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Findings     
Questionnaire 
Email invitations were sent out to 4024 internal supervisors, coordinators, managers and senior managers, from Bands 5 – 9 across all services in the Health Board, inviting them to partake in a questionnaire that would influence the way that workforce planning training is delivered in Hywel Dda University Health Board.  Following this invitation, there were 263 completed questionnaires submitted, giving a total of 6.5%.  While this percentage is slightly less than what is considered an acceptable internal response rate (Edwards, 2024), this is a fair and consistent reflection of the response rate in the Health Board at present, with the NHS Wales Annual Staff Survey 2023 response rate decreasing to 12%, down from 26% the year before (Hywel Dda UHB, 2024). This could be an indication of survey fatigue with NHS staff being asked to complete regular surveys and questionnaires over the years (DiLeornado et al., 2021).

To note, respondents were given the opportunity to choose multiple answers to multiple-choice questions, with the aim that it would show a range of preferences, rather than limiting managers to one answer when this may not be an accurate reflection of their true capacity.

There was a significant difference in the manager’s commitment preferences from the responses, with 52.7% stating a preference to one-off one-hour sessions.  Despite this, it would be unwise to overlook the other strong preferences where 27.1% indicating a desire for any or all the options, 24.1% willing to attend 5 x 1-hour sessions, and 23% wanting a one-off one-day session.  With a varied response, it could indicate that there is a large difference between the availability and/or capacity of the managers across the Health Board.  As the questionnaires were completed anonymously, there is no way to look further into whether there are any trends or patterns with manager’s capacity across bandings, roles, services or counties.  It would have been interesting to understand if there were trends or patterns, which could have driven bespoke programmes to managers of a certain group; this is perhaps an aspect that can be researched in a follow up study.


Figure 1. Clustered bar representing the manager's commitment preferences in percentages.





When asked around the commitment to training programmes, 25.2% said would be willing and/or able to attend for half a day at a time; however, only 14.5% of respondents said they were willing and/or able to commit to 3 half day sessions for a programme.  There was a significant drop in the percentage of those who were willing/able to attend by 10.7%; however, while there was a drop it would be important to find out why there was a drop, was it that the managers are unable to commit to this or is it that they do not want to commit to this. These distinction between these two differentials are important to understand. Similarly, 18.3% responded with a willingness/ability to attend a full day’s session; however, only 6.1% were willing/able to extend this to a 2 full day programme. A bigger decrease again, by 12.2%.  To understand the reason for the significant difference, it would need further research; however, with the anonymity of the responses, being able to question all the respondents is not achievable.  In hindsight, the survey would have benefitted from asking about the banding of the respondents for further detail to be gained from the findings.


Figure 2. Bar chart displaying the difference in Manager's training duration preferences against the commitment to attend multiple sessions






247 of the 262 respondents preferred programmes with live content, either face to face, virtual, practical workshop, or a combination of all three.  This is a strong indication that the managers within the Health Board need training that is facilitated, where they are led through a programme. The reason for this is not known, there could be an assumption that it is due to a lack of confidence in the topic or in learning unaided; further investigation would be necessary to understand this. 


Figure 3. Clustered bar chart demonstrating the responses of manager's format preferences in number and percentages.







Surprisingly the percentage of those that would like to see bitesize training, where learning takes place in short periods of time, is only an average 7.8%.  This is contrary to the thoughts, and despite the benefits, suggested by Seymour-Walsh et al. (2020a).  The preferred options for the training duration are 45 – 60 minutes (27%), 1 – 2 hours (26.7%), and half a day (25.2%).   To understand why this is would need to do further research, as it could be down to capacity, preferred learning time, or nature of the topic.
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Figure 4. Pareto chart demonstrating the percentage of manager's training duration preferences.

The number of managers who indicated a desire to learn about more than one of the workforce planning elements available was high, at 85% (222 out of 262 respondents).  This suggests that there is a lack of confidence in the application of the overall process.  The most popular elements desired were a practical application of workforce planning, service design, operational planning and strategic planning.  It would be interesting to understand the reason for wanting to learn more about these areas, is it because these are the perceived more important areas of workforce planning, is it that these are only ones the respondents understood the titles to, is it due to the actual strengths and weaknesses of managers, a mixture of these or something completely different. 

	Elements
	Number Desired Training

	All 
	2

	None
	3

	Other
	20

	Horizon Scanning
	49

	Understanding the IMTP/EC Processes
	65

	Methodology
	75

	Workforce Data Modelling
	78

	Future Workforce Projections
	100

	Workforce Planning Documents & Resources
	101

	Role Design/Redesign
	111

	Strategic Planning
	118

	Operational Planning
	132

	Organisation / Service Design
	140

	Practical Application of Workforce Planning in your Service
	155


Figure 5. Table showing the number of workforce planning training elements requested by managers in an increasing order.

Of those that indicated the desire for one element only, which were 29 managers, 25 specified this element was the practical application of workforce planning within their service.  These managers potentially already have a basic theoretical knowledge of workforce planning and would just like to understand how they apply this in practice; however, there is a possibility that some, or all, do not have any knowledge but are more kinaesthetic in their learning preferences and need the practical application to help them understand and learn (Marcy, 2001). 
Coupled with the results indicating that a practical application of workforce planning in the service was the most popular element, it would be prudent to prioritise this desire when designing and developing future training.


Figure 6. Pie chart the content of the single training element requested.









There appeared some inconsistencies in the responses of some managers between their declared preference to the duration and their commitment.  One manager states a preference for training lasting 5 to 15 minutes, then responded with a preference to only committing to a one full day session.  Another manager indicates a preference for training that lasts half a day, whilst going on to mark only willing to commit to either a one-off one-hour session or a one-off one-day session.  Responses such as these make it difficult to understand the availability and capacity of managers to attend training and may hinder the design and development of appropriate fit-for-purpose sessions specifically for these managers.

Of the 222 that wanted training on multiple elements, 215 wanted them delivered live in various formats, with 74% happy with live delivery in a virtual environment, 56% content with face to face, and 41% a practical workshop.  This suggests that either managers would prefer a more detailed explanation to the theory and application of the workforce elements from a specialist rather than being left to understand and apply independently or would prefer the opportunity to be able to ask questions if unclear as learning was taking place, or a mixture of the two. 

	
	Number
	Percentage

	Multiple elements
	222
	73%

	Live
	215
	96.80%

	Virtual
	164
	74%

	face to face
	124
	56%

	practical workshops
	90
	41%



Figure 7. Table showing the relationship between multiple elements and live formatting of training requested. 


Interviews 
It was envisaged that 10 interviews would be undertaken, from those that responded to the initial invitation and completed questionnaires, as the second part of the study. However, out of the 262 completed questionnaires, 120 people agreed to follow up the questionnaires by participating in a semi-structured interview.  Whilst this appeared to be a good response, with 46% wanting to provide further information, only 6 of those in reality had the time/capacity to actually attend an interview. This in itself was an indication of the capacity issues managers have to undertake any activity outside of their day-to-day role, with only 5% of those who agreed to discuss matters further able to attend.

From the responses provided there were two clear themes intertwined amidst all of the questions that appear to have influenced the preferences in training: time and relationships.

Relationships:
Interestingly, while the questionnaires showed a slight preferential leaning towards a virtually facilitated session over a face-to-face session, in the interviews each of the interviewees spoke in favour of face-to-face sessions over the virtual environment.  There was a mixed response by the interviewees as to the level of negativity relating to the virtual environment, from understanding the benefits that come from being able to deliver virtually to a complete dismissal of the desire to attend any sessions in that environment.  Those with a strong negative viewpoint claimed the ease of distraction and lack of engagement as evident reasons for their feelings, always from experience.
There was a common feeling amongst the interviewees that an important part of learning is to be in a room with people, fellow learners, to experience the session. The reasons given for this were around the networking opportunities it provided which would potentially help with future working, and the learning opportunities through sharing experiences and lessons learned, both positive and negative. 
Additionally, the importance of the live relationship with the facilitator was constantly brought out, whether it be in a face-to-face or virtual environment. There was a mutual belief around the importance of being able to ask additional questions to gain a deeper understanding or to clarify information from the facilitator/trainer.  The responses indicate the perception that in undertaking ‘on demand’ training or using toolkits there is not the ability to gain a deep level of understanding or ask pertinent questions to clarify thoughts. This point does raise an interesting question, why do managers think that they cannot reach out to gain further understanding and clarification if not in a live session?  As this was not explored in the interviews, it would be interesting to explore in a further study.

Time:
A shared message was highlighted throughout the interviews in the frustrations around the time constraints and its impact on the ability to attend learning. Many opinions were expressed as a result of this shared feeling, on aspects including quality and perceived importance.
Through the questions around the formatting preferences of the training, the responses suggest that time plays an important role in influencing these preferences. Most interviewees expressed a desire to not be distracted during learning, and by attending a virtual learning environment or a face-to-face session in the building they work, interviewees felt the chances of being interrupted and taken away from training, even if for a short amount of time, was high.  That this would impact on the level of understanding gained, leaving the attendance of the overall session a waste of time; time that they did not have to waste, a point Hu (2024) suggests discourages adults from participating in learning. 
The general opinion on preferred duration and levels of commitment to training suggests that it is dependent on the individual’s perception of the topic. Many interviews held the opinion that workforce planning training needed a greater amount of time due to its importance and complexity. Those who did not fully understand what was involved in workforce planning did not know what length of time was appropriate for the training, confessing their understanding of its importance so believed it probably should need more time for delivery. Whereas one manager felt that workforce planning was a not a difficult nor intense activity therefore did not warrant spending more than one hour in training, nor be willing to spend more than that due perceptions of its importance in relation to other managerial activities.  This suggests that the time given to training should be relational to the topic; however, perception on the topic may influence the willingness to attend depending on the length of time given for that particular training.
Another general feeling around the time given to workforce planning training was around the quality of the training delivered and its content. In discussing the possibility of bitesize training, most interviewees felt that the quality of training could be impacted negatively if workforce planning was delivered in short, concise formats; however, if the quality could be assured, interviewees were open to the possibility of accessing this as it would take up less of their work time.
The universal attitude among those interviewed was that only training that was important to their role would be attended, and not that which was only of interest.  While the interviews brought out that there was a desire to have the time to attend training that was solely of interest, there was the recognition that time and capacity does not allow for that to happen, therefore, if the topic is thought of as being of import or necessary for the role, the managers would make the time to attend. This is in line with the motivational suggestions by Broek et al. (2023) and Ali et al. (2022), that professional healthcare workers need to see the importance and value post-training to encourage them to participate.
The responses across each of the interviewees reveal a common thread throughout the management staff within the Health Board, that of time constraints, and could account for less than advantageous numbers who were able to participate in the interviews.  The suggestion being, that it was not an unwillingness to participate in the process that prevented their involvement, but an inability to attend, due to the lack of time.

It is important to note that while common themes and messages came through from the interviews, the number of managers interviewed counts as less than 1% of the overall employees at bands 5 and above.  Due to deadlines and capacity, it was not possible to interview more employees.  For potentially more accurate findings, a more comprehensive study involving the interviewing of a greater number of managers needs to take place. 


Conclusion     (458/500)    
To address the shortfall in Hywel Dda Health Board’s workforce planning capability, this study aimed to answer the question, how would the delivery of workforce planning education need to look to enable greater accessibility and participation? The lower contribution rate of managers from the start of the study indicate that managers experience obstacles when it comes to workforce planning. The findings then revealed that due to time constraints and capacity issues the perception of workforce planning needs to be viewed as important for managers to prioritise their time to undertake the training.  The importance of relationships influenced the preferred method of delivery of learning for managers working within the Health Board to be through live facilitated sessions but in different formats. Though it would be prudent to acknowledge those requesting non-facilitated resources only, which will influence the prioritisation of future training plans. The findings from the questionnaires indicate that training sessions should be developed firstly as hour sessions, then half day, and some full day sessions, depending on the topical content and its complexity, as managers prefer the time to ask questions to deepen understanding and share learning amongst colleagues.  As time is seen as a precious commodity, developing programmes with multiple sessions may be desired, it may not be realistic for large number of managers to attend, therefore it would be unwise to organise these often. While there was a clear preference in the delivery of facilitated sessions, over non-facilitated, there was little difference in the preference between face-to-face and virtual learning environments, therefore it would be beneficial to deliver in both formats to attract more managers. While there is potential to deliver training on the various elements of workforce planning, the most common need was for assistance in the practical application of the activity.  Whilst this would indicate this would be a priority for the team to facilitate, the delivery of training, both theoretical and practical cannot be overlooked, particularly due to the large numbers that requested them. 
Furthermore, whilst aiming to answer the primary question, further information was gleaned that aid understanding to managers attitudes that could impact on the success of the training delivered.  In addition to the barriers of time and capacity, to increase the success rate of any future workforce planning training, there needs to be significant work in the way of communication, to inform managers of training available and its importance. The inconsistent understanding of the importance of workforce planning will impact the number of managers willing and able to attend any training organised.  Also, there is a need for an improvement in the marketing of the training available, otherwise the development of a more improved and suitable training suite will be of no benefit to any manger, or the organisation. 


Recommendations
· Further interviews, undertaking more over a greater length of time, providing more opportunity for those with restricted capacity to attend.  This would allow for wider participation, an increase of information and more depth to the findings originally taken.
· Once the training programmes for workforce planning are developed based on the above findings, it would be good to seek further evaluation to ascertain whether 1) original needs have been met, or 2) original needs were only what was perceived, and by meeting those perceived needs, actual needs have been realised.
· Communication strategy needs to be further developed to make managers aware of 1) what is involved in workforce planning, 2) its importance, 3) the range of workforce planning training & support available.
· While the research did answer the original question, there is still further research to be conducted, with an increased participation and extended period of time given, for a more detailed response.
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Appendix A

Have Your Say! Workforce Planning Training 

Help us provide training that suits your needs & circumstances. In completing this survey, you are helping us understand and prioritise the programmes to develop with a view to fitting in with your working life. By completing this survey, you are consenting to your participation of this evaluation, and it should no longer than 10 minutes to complete. Thank you.

* Required 

WORKFORCE PLANNING TRAINING  

1. Have you accessed any training on Workforce Planning before? * 

Yes
No

2. If not, why have you not yet accessed it? *

I was unaware of the training 
I was not authorised by my line manager 
The training was too long 
I have not had the capacity to attend 
I could not travel to the training venue 
I cannot attend on Fridays

3. What elements of Workforce Planning would you want to attend in future? *

Methodology Workforce data modelling 
OPERATIONAL workforce planning 
STRATEGIC workforce planning 
Horizon scanning Future workforce projections 
Understanding the IMTP (Annual Plan) and Education Commissioning 
Role Design/Redesign 
Workforce planning documents and resources 
Practical application of workforce planning in your service 
Organisation / service design 
Other

4. How much time would you realistically be able to give to any training? *

5 - 15 minutes 
15 - 30 minutes 
30 - 45 minutes 
45 - 60 minutes 
1 - 2 hours 
2 - 3 hours 
Half day 
Full day

5. Which of the following programme would you be willing and/or able to commit to? *

One-off 1 hour session(s) 
One-off 
1 day session(s) 
5 x 1 hour series 
3 x Half Day series 
2 x Full Day series 
All of the above 
None of the above 
Other

6. What format would you prefer to access the training? *

Face to face - live Virtual - live 
On Demand - watch back when convenient 
Practical Workshop - live 
Toolkit - resources only 
Other

7. If the training was online, how would you access it? *

Work office PC/laptop 
Health Board Library PC/laptop 
Personal PC/laptop 
Community Library PC/laptop 
Friend/Family Member's PC/laptop 
Other

8. To further our understanding around the training needs of employees within the Health Board and the challenges being faced around participating in training, we would like to speak 5 - 10 people to gain more knowledge and adopt relevant practices to help you.  Would you be willing to participate in a conversation around this? * 

Yes 
No

YOUR DETAILS 
Please be assured your responses will be anonymised in the findings of the report. To note, the conversation will be in the form of a semi-structure interview, with a small number of set questions and potentially a small number of follow up questions to clarify the interviewers understanding. The conversation will take no more than 1 hour and can be arranged to take place virtually for your convenience.

9. Name *

10. Email address *


Appendix B
Interview Questions

Reminders:	Purpose of interviews/study			
		Can stop or withdraw at any time			
		Anonymous						
		
1) Reflecting on the preferences you shared about the duration and commitment for training programmes, to what extent were your responses influenced by your views on training in general versus specifically workforce planning training?

Follow up question - "Could you elaborate on the differences, if any, between how you approach general training and workforce planning training?"

2) The questionnaire revealed a preference split between one-off sessions and multiple-session programmes. What factors might discourage you from committing to a multiple-session programme?
Follow-up questions -  "Are there specific barriers, like scheduling or workload, that affect your ability to attend multiple sessions?"
"If time or commitment wasn’t an issue, would your preference change?"

3) A significant proportion of respondents preferred live, facilitated sessions (either face-to-face or virtual) over on-demand sessions or toolkits. What would influence your preference for live, facilitated session over an on-demand played back session or a toolkit provided?

Follow-up questions -"Is this preference different when it comes to workforce planning training compared to other training topics?"

"What advantages do you see in live sessions that might be missing from other formats?"

4) I noticed that only a small proportion of respondents favoured bitesize learning sessions (5 to 30 minutes). Why do you think shorter, more focused sessions are less popular among respondents?
Follow-up questions - "Do you think the nature of workforce planning training requires more in-depth or extended sessions?"
"Is there a scenario where you would prefer bitesize learning, and if so, when?"

5) In one of the questions, you were asked to select which elements of workforce planning you'd like training in. What factors influenced your choices?

Follow-up questions -
"Did you choose these elements based on areas you are interested in, or are they areas you feel you need to improve?"

"Were your selections based on what you think is critical to workforce planning, or did personal preferences play a role?"


Duration Vs Commitment
Half day	
Duration	Commitment	25.2	14.5	Full day	
Duration	Commitment	18.3	6.1	



The Training Format Preferneces of Managers
Number	
Face to face - live	Virtual - live	On Demand - watch back when convenient	Toolkits - Resource Only	Practical Workshop - live	140	187	102	43	98	Percentage	
Face to face - live	Virtual - live	On Demand - watch back when convenient	Toolkits - Resource Only	Practical Workshop - live	53.4	71.400000000000006	39	16.399999999999999	37.4	Percentage

Format



Single Element Request
Number	
practical application	operational planning	IMTP/EC	25	3	1	

Commitment of Managers to Undertake Training
Percentage	
One-off day session	One-off hour session	All of the above	None of the above	5 x 1 hr	2 x full days	3 x half days	23	52.7	27.1	2.2999999999999998	24.1	6.1	14.5	Percentage
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