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	Main Report

	Background and current situation:

	
At Cardiff and Vale UHB (the UHB) we pride ourselves on being a great place to train, work and live; with inclusion, wellbeing and development at the heart of everything we do.   We know that in order to meet our population’s health and care needs effectively we are completely dependent on our workforce.  However, we cannot achieve this by things remaining the way they are.  We need to transform the way we attract, train, develop and support our workforce through a culture of compassionate and inclusive leadership with a focus on wellbeing at the core.   

In January 2022 the People and Culture Plan 2022-25 was approved by Board.  This is our opportunity to improve the experience of staff, to ensure the improvements we have made over recent years continue, and to confront the challenges which have arisen as a result of the pandemic and subsequent recovery period.     By achieving this we know that we will also improve the experience and outcomes of the people we care for.
As we now approach 12 months since the Plan was adopted, this report will provide for the Strategy and Delivery Committee a summary of progress made, and how we have responded to the challenges faced.    It includes a case study on the work currently taking place within the Emergency Unit, and looks at what we are doing to stay on track and to evaluate whether the aims of the Plan are being met.

ABOUT THE PLAN

The People and Culture Plan sets out the actions we said we would take over the three-year period 2022-2025, with a clear focus on improving the wellbeing, inclusion, capability and engagement of our workforce.    Detailed objectives were developed to accompany the Plan which describe how we intended to achieve these ambitions and milestones were put in place to progress the agenda.
   
The Plan is built around 7 themes which are based on the those set out in the Workforce Strategy for Health and Social Care, with an added emphasis on retention in theme 3 to recognise the importance of retaining our workforce as well as recruiting new people:
1. Seamless workforce models - to support the integration of Health and Social Care services, to deliver a seamless, coordinated approach from different providers, based on outcomes that matter to the person
2. Engaged, motivated and healthy workforce - to have a workforce that feels valued and supported wherever they work
3. Attract, recruit and retain - to recruit and retain the right people with the right skills 
4. Building a digitally ready workforce - to have a workforce that is digitally ready: one which has both the technology available and skills to utilise this effectively and enhance their ways of working
5. Excellent education and learning - to ensure that education and development of the workforce remains a key priority, with an equitable approach to education provision and support for those who have additional learning need
6. Leadership and succession – to help our leaders embody collective, compassionate and inclusive leadership
7. Workforce supply and shape - to have a sustainable workforce in sufficient numbers to meet the health and social care needs of our population.
Each theme has a People and Culture lead and a named staff (Trade Union) representative.   

Monitoring of the Plan takes place through a number of channels:
· In depth progress updates are provided for each theme on a monthly basis, using flash reports to identify focus to date, next steps and any potential barriers/risks to delivery which require Executive intervention 
· Period (approx. quarterly) workshops for the theme leads to get together and discuss what has gone well, what the challenges faced and ensure the different themes remain aligned 
· High level progress updates to the Strategic Programme Portfolio Steering Group in the form of flash report (attached as Appendix 1)
· Quarterly monitoring of workforce indicators (attached as Appendix 2) (n.b Quarter 3 data will not be available in time to include in this report but a verbal update will be provided at the Strategy and Delivery Committee meeting.   The Committee is also asked to note that some of these measures take time to achieve 

YEAR 1 PROGRESS

Progress has been made against each of the 7 themes, though by their very nature some of them will take longer to achieve than others. Summarised below are a few examples of the successes achieved over the past 12 months.
Seamless workforce models 
· People and Culture leads for all SOFW Strategic Programme Portfolio projects identified 
· Focussed People and Culture support to the development and delivery of the National Accelerated Cluster Development Programme including Pan Cluster Planning Groups (PCPG) and to the roll out of the local MDT cluster across CAV aligned to the @ Home Programme
· Co-production of innovative workforce model for 111P2
· Profiling of Peer Support Worker role in response to WG MH workforce consultation
· Continue to identify workforce priorities with LA colleagues.  Opportunities within the Vale Alliance to be explored.
· Refine and develop the co-production/engagement model to inform decision making around service and workforce models
· Continue to embed the Physician Associate role by reinforcing the infrastructure 
Engaged, motivated and healthy workforce 
· A coaching network has been established and a coaching platform has been procured to support the process and relationship management; this also allows the coach to receive regular feedback from the coachee.
· Development of Peer Support, including Schwartz Rounds and MedTRiM
· Analysis of the engagement tool Winning Temp, Wellbeing Survey and the Senior Medical Staff Committee Survey to triangulate the findings, identify themes and make recommendations. Individual analysis of the different engagement mechanisms is also being used to inform key pieces of work around retention and wellbeing.
· Inner Wellness webinars - attendance at the three sessions was excellent, 470 people in total. 
· Five Wellbeing retreats, initially accessed by individuals from the medical workforce feedback received has been very positive: “We had the chance to strengthen our relationships, reflect on what has been an intense past three years…and look to the future together as a team and a service…Just like all teams, the quality of care we provide to our patients and their families depends on how cohesively we work together. We already have great team spirit and unity but we can never take this for granted…Our away day…made the team feel truly valued by the Health Board and allowed us to consciously lock-in or "codify" some of the culture and values which make the [team] such a unique and wonderful place to work.
· Enhancement of Employee Wellbeing Service online and on-site support
· Establishment of a Cost of Living Task and Finish Group to support staff with their financial wellbeing.  This Group has led a number of People and Culture Roadshows to listen to, support and signpost staff around the cost of living, wellbeing, HR queries etc.   During ‘Talk Money Week’ (7-11th November 2022) over 300 connections and discussions held with staff through these roadshows.
· Continue to listen to, support and grow lived experience staff networks, including the LGBTQ+, One Voice (for Black, Asian, or Ethnic Minority groups) and AccessAbility Networks
· Anti-Racist Wales Action Plan for Welsh Government received, Board Development planning in progress
· Improvements have been made to the environments many of our colleagues work in.   For example, 28 staff rooms have been refurbished, water fountains have been introduced, and art work has been installed in the Paediatric Emergency Unit in collaboration with the Health Charity which has had positive impact on the staff and patients.  
Attract, recruit and retain 
· Engaging in a significant rolling programme of Recruitment Events/Careers Fairs which is proving to be very successful.  This has included running 3 of our own recruitment fairs in the Hilton Hotel, outreach activities to more than 3000 school children, and engaging with ex-military personnel and refugees.   
· Attending a variety of events such to provide access to individuals who may not normally consider the NHS as a potential employer e.g. refugees, the long term unemployed, schools, and Black, Asian and Minority Ethnic Groups within the local community 
· Increasing the number of Registered Nurses and HCSW’s who are registered to work on our Bank.  
· work has been undertaken with the Temporary Staffing Department to support and streamline recruitment, invoicing and governance issues
· 6 of the 7 Project Search Interns from Cohort one obtained permanent roles following completion of their course and more than 50 individuals who had been part of the Kickstart scheme secured permanent employment 
· An additional 120 substantive HCSWs have been appointed since August as part of the ongoing Nursing Hub’s Mass recruitment campaign.  In addition, almost 400 HCSWs have been recruited to the Staff Bank since May 2022.
· The Workforce Hub has been re-introduced to identify and recruit the staffing resource required to open the additional winter capacity. Skill mix required for additional winter capacity has been advertised and interviews and appointments are ongoing. These are monitored and updated weekly.

Building a digitally ready workforce 
· Agile working framework published 
· Development of a training library to support staff in the use of Microsoft 365 applications. Initial data gathered to build up a library of short, top tip videos. 
· Initial groundwork underway to promote the use of Viva Insights, a tool available from Microsoft to enhance digital wellbeing, across a directorate. This has also raised questions about other digital wellbeing initiatives which could be explored to support staff.
· Microsoft 365 tools, in particular SharePoint, are being used even more widely to circulate key details to staff 
· A link has been established with Centre for Digital Public Services, with the aim of promoting their training offerings to further broaden the options for development that are available.
· Work is currently underway to allocate Microsoft 365 and NADEX accounts for staff who do not currently have them.  
Excellent education and learning
· More than 215 overseas nurses achieved registration in 2022 which takes us to a total of 429 since programme inception.
· Enhanced 3-week long HCSW induction programme launched which includes 2 simulation days to allow the sign off of clinical competencies, reducing the assessment need in clinical areas and increasing the HCSWs’ readiness for practice.  
· Extensive Improvement work has been undertaken with student representatives to improve the student experience
· Scoping work aligned to ‘only do what only you can do principle’ within Mental Health.  This provides clarity re: band 2, 3 and 4 unregistered roles and identifies what only a registered nurse can do.  
· Senior Nurse for Education representing Education Culture and Organisational Development on a multi-professional Non-Medical Prescribing Governance Group which is currently updating the UHB Non-Medical Prescribing Governance Framework
· 21 HCSW started the flexible pre-registration nursing programme in September, our highest cohort to date. 
· First cohort of Assistant Practitioners in Peri-Operative Care have completed their Level 4 qualification and moved into the Band 4 Assistant Practitioner role
· The first cohort of the RCN cadets’ scheme commenced in July 2022, with further cohorts planned for early 2023.  
Leadership and succession 
· Culture and Leadership Programme focussing on cultural assessment to identify good practice and areas for improvement is being trialled in ALAS prior to roll out as part of the wider retention toolkit.
· The Leadership and Management Development opportunities, including programmes and development sessions, has been enhanced.      
· Collaboration with the Innovation team and Change Hub continues to ensure pathways between programmes (Climb; Acceler8; Collabor8), and to support co-design and delivery.
· Manager as Coach Training taking place for Clinical Directors
· Equity and inclusion now form part of Collabor8 and Management Development Programmes to support the organisation in building an inclusive culture
· VBA process, documentation and training reviewed and adapted to enable and support managers and their teams to easily upload date of completion onto ESR. 
· Development of bespoke OD interventions to support effective team performance and create healthy high performing teams
Workforce supply and shape 
· Healthroster has been rolled out in the Temporary Staffing Department and more than 90 ward areas.   The system is also being used by the Mass Vaccination/Immunisation team.  The system has been implemented for Capital, Estates and Facilities bank workers and will be rolled out to the wider team over the next few months.
· ESRGO has been implemented.   This is a live interface between ESR and Healthroster which means that staff changes will only need to be updated once and that budget establishments and daily staffing levels will be correct.  
· Nurse establishments have been agreed and updated in ESR to ensure that our workforce data is accurate.
· Safe Care will be live from December 2022 in four pilot areas across the UHB.  This allows rosters to be updated on the basis of patient acuity levels (ie clinical need) and will be implemented in all nursing areas The e-rostering team is working closely with the Senior Nurse Lead to ensure staff in these areas are appropriately trained and supported.
· A programme of work has and will continue to be undertaken to improve the capture of equality and welsh language data in ESR.
· There has been a marked improvement in the way Managers/Leaders are utilising data to make informed decisions and improvement trajectories. This is in part due to the development of a Workforce Data SharePoint site to ensure data is accessible
· Baseline workforce plans are completed for C&W and Medicine Clinical Boards and have started for PCIC, MH, Surgery and Specialist.  
· We are continuing to communicate with local authority colleagues to ensure that we work collaboratively.  A scoping exercise looking at the different terms and conditions across NHS, Local Authority and Private Providers was conducted as part of the 1,000-bed initiative

However, alongside the successes, there are a number of challenges which we continue to face such as:
· Cultural norms which get in the way of embracing new ways of working 
· Providing a climate for innovation & creativity to enable solutions for real, lasting change
· Building a digital ready workforce so that access and geography are not a barrier
· Collaboration between health and social care is necessary 
· Breaking down organisational barriers
· Staff are feeling exhausted and experiencing burnout
· ensuring our communication channels are enabling our staff to be involved, informed and have a voice
· Large scale vacancies and high turnover in a number of professions
· High competition from neighbouring Health Boards and other Health /Care employers
· High reliance on Bank and Agency
· Unprecedented workforce pressures are significantly compromising ability to release staff for training and development 
· Leadership, management and clinical education is well established, however, there are limited development opportunities for many other staff groups which need to be addressed.

THE MAIN EFFORT - A CASE STUDY 

Over the winter months the People and Culture Team are focusing on the ‘Main Effort’ and the team have aligned the 7 themes to the following UHB priorities:
· Wellbeing (including cost of living support)
· Recruitment 
· Retention
· Workforce Planning 

By doing so we are able to ensure that our impact is maximised and makes a real difference where it is needed.    Following an inspection in EU/AU by HIW in June 2022 and a high number of staff leaving the department, it was decided to prioritise this area and support the leadership team through focused leadership development and retention activities.  

The key headlines relating to the quality of management and leadership in the HIW report were:
· The workforce identified lack of equipment, inadequate staffing levels and skill mix, a poor relationship with senior management (including lack of visibility and support) and reduced access to education as issues.  Rotation was reported to be a challenge as no supernumerary period was offered or provided and there was no additional training for several months (if at all); this had an overall impact on health & wellbeing
· Poor compliance with mandatory resuscitation training and other mandatory training
· A need to respond to and address the less favourable staff comments highlighted within the Quality of Management and Leadership section of the report

Workforce information for September 2022 showed high vacancies, high turnover, low VBA rate and high agency spend (year to date).  The high number of staff leaving the department pointed to staff potentially feeling demotivated, burned out, stressed and disengaged.
 
	WTE
	Stat & Mand 
	VBA
	3-Month Cumulative Sickness
	Turnover
	Vacancies

	220.45
	68.11%
	18.95%
	10.36%
	16.83%
	12.95%









A 6-month programme of focused work is currently taking place which involves the Head of People and Culture working closely with the leadership team, trade unions and staff.   Interventions include:

· Development of a specific exit questionnaire based on the finding of the HIW report and assessment of the responses;
· An OD programme of work, supported by Clinical Psychology.   This includes enabling reflection, encouraging future focus, developing relationships, improving wellbeing, communication skills, and a toolkit to support staff;
· A wellbeing programme with specific focus on supporting managers to have effective wellbeing conversations, develop tools for check-ins and check-outs; and also includes weekly on-site wellbeing support;
· Drop in sessions for staff held in partnership with TU representatives; 
· Increased senior leadership visibility, including Executive visits;
· Development of an education plan to address compliance against resuscitation and other mandatory training and a robust induction programme for new starters
· Development of workforce recruitment and retention plan
· Recommencement of study leave and management days 
· Development of a leadership training and development plan for EU/AU sisters 
· Increasing VBA’s
· Monthly meetings with team leaders 
· Refurbishment of the Education Room in EU for staff to have some breathing space in a nice environment
· Photo board in the Department to show who is who

A number of additional recommendations were made to the Senior Leadership Board in December 2022 and will be followed up with the Medicine Clinical Board.   This includes the development of an action plan to be owned and taken forward by the senior leadership team e.g.  continue to engage with the OD programme, embed compassionate leadership, celebrate success/recognition, and the development of communication plan.

A strong baseline has been established through the KPIs, the HIW report and significant sources of feedback from staff and Sisters.      At the time of writing, there had been no improvement in the KPI data available (November data) due to the time it takes for implementation of the improvements to result in improved outcomes, but it is hoped that there will be a positive change in January.     


NEXT STEPS 

The senior team within the People and Culture Directorate recently took part in an away day to enable time for reflection and planning around the People and Culture Plan.     The team were asked to consider what has gone well over the last 12 months, how priorities may have changed, and what actions were needed after Winter to ensure that we are on track by the end of year 2.   

This is due to be followed by a workshop for the Theme Leads to review the existing objectives in some detail, ensuring they remain fit for purpose, ‘SMART’ and are aligned to enable collaborative working across the themes.

A benchmark has been established in year 1 through the development of and reporting against KPIs as well as a number of ‘softer’ measures of successes such as staff engagement initiatives.    We now need to determine a plan for monitoring and evaluation going forward so that we can highlight specific success and areas for improvement and be less dependent on ‘macro’ KPIs which can be influenced by many factors.    This will be supported by reviewing the objectives to determine the outcome, rather than output, we are seeking to achieve.   More regular, focused reports will be provided once the People and Culture Committee has been established and the Terms of Reference agreed.  

· In 2023 we will build on what has been achieved in Year 1, focusing on the Health Board priorities, ensuring that quality, improvement and efficiencies are at the forefront.  We know that we are not providing the quality of services we could or should, so patients and staff don’t have the best experience or outcomes.   Over the next 12 months we will develop strategic workforce planning capabilities to enable us to move toward a more patient centred approach built around the skills needed to care for our patients.    We will also develop alternative workforce models by gaining a fuller understanding of our current and future workforce needs to release capacity, address gaps and build action plans.      The number of staff in non-traditional roles will increase, to reflect the skills required to care for our population, e.g. peer support workers, apprentices, Physician Associates, Assistant Practitioners, and multi-skilled support workers.    Strategic decision making will be supported by ensuring our workforce data is accurate, meaningful and accessible and by a move away from workforce reporting to people analytics.  To enable this, in 2023 we will implement systems that provide the organisation with real time data for our workforce, including the roll out of Health Roster across all nursing areas by September 2023 and implementation of Safe Care.

As an organisation we will aim to deliver excellence in all that we do so that staff, patients and our populations have the best experience and outcomes.  Our People and Culture Plan will help us achieve this aim.



	Executive Director Opinion and Key Issues to bring to the attention of the Board/Committee:

	
The People and Culture Plan sets out the actions we said we would take over the three-year period 2022-2025 and was approved by Board in January 2022.      Progress has been made against each of the 7 themes though we continue to face a number of challenges.      Over the winter months the People and Culture Team are focusing on the ‘Main Effort’ and the team have aligned the 7 themes to the UHB priorities of Wellbeing, Recruitment, Retention and Workforce Planning.    The existing objectives are due to be reviewed to ensure they remain fit for purpose, ‘SMART’ and are aligned to support collaborative working across the themes.  We now need to determine a plan for monitoring and evaluation going forward so that we can highlight specific success and areas for improvement needed to keep the Plan on track for the next 2 years and ensure that the outcomes are achieved.




	Recommendation:

	
The Board / Committee are requested to:

· NOTE the contents of this report 




	Link to Strategic Objectives of Shaping our Future Wellbeing:
Please tick as relevant

	1. Reduce health inequalities

	x
	6. Have a planned care system where demand and capacity are in balance
	

	2. Deliver outcomes that matter to people
	x
	7. Be a great place to work and learn 

	x

	3. All take responsibility for improving our health and wellbeing

	x
	8. Work better together with partners to deliver care and support across care sectors, making best use of our people and technology
	x

	4. Offer services that deliver the population health our citizens are entitled to expect
	x
	9.    Reduce harm, waste and variation sustainably making best use of the resources available to us
	x

	5. Have an unplanned (emergency) care system that provides the right care, in the right place, first time
	
	10.  Excel at teaching, research, innovation and improvement and provide an environment where innovation thrives
	x

	Five Ways of Working (Sustainable Development Principles) considered  
Please tick as relevant

	Prevention
	
	Long term
	
	Integration
	
	Collaboration
	
	Involvement
	

	Impact Assessment:
Please state yes or no for each category.  If yes please provide further details.

	Risk: No  

	


	Safety: No

	


	Financial: No

	


	Workforce: Yes

	
Workforce risks and mitigating actions taken are described throughout this report 


	Legal: /No

	


	Reputational: No

	


	Socio Economic: No

	


	Equality and Health: No

	


	Decarbonisation: No

	


	Approval/Scrutiny Route:

	Committee/Group/Exec
	Date:

	Strategy and Delivery Committee 
	24.01.22
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