting  

 Drive greater efficiency from our Administrative resources through utilization of 
technology and better organization. Our goal is to shift our administrative staffing levels 
from its current position as being an outlier for all the wrong reasons as compared to 
other Trusts, to significantly below NHS national averages.   

 

Some of the ways we will measure our success: 

Reduced vacancy rate to 8% 

Discretionary staff costs reduced 

Capacity and demand matched with job plans 

Significant reduction in reliance on ad hoc/locum work 

Increase in medical workforce productivity 

Building a flexible workforce 

Flexibility is a two -way deal; the Trust needs a flexible, agile workforce to meet fluctuating 
service needs, particularly as seven day working makes 9-5 working less and less the norm. 
We must also stop over-reliance on using agency and locum staff that has obvious negative 
impact for staff, patient experience and financial perspectives. Flexibility is about building our 
own flexible workforce, both permanent and bank.  

That’s why at WHHT we are committing to: 

 Flexible working as one of our „Gives and Gets‟ – the default position at WHHT will shift 
from „why should we offer flexible working‟ to „why can‟t we offer flexible working?‟ This 
will make us more attractive to many, including people with caring responsibilities, young 
people who might wish to combine work with study, disabled people, mature people 
looking for a „second career‟ 

 Strategically planning what we need from agency providers, getting value from contracts, 
service agreements and rate caps 

 Ensuring we achieve maximum benefits from the way we manage temporary staffing as 
part of the review of the NHSP contract due for renewal March 2017 

 Growing our internal bank to be customer facing and encouraging people who are 
looking for very short-term work to join, as well as staff wanting more flex 

 Working at „health system‟ level with agency staff suppliers so the Hertfordshire market 
operates to the benefit of NHS and social care providers, not just for profit 
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Some of the ways we will measure our success: 

Increasing numbers of our own staffing working flexibly, both substantive and on our bank 

No more than 30% of our temporary shifts are filled by agency staff by the end of 2016 

Adhering to DoH price caps for locum, agency and interim use  

 

2.1.3. Supporting Our People 

It is our people, our committed employees, who determine 
whether we succeed in delivering excellent care for our 
patients and flourish and survive, as an organisation.  High 
performance requires stamina, resilience and healthy work-
life balance. This is why looking after our people‟s wellbeing 
is never more important alongside recognising and 
appreciating individual and team efforts.  

That‟s why we‟re focusing our work in 4 areas:  

 
 

Looking after your well-being 

People who work for the NHS do so because they care about others and this principle must 
apply equally to our relationship with our staff; protecting and promoting health and 
wellbeing, providing a safe working environment, facilitating work-life balance.  Staff not 
feeling fully fit or over-tired means under-par performance and poor experience.  Staff 
absence is costly, affecting continuity of care for our patients. We will look after physical, 
mental, social and spiritual health of all our people so care is the best it can be.   

That’s why at WHHT we are committing to: 

 Having in place our Workplace Wellbeing Charter showing our commitment to our 
workforce and being able to audit and benchmark our practice against national standards 

 Creating safe and healthy working environments with effective risk management, 
designed to eliminate what is unsafe and unacceptable 

  Creating a fit for purpose occupational health service  

 Strengthening physical and emotional wellbeing and resilience through initiatives 
including Schwartz Rounds that supports staff in their caring roles; we will also promote 
the 24/7 Employee Assistance service  

 Encouraging and supporting people to have healthy lifestyles and nudging people to 
make the right choices so our staff are healthy role-models  

 Supporting people with manageable health problems or disabilities to maintain, access to 
or regain work to support well-being and retention 

Some of the ways we will measure our success: 

Reduced sickness absence from 3.5% to 3.2% 

 % of staff saying they feel pressure to attend work feeling unwell down from 60% to 25% 

Reduction in perceptions of bullying and harassment 

Increased % of people who know of our EAP and use it in line with best norms nationally 

Wellbeing Charter aiming for Achievement, then Excellence  

Increased number of wellbeing initiatives and events across the Trust  

 Looking after 
wellbeing 

  Recognising efforts 

  Helping our people 
perform 

 Making WHHT a 
better place to work 
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Increased attendance at wellbeing initiatives across the Trust  

Recognising your efforts  

There is nothing more powerful to drive performance than a simple „thank you‟ for a job well 
done. Whilst we need to recognise all our people who do a good job, we need to give special 
attention to stand-out performers, publically showing our appreciation and rewarding staff 
appropriately so that the „extra mile‟ becomes the standard everyone strives for.   

That’s why at WHHT are committing to: 

 Ensuring our managers are saying thank you and recognising behaviors that 
demonstrate our values in action 

 Highlighting great performance such as really impactful Employee and Team of the 
Month scheme that recognises not just one person‟s efforts but the very many who make 
a real difference every day 

 Ensuring that we actively implement the link between performance and pay progression. 
There are few things more de-motivating than seeing under-performance being rewarded 

Some of the ways we will measure our success 

Significant increase in number of people receiving official recognition for great performance  

% incremental pay progression rates calibrated with good/poor workforce metrics i.e. poor 
performing areas reflected in % withheld incremental progression 

Promoting our innovations through entering national awards, presenting at conferences, 
hosting learning events 

Increased number of wards meeting exemplar standards and acknowledgement of this 

Helping our people to perform 

Our learning and development specialists have a crucial role in supporting our people to 
perform in the context of complex work systems.  It is imperative appraisal and performance 
management processes enable managers to set clear objectives, standards and then track 
progress; with consequences when performance is below par.  

We need to establish a culture of learning where we close the loop and apply learning from 
investigations, mistakes and importantly successes too.  

That’s why at WHHT we are committing to:  

 Strong governance for all people processes, with Board „line-of-sight‟ on the right 
measures in place to help our people perform -  not nice to haves but must-haves  

 Developing our L&D teams to work as performance/development consultants with our 
divisions, providing expert, tailored development support aimed at lifting performance 

 Ensuring business and performance management processes are robust and well 
executed with targeted support from HR Business Partners to help people work smartly 

 Improving data available on ER cases for the divisions to improve efficiency of case 
management and target improvements across manager capability.  
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Some of the ways we will measure our success  

Growth of network of coaches and mentors across the organisation 

Appraisal compliance rates from 66% to 95% 

95% of staff has a tailored personal development plan (as outcome of appraisal) 

Distribution of ratings for Performance Related Pay linked to metrics and measures  

Delivery of workforce development and improvement plans 

Making WHHT a better place to work 

It is no secret that our estate is in desperate need of modernisation and this will take some 
time. Our staff know that we can‟t provide them with a 5-star setting, but they do want the 
basics and currently we don‟t always provide this.  A good place to work also means being 
treated well and feeling respected – being kind to each-other as work is tough enough.  
     

That’s why at WHHT we are committing to: 
 
 Providing good basic facilities; this includes proper staff rest facilities, access to 

refreshments and a good staff restaurant plus the basics so people can do their jobs 

 Acting on local feedback to make improvement to those areas in greatest need. Whilst 
we can‟t wave a magic wand, we can focus upon those improvements which will have 
the greatest impact and make our environment better to be in 

 Ensuring that we continue to offer and grow staff benefits through our staff support and 
discount schemes and importantly, ensure people know what is on offer 

 Implementing our bullying and harassment strategy and zero tolerance. Also need to 
help people understand the difference between B&H and robust management, training 
managers on how to have „difficult‟ conversations in a respectful and effective manner 

 Implementing fully the recommendations of the Freedom to Speak Up report 

 Working hard to understand why people are leaving and what we can do better to retain 
– before we receive the resignations; this is multi-factorial from lack of opportunities to 
progress to changes in personal circumstances, so a personalised approach is essential 

Some of the ways we will measure our success  

Top quartile performance in relation to the „How likely are you to recommend West Herts as 
a place to work?‟ question 

QIP actions delivered to address staff facility issues 

Increase in the number of people using our staff benefits schemes 

Reduction in the % of staff saying they have experienced B&H 

Reduction in the number of B&H cases 
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2.1.4. Developing Our People 

Ongoing development attracts and supports high 
performers and in turn leads to better job satisfaction and 
retention – investment in people is investment in services.  

We also need the very best managers and leaders, with 
vision, grip and grit to help us on our journey of 
improvement.  Our future clinical strategy will mean 
redesigning services and roles. People must step-up and 
into the choices and challenges ahead. Our strategy is to  
ensure the right skills and attributes now, required to 
succeed in the future, no matter how services are shaped. 

That‟s why we‟re focusing our work in 4 areas: 
 

 

Helping you build your career 

We want to ensure that opportunities are available to all staff so they can reach their full 
potential with us.  With changing workforce demographics, we also need to manage our 
talent and proactively plan for the future.  
 

That’s why at WHHT we are committing to: 
 
 Ensuring that every member of staff has a Personal Development Plan which is actively 

managed against SMART objectives and the individual‟s capability and ambitions –  
being sure we are inclusive in our approach for everyone 

 Improving the way in which we develop our Band 1-4 population so that there are clear 
career development opportunities particularly through the use of apprenticeships and 
other access routes into new roles and professional development 

 Straightforward and robust processes around the use of continuing professional 
development funds to ensure resources are properly used 

 Agreeing bespoke WHHT rotational posts to help create a better equipped and more 
flexible workforce and offering flexibility for work-life balance 

 Transparent processes for promoting people based upon commitment and ability, 
moving to a culture whereby succession planning is the norm, reflects our diverse 
workforce, matches talent with needs and retains our best people  

Some of the ways we will measure our success  

An established Apprenticeship Offer with increasing numbers of apprentices and conversion 
into substantive posts 

Workforce development plans that match service needs with targeted CPD spend 

Increased number of rotational posts  

Increased % of staff with PDP to 95% 

Clear Talent Management and succession plans in place in professions and services 

Retention of „star performers‟ at all levels 

 Helping you build 
your career 

 Helping you do your 
job 

  Developing our 
leaders and 
managers 

 Right education and 
training 
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 Helping you do your job 

Successful performance depends upon people having the right knowledge, skills and 
behaviors for their jobs.  This includes ensuring people have all the clinical competencies 
they require to perform their jobs well to deliver safe and effective care.  When we promote 
clinicians into leadership roles we support this transition too. For all staff, core training to 
meet core needs is a must-do.  

That’s why at WHHT we are committing to: 

 Really embedding effective appraisal processes across all staff groups that drives our 
values, links objectives to needs and ensures staff know the gives and gets of their role 

 Making it easy to complete mandatory training, with a major shift to on-line mandatory 
training so new starters hold an automated „Passport to Practice‟. 

 Making the very best use of external and internal investment in our people – so that we 
spend money wisely, meet identified needs and follow-through, making sure learning is 
applied and we get the outcomes intended 

 Ensuring we have an effective and customer driven Learning and Development teams, 
we use learning resources and facilities well and our people can access simple, clear 
policies, processes and guidance that works for them 

Some of the ways we will measure our success  

Mandatory training compliance levels of between 95-100% with % of staff saying “My 
training has helped me deliver a better patient service” to upper quartile rating  

95% of staff will have an annual appraisal and PDP with flexible work-based development 

Every piece of development will be properly evaluated to identify benefits, staff enabled to 
apply learning and improve overall offer 

 

Developing our leaders & managers 

People join organisations, but leave their managers, so the quality of management and 
leadership cannot be over-stated.  Strong clinical leaders are also vital to service 
transformation and medicines management. We have already significantly invested in 
building leadership capability and will ensure continued return on this and future investment. 
It is also vital senior staff all role model Trust values, not doing this stands-out and is not 
tolerated.  Essentially, we must all do as we say – arguably the most key give and get deal.  

 That’s why at WHHT we are committing to: 

 Continued investment in leadership development to ensure leaders at all levels have the 
requisite skills, attributes and support to drive continued improvements at pace and scale 

 Rolling out core management skills training to all, ensuring consistency in the quality of 
our management ethos and practices – managers are our vital links in the delivery chain 

 Developing dedicated WHHT learning networks as people really value these for 
connecting, sharing and building relationships across divisions and sectors 

 Promoting coaching and mentoring as a proven way to support people – coaching 
competencies are of value to supporting our patients too 

 Introducing a fair and equitable pay and reward framework for clinical leaders 
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Some of the ways we will measure our success  

95% appraisal compliance with systematic application of pay progression processes 

Number of managers undertaking and completing core management training programmes 
calibrated to workforce metrics e.g. appraisal compliance, sickness absence, % turnover 

Staff survey scoring improving across all domains including: 

 - % of staff saying satisfied with the support they get from their immediate line manager   

 - % of staff saying satisfied with recognition given for good work and able to do their job to a 
standard personally pleased with   

 - % of staff having well-structured appraisals in the last 12 months    

Right education and training  

In Beds & Herts, there is a 10% supply gap in staff against what is needed and this shortfall 
is growing 1-2% per year.  There is also a high percentage of staff age 55 + meaning we 
must find and develop our future workforce. Closing the gaps requires lots of actions 
together – creating more training places will only fill 30% of the shortfall and takes several 
years. While system-wide plans to retain newly qualified staff locally will help, we must help 
ourselves. Our ambition is for WHHT to become an employer and educator of choice. To 
stand-out we must offer something unique and stand-out so we are the place to be.  

That’s why at WHHT we are committing to: 

 Smart commissioning of education and training so we make best-use of every pound 
spent to develop and retain the right people for the right roles 

 Young people are our future - we will promote our employer brand, engaging with local 
schools, colleges and communities – telling and selling the many opportunities on offer; 
our future workforce is within our reach if we are savvy, like making use of social media 

 Ensuring all our students have the best possible learning experiences and offering jobs 
in Year 1 of training to keep people with us once qualified 

 Being really creative - „outside of the box‟ designing of train-to-work offers e.g. WHHT 
bespoke rotational specialty training for medics, nurses, therapists - while not „career 
training‟, we will offer attractive guaranteed, flexible roles at WHHT on completion the 
same approach can grow the number of flexible generalists – a win-win give and get 

 Supporting people whose role is to train, educate and mentor so we sustain a vibrant 
learning community and provide consistently high quality development 

 Joining up themes and outcomes from Clinical Governance, education inspections and 
audits so we proactively assure and share learning and „think‟ learning habitually 

Some of the ways we will measure our success  

Reduction in vacancy rate from 14% to 8% 

Growing apprenticeships and other Band 1-4 train-to-work opportunities in line with system-
wide targets  

Increasing ratio of young-people in workforce, other protected groups, returners to work 

Successful education inspections and QIPF 

Professional Revalidation compliance rates 

Working with our education commissioners to bring on stream new routes into nurse training 
to increase the number of nurse students who train locally and are recruited to WHHT 
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3. Knowing it is working, showing it is working 

Supporting this strategy will be underpinning plans, specialist and service-specific. However, 
whilst plans will be systematic, tactical, with robust project management methodology‟, our 
people are not so linear, nor are they predicable and we work in uncertain times.  

The business of performance is quite tangible – service delivery, cost effectiveness, 
savings/growth, cost-efficiencies, targets, standards, KPIs, risk management, governance. 
For people, measures of success include, recruitment, retention, mandatory training, 
appraisals, sickness absence, agency spend etc. And yet, with good plans being delivered 
and measured, there is still continued risk of an uncertain future.   

It is the less tangible, qualitative enablers that people offer - engagement, motivation, 
inspiration, dedication, caring, leadership that will deliver the ethos of our values – Quality, 
Care, Commitment. These factors form what is known as the „emotional contract‟ that 
strongly binds people and place together. And they are far more problematic to measure.  

This is not to duck the challenge of evaluation. We must capture the essence of our values 
in practice as we translate strategic intentions into hard truths, or risk not creating the 
required conditions for success.  

That’s why at WHHT we are committing to: 

 Benchmarking our performance against the best, setting stretch targets and going for it  

 Challenging ourselves and each other to „hold up the mirror‟: are we genuinely doing as 
we say to deliver on our pledges in the 4 pillars of this strategy?  

 A great evaluation tool – asking people about the impact of our approach. Big and lots of 
small conversations, engaging, listening, acting upon feedback is the heart of the 
approach. Engagement is a core OD intervention that will be „hard-wired‟ into business 
as usual, required of all leaders and managers of people -  it is good to talk 

 Strong governance (Figure 3) and monitoring progress, adjusting targets so objectives 
are doable but not losing sight of our ambitions and goals    

 Being proud of achievements, telling people about our improvement journey and the 
great work being done across our hospitals. This way we recognise the commitment of 
our people, raise our profile and build our proud reputation; successes inspire success. 

4. Governance & Delivery 

The strategy addresses the QIP and longer term workforce measures to create and sustain 
conditions for success. The 16 point plan encompasses objectives that align with all the 
principal risks. The strategy also underpins the new values, Care, Quality and Commitment 
approved by the Trust Board in December 2015.   

For each plan, there will be a senior work-stream lead, acting as Programme Manager to 
determine and progress objectives that will drive workforce and divisional plans.  

Effective delivery of plans and the transformation required, whilst maintaining commitment to 
effective business as usual service delivery will be challenging. It is proposed that the 
existing Workforce Group will be replaced by a more strategically focused Transformation 
Board, chaired by the Director of Workforce & OD and supported by dedicated Programme 
Management.  Senior leads will drive delivery through task and finish working groups. There 
is a clear commitment to partnership working with the Staff Side.  

The proposed governance arrangements are illustrated below in the context of existing 
workforce governance structures.  
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Figure 3. Governance Arrangements 

Workforce Strategy – Programme Delivery 

WORKING GROUP 1 

Finding the right 

people

Drives delivery of 

tactical plans 

WORKING GROUP 2 

Supporting our people

Drive delivery of tactical 

plans 

WORKING GROUP 3 

Developing our 

people

Drives delivery of 

tactical plans

WORKING GROUP 4 

Working   together

Drive delivery of tactical 

plans 

WORKFORCE TRANSFORMATION BOARD 
(Replacing Workforce Group)

Chaired by Director of HR and supported by                 

Workforce Strategy Programme Manager 

Monitors delivery of the overall Strategic Plan

WORKFORCE COMMITTEE 

(current board Sub Committee)

Remit expanded to embrace assurance of strategic plan 

delivery and associated metrics

JCC/Staff 

Side

 

5. Investing in our strategy 

Whilst most of the plans and activities outlined will be delivered within business as usual 
resources, there will be the requirement for some additional investment to implement the 
transformation to the pace and scale required. Where there are identified cost pressures, 
each plan will be subject to individual business case. The most immediate priorities where 
additional investment is likely to be required are: 

 Workforce Strategy Programme Manager, Band 8a (subject to job evaluation) 

 Embedding our values and engagement plan 

 Creating a fit for purpose occupational health service 

 Leadership Development 

 Overseas recruitment 

 E-rostering 

 ESR self-service 
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6. Recommendations 

6.1. The Trust Board is asked to approve the proposed Workforce and Development 
Strategy 2016 – 2019 

6.2. That the governance arrangements outlined in section 4 are established; resources 
to be identified for the Programme Manager role potentially a secondment 
opportuntiy 

6.3. Senior workforce project leads are fully engaged in agreeing objectives and 
progressing detailed delivery plans.  

6.4. It should be noted that individual business cases will be submitted for approval where 
there are identified cost-pressures  

 

 

 

Paul da Gama 
Director of Workforce & Organisational Development 
 
27 January 2016 


