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Executive Summary

Given the clinical skill shortages in the UK (The King’s Fund, 2018) coupled with a tight labour market (CIPD, 2023a) organisations need to be agile and strategic in their approach to talent management to ensure that they evolve appropriately (Symonds, 2023).  A recent CIPD (2022a) report highlights that among other strategies organisations are reviewing their pay and benefits offering to attract and retain staff. 
This report will evaluate the external and internal factors that are affecting talent management within Hywel Dda University Health Board (HDdUHB) through the application of current literature and critically analyses current systems, processes and practices in place to assess the capability of thriving as an organisation in the future. This report focuses on better pay and benefits as a key action which organisations can take to attract and retain staff (CIPD, 2022a). 

There are a range of external and internal factors influencing the wants and needs of prospective and current staff (CIPD, 2022a). Whilst HDdUHB includes the benefits of working for the organisation in its branding, it could utilise staff stories about the benefits package to engage prospective candidates with the benefits of working for HDdUHB (Schmidt, 2022).  

There are other benefits of working for an organisation that prospective employee's desire such as positive culture, values and goals of the organisation (CIPD, 2022a). Establishing a culture of recognition has been highlighted as best practice (NHS England, 2023) as it supports motivation (Pink, 2010), productivity (Bradler et al, 2016) and retention ( Mata et al, 2021). Whilst HDdUHB has a corporate recognition package in place it is underutilised (HDdUHB, 2023h) and more work needs to be done to engage teams with recognition at a local level. 

Flexibility has become an attractive offering to prospective employees (CIPD, 2022a) and there is currently disparity across job roles which are offered flexibility within HDdUHB (Archus, 2022). Through the use of technology other NHS organisations have provided clinical staff flexibility and seen a reduction in turnover (NHS Employers, 2020) and increased working hours in some instances, thus reducing spending on agency staff (Duffy & Clarke, 2023).

Working for an organisation which invests in your development is a benefit for staff (NHS Employers, 2022) which can support retention (Brinkley, 2023) and enable HDdUHB to overcome the challenge of recruiting to skills shortage roles (CIPD, 2022a). Whilst HDdUHB currently offers apprenticeships and trains staff to obtain higher level skills (HDdUHB, 2022c) in line with best practice (CIPD, 2022a), it could build this into its branding further (Peters, 2023). Whilst the development of staff is well executed (HDdUHB, 2023c), leavers report that they are leaving for career progression (HDdUHB, 2023g). 

It is recommended that the Health Board take action to both attract and retain staff by promoting and modifying aspects of its pay and benefits package. Given the current budget restrictions it is proposed that the Health Board prioritise the promotion of the exclusive benefits of working for the organisation to ensure that its branding sets it apart from other competitors (Peters, 2023). HDdUHB should then focus on developing a recognition workshop for teams which promotes the recognition package to retain staff (Janssen & Brekke, 2023) and increase productivity (Bradler et al, 2016) by engaging staff with a culture of recognition which supports staff motivation (Pink, 2010). HDdUHB should also explore the ability to provide more flexibility to clinical staff by piloting the use of software which has been shown to increase engagement and improved retention rates in best practice case studies (NHS Employers, 2020).
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Introduction

HDdUHB is a public sector healthcare provider which employs over 11000 staff in rural Southwest Wales (HDdUHB, 2023a). The UK is currently facing a clinical skills shortage with several hard to fill posts due to a lack of trained professionals seeking these roles (The King’s Fund, 2018). NHS Wales has implemented a long-term plan which aims to motivate and engage a workforce which is competent and has capacity to meet the service needs (Health Education and Improvement Wales, 2020). Given the volatility, uncertainty, complex and ambiguous nature of the business landscape it is imperative for organisations to be agile and strategic in their approach to talent management to ensure the organisation evolves appropriately (Symonds, 2023). 

Recent labour market trends show that public sector organisations have hard to fill vacancies which reflects the tight labour market that HDdUHB is currently operating in (CIPD, 2023a). Talent management practices should be applied to attract and retain talent and ensure safe levels of staffing (Quilliam, 2023). The current HR strategy within HDdUHB recognises that retaining existing staff and developing their skills is essential (Gostling, 2020). A recent resourcing report highlights that among other strategies, organisations are currently improving their pay and benefits (CIPD, 2022a) as the employee value proposition is key to attracting talent and retaining their engagement and productivity in the workplace (Cattermole, 2019). 

The following report will evaluate the external and internal factors that are affecting talent management within HDdUHB through the application of current literature and critically analyses current systems, processes and practices in place to assess the capability of thriving as an organisation in the future (George, 2022). This report will focus on better pay and benefits as a key action which organisations can take to attract and retain staff (CIPD, 2022a). 










Literature Review

Background
A PESTLE analysis was conducted to facilitate understanding of external factors which have consequences for talent management (CIPD, 2023c).

Figure 1
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A SWOT analysis (Haan, 2023) was also applied to assess the internal factors related to pay and benefits from a talent management perspective. These internal and external elements will be drawn on throughout this report as they provide insights and enable strategic investigation of limitations and challenges related to pay and benefits (Frue, 2019). 


Appealing to a wider talent pool
As the population ages, HDdUHB will be faced with a population which requires greater care but less people of working age to staff services (HDdUHB, 2022d). They also face high levels of obesity, increasing levels of frailty and long-term conditions in patients (Welsh NHS Confederation, 2023) which will put further pressure on HDdUHB to provided medical services and attract skilled staff (HDdUHB, 2019). To support these forecast changes in needs HDdUHB will change care provisions including bringing more care into the community to improve access to care but this will require more skills development and more staff (HDdUHB, 2019). 

HDdUHB (2022e) currently employs roughly 10% of the population within the three counties it provides healthcare services for and is supply forecasting the need to maintain the use of local talent whist recruiting from other talent pools to ensure safe staffing levels (HDdUHB, 2023b). Welsh Government strategy highlights the priority of closing the vacancy gap by  incentivising working for the NHS and making improvements to international recruitment strategies (Welsh Government, 2022). Insights suggest that international recruitment will not sufficiently fill employment gaps (McCarey et al, 2022). However, there is argument that government should address long term planning for international recruitment to support staffing the NHS (Morgan, 2022). HDdUHB is currently leading on delivery of an All Wales international nurse recruitment project which recruits overseas nurses to fill nursing vacancies and there are policies and procedures in place to support successful recruitment, arrival, training and retention of staff (HDdUHB, 2023b). Whilst there is support with relocation expenses and finding accommodation clearly signposted on the candidate hub (HDdUHB, 2023e), when considering their experience, it is reported that exclusive benefits are not clearly explained to international recruits. This is a risk as it weakens HDdUHB’s employee value proposition and international recruits may seek work with competitor organisation's after HDdUHB has invested in their training. 


Being an attractive employer in the cost-of-living crisis
The CIPD (2022a) report that employers should ensure pay transparency when advertising roles and to avoid asking about previous salaries. HDdUHB currently do abide by this practice and should continue to do so (HDdUHB, 2023i) to ensure they are attracting the best person for the role as negotiable pay can deter some protected characteristic groups from applying (CIPD, 2022c). 

Whilst there is more political stability now than last year, the economic decline coupled with industrial action are key political factors which are driving change within the UK (Lane, 2022). Inflation has risen sharply over the past two years (ONS, 2023a) and is rising quicker than wages (Hourston, 2022). This has significantly reduced disposable income (ONS, 2023b). Serious financial hardship has been reported within Wales (Brinkley, 2023) and financial insecurity is reportedly higher for families with three or more children and income falls are greater the higher up the income distribution (Brewer, Fry, and Try, 2023). This is notable for HDdUHB as it must consider that staff may be struggling financially regardless of pay band. 

Pay offers well below inflation coupled with job demands recently saw discontent in the public sector with workers feeling that salary did not reflect responsibility (Brinkley, 2023). Trade unions have warned that failure to engage in pay award discussions early could result in further industrial tensions (Church, 2023). When considering pay, legally the National Minimum Wage stipulates the minimum hourly rate based on age or apprenticeships in the UK and can result in fines if an organisation fails to comply (ACAS, 2023). Recent labour market insights suggest that the number of employers being accredited real living wage employers has risen due to a desire to be fair which will also support the organisation to attract and retain staff (Cotton & Cockett, 2023). This is currently set at £12 (Living wage foundation, 2023) which is higher than band 2 and 3 staff are paid (NHS Employers, 2023a) and as NHS pay is a politically devolved matter, HDdUHB are not in control of staff pay (Shuttleworth, 2020) so HDdUHB must ensure other elements of working for HDdUHB appeal to potential recruits to remain competitive (CIPD, 2022b). 

HDdUHB can establish policies, practices and procedures which support staff with the cost-of-living crisis in the short and long term (NHS Employers, 2022) and consider what benefits are most attractive in the current financial climate (Brower, 2022). Allocating funds to staff benefits may be difficult due to increased outgoings (Rigby et al, 2023) and budget cuts (Appleby & Gainsbury, 2022; McKee, 2023) but has been found to be an important factor in attraction and retention (CIPD, 2022a). HDdUHB has recently implemented several practices to support staff with the cost of living including a period poverty box, provision of financial education webinars and giving away food that would otherwise be wasted (HDdUHB, 2022a). This environmentally friendly approach would appeal to prospective staff that want to see companies be ethically sustainable (Rafi, 2021). These new aspects of the benefits package are due to be evaluated in the first quarter of the next financial year to ensure sufficient time has been given to the trial.











Figure 2
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Staff benefits survey data shows that individuals value different benefits with sick pay, training and development opportunities and access to psychological wellbeing services being rated the highest (HDdUHB, 2023c). 

Whilst studies suggest that there are some generational differences in what employees' value as a benefit (Brower, 2022), organisations should be cautious to avoid making generalisations based on age and instead focus on life stages (Gifford, 2020) and view staff as individuals rather than stereotypes (Parry & Urwin, 2021). Legislation such as The Equality Act 2010 is significant to consider when reviewing recruitment and selection practices such as to avoid making discriminatory judgements about what benefits people with certain protected characteristics may prefer. Providing employees with the flexibility to select the benefits which appeal to them can be a suitable alternative (CIPD, 2022a).

Within HDdUHB there are a wide range of benefits which staff can take advantage of including discounts, salary sacrifice schemes, childcare and wellbeing offerings (Hapi, 2023a). Engagement data shows that there has been an increased in app use and the number of staff acquiring Highstreet savings (Hapi, 2023b). A recent staff survey gleaned a range of positive outcomes for staff that took advantage of salary sacrifice, discounts and wellbeing benefits but some staff were not aware of the range of benefits offered (HDdUHB, 2023c) which is a risk for HDdUHB as competitor organisations may attract current staff if their employee value propositions are perceived as better than HDdUHB which would be harmful for retention. Ensuring the benefits of working for the organisation are built into the employer brand (Peters, 2023) could support HDdUHB to raise awareness of its offering. Whilst this is evident in some communications (HDdUHB, 2023d) this is not strongly built into all attraction communications and could be strengthened with employee stories to build trust and engagement with the organisation for prospective employees (Schmidt, 2022).


Feeling valued and appreciated
Recognition is important to retention, and HDdUHB should work to ensure that all staff across roles feel valued (Brower, 2022) to motivate and engage staff (Pink, 2010) and increase productivity (Bradler et al, 2016). HDdUHB recently reviewed its recognition offering and it has been well received by staff that have received formal recognition (HDdUHB, 2021) and emulates the organisational values (NHS England, 2023). 59% of respondents to the benefits survey rated the corporate recognition package as an important benefit (HDdUHB, 2023c). However, these corporate awards only reach a small proportion of staff and work still needs to be done to engage staff with the corporate package and encourage local, informal recognition to ensure a culture of recognition is built to enable positive experiences in work and support retention of staff (Janssen & Brekke, 2023). Whilst technology can aid peer to peer recognition and enhance the culture within an organisation (CIPD, 2016), HDdUHB has recently reviewed this to be too expensive within the current climate but could engage staff with meaningful peer-to-peer recognition through the implementation of recognition boards which are more affordable and has been correlated to reduced turnover (Adams, Hollingsworth, and Osman, 2019) but should not take a blanket approach to local recognition (NHS England, 2023).

Data from both new starters and those leaving the organisations suggests that whilst most staff do feel valued by the manager and colleagues, there are a small number of staff that have a negative experience (HDdUHB, 2023f, HDdUHB, 2023g). Engagement with the corporate recognition package has decreased since it was rolled out last year (HDdUHB, 2023h). This is concerning for HDdUHB  as recognition is corelated with retention (Mata et al, 2021) and impacts motivation (Pink, 2010) and productivity (Bradler et al, 2016) so HDdUHB should seek to engage staff with a culture of meaningful recognition to get the most out of its workforce. 


The benefit of security and flexibility
Whilst pay is a significant factor job security is also important in attracting and retaining talent (CIPD, 2022a). The recent staff benefits survey data shows that 95% respondents value the sick pay as an important benefit (HDdUHB, 2023c) as NHS staff are entitled to a competitive sliding scale of months sick pay based on service length (NHS Employers, 2023b).

Recent CIPD (2022a) findings report that employers believe that advertising roles are being open to flexible working is an effective method to attract prospective employees. Flexible working and flexible parental leave are the most sought-after benefits (Wong, 2023). Covid expedited the use of technology within HDdUHB and led to a rise in hybrid and flexible working (HDdUHB, 2022b), which has benefits including flexibility and increases attraction to the organisation (Wigert & White, 2022). Organisations that enable flexibility and execute hybrid models well can support women to work around childcare and bring workers back into work that would not be able to work in a traditional setup (Cassidy et al, 2023). However, there are issues to consider such as employee wellbeing and organisations should review and support employees (Dale, 2021) but agility and improved ways of working can support wellbeing and enable a resilient workforce (Welsh NHS Confederation, 2023). Organisations need to carefully balance their need for face-to-face collaboration with ensuring that employees still have the flexibility of hybrid working which appeals to staff (Cassidy et al, 2023). Providing a framework that enables leaders to tailor hybrid and flexibility arrangements to the individual (Cassidy et al, 2023).

Within HDdUHB there is disparity between job roles and their ability to perform their roles remotely and enable flexibility around shift patterns (Archus, 2022) but flexibility should be available to all; including frontline staff (Cassidy et al, 2023). This is pertinent for HDdUHB as the Employment Relations (Flexible working) Act 2023 will become effective next year and HDdUHB is currently reviewing current processes and policies to ensure they comply with the amendments to the law (CIPD, 2023b).

HDdUHB currently faces a deficit of -£108.9 million which is the largest deficit within NHS Wales (Duffy & Clarke, 2023). NHS Wales spending on agency staff has more than doubled over the past four years mainly due to unfilled vacancies (Duffy & Clarke, 2023). Recent labour market outlook suggests a tight labour market for HDdUHB with Heathcare and public sector organisations having many hard to fill vacancies (CIPD, 2023a). Whilst pay rises could potentially reduce reliance on agency staff (Rigby et al, 2023), the primary motivator for working for agencies is flexibility (McIlroy, et al, 2016). 

Self-rostering systems have been implemented in other NHS organisations to provide staff with greater flexibility over their working patterns and has been shown to reduce turnover rates (NHS Employers, 2020). Whilst this type of technology supports flexible working, organisations also need to ensure that leadership are trained and engaged with the process and that staff feel listened to (Timewise, 2019). Being more flexible about shifts can enable some staff to work more hours than they currently are around their commitments (NHS Employers, 2020).

To compensate for gaps on the rota HDdUHB uses casual workers. When considering flexible employment, the gig economy has reportedly grown rapidly within the last five years (TUC, 2021) but more recent findings suggest that gig workers make up only 1.4% of total employment (Cockett, 2023). Research suggests that the gig economy is predominantly people gaining an additional source of income rather than their main income (Cockett & Willmott, 2023). This is significant for HDdUHB as current staff may be looking to increase hours to support their main income which could help HDdUHB fill rota gaps and reduce reliance on agency staff which are more costly than substantive post holders. 


Positioning investment in development as a benefit
Progression and development are long term benefits for staff (NHS Employers, 2022). Career development can attract prospective employees to organisations and upskilling staff has been highlighted as a key approach to overcome the challenge of recruiting to skills shortage roles (CIPD, 2022a) coupled with development opportunities being a factor in retention (Brinkley, 2023). In line with almost half of organisations, HDdUHB currently offers apprenticeship schemes in several areas including nursing, technical and administrative roles (CIPD, 2022a; HDdUHB, 2022c).

Developing skills and knowledge of staff is an important factor of succession planning (George, 2022). Staff also appreciate having clear progression routes laid out by the organisation (Janssen & Brekke, 2023). Depending on where someone is in their career journey, they value the benefit of organisations that invest in providing them with opportunities for growth and development (Brower, 2022). Engagement with PADR’s has increased since alterations were made to empower staff as individuals to take ownership of their own performance and development by focusing on the type of development the individual feels is beneficial (HDdUHB, 2023b). HDdUHB is invested in developing current staff from low skilled roles into skilled shortage roles such as through the grow your own nursing scheme (HDdUHB, 2022c) which is in line with the practices other organisations are engaging with (CIPD, 2022a).Whilst development is mentioned in a benefits video, it does not clearly emphasise development opportunities as a benefit of working for the organisation in all its branding (HDdUHB, 2023d) and could work to establish a clearer message about investment in development as part of its employer branding (Peters, 2023). Despite this, data from the new starter survey shows career development opportunities and learning and development opportunities as key reasons that people are attracted to the organisation (HDdUHB, 2023f). 

However, leaving to pursue a development opportunity or gaining career progression externally are top reasons for leaving HDdUHB according to exit interviews (HDdUHB, 2023g). 


Figure 3
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With more than half of respondents stating they did not feel there were sufficient opportunities for development (HDdUHB, 2023g). 











Figure 4
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This is concerning given that the data suggests new recruits are enticed to the organisation for the development opportunities HDdUHB claims to offer, there is suggestion that this is not the experience of staff in the long term. This contrasts with data from the benefits survey which highlights that 86% of respondents rated training and development opportunities as a valuable benefit (HDdUHB, 2023c). It will be important for HDdUHB to ensure that suitable development is available for employees across the employee lifecycle. 


Conclusion

To conclude, there are a range of factors influencing the wants and needs of prospective and current staff (CIPD, 2022a). As the labour market is tight and talent can choose companies which appeal more to them (CIPD, 2023a), HDdUHB should ensure that its pay and benefits offerings are competitive (CIPD, 2022a). Whilst the benefits package is rated well by staff (HDdUHB, 2023c), to ensure that prospective talent is aware of the benefits of working for the organisation, HDdUHB should ensure that its brand clearly communicates its values and benefits (Peters, 2023) and promotes staff stories which engage prospective candidates with the benefits of working for HDdUHB (Schmidt, 2022). 

Given the significance of recognition to motivation (Pink, 2010) ensuring that staff feel recognised is imperative for HDdUHB to retain staff (Mata et al, 2021) and to enable productivity (Bradler et al, 2016). Whilst the current corporate package is strongly linked to the organisational values (NHS England, 2023) and was well received by staff (HDdUHB, 2023c), engagement with the package has decreased (HDdUHB, 2023h). Establishing a culture of recognition has been highlighted as best practice (NHS England, 2023).

There is a need for HDdUHB to ensure that it offers flexible working (Cassidy et al, 2023) to remain competitive (CIDP, 2022a). Whilst this is easily provided to administrative staff, there are complications with being flexible for clinical staff (Archus, 2022). With the aid of technology and leadership development (Timewise, 2019) other NHS organisations have sought to provide clinical staff more flexibility with their work patterns and have seen reduced turnover and some staff worked more hours around their commitments (NHS Employers, 2020), thus reducing spending on agency staff (Duffy & Clarke, 2023).

Staff highly value training and development opportunities (HDdUHB, 2023c) and it is important to succession planning (George, 2022). Whilst HDdUHB offers development and progression as a benefit (HDdUHB, 2023c), exit interview data suggests that progression is not always available to staff internally (HDdUHB, 2023g). Whilst HDdUHB must continue to behave ethically and avoid nepotism (Green & Russell., 2022), it could consider what could be done to ensure that developed talent has clear routes to progress through (George, 2022).


Recommendations
Considering the findings of this report there are key actions which it is recommended HDdUHB takes to improve its position when attracting and retaining staff. It is acknowledged that there are budget constraints and HDdUHB should prioritise recommendation 1. 

Recommendation 1: Promote staff benefits using positive staff stories
To promote the exclusive benefits package which sets HDdUHB apart from surrounding healthcare organisations HDdUHB should share positive staff stories about how the benefits package has supported staff, including international recruits and apprentices, to strengthen appeal to these talent pools.

Intelligence on staff successfully saving money, supporting their mental health and gaining from development opportunities due to the benefits are already collated by the staff experience team. The communications team should collaborate with the staff experience and recruitment teams to select promotable stories. The first story should be finalised by the end of 2023 with further staff stories regularly promoted by the recruitment and communications teams.

Costs
· Staff time: a representative from each team to collaborate on the project for 2 hours per story = £15.67 x 3 x 2 = £94.02 per story. 
· Equipment: filming and editing software is already owned by the organisation.
£94.02 per story

Whilst these positive stories will cost HDdUHB to produce, they will enable HDdUHB to market the benefits of working for the organisation.


Recommendation 2: Develop a recognition workshop which promotes the corporate package and engages teams with a culture of recognition
HDdUHB should develop a recognition workshop for teams which promotes the recognition package. 

Acknowledging the current budget constraints, it is anticipated that allocation of funding to this recommendation is explored in April 2024.

Costs
· Staff time: recognition officer time to develop the content (£15.67 x 7.5= 117.52)  (recognition officer’s time to run 2 pilot sessions = £62.68)
· Resources: use of canva and Microsoft Office which the organisation already has access to, use of Health Board room to deliver the training, staff would need to be released to attend the session. 

£180.20	

Whilst this recommendation is an additional cost to the corporate recognition budget, it would support HDdUHB to retain staff (Janssen & Brekke, 2023) and increase productivity (Bradler et al, 2016) by engaging staff with a culture of recognition which supports staff motivation (Pink, 2010).


Recommendation 3: Enable flexibility for clinical staff
HDdUHB should trial the use of a flexible rota system on one ward with a cohort of nursing staff to assess the ability to implement a more flexible model to meet the expectations of the workforce whilst balancing service needs. 

Acknowledging the current budget constraints, it is anticipated that allocation of funding to this recommendation is explored in April 2024. 

Costs
· Staff time: 
· Training of ward nursing staff in 1 hour session – ( (Nurses = 30 x 15.67 = £470.10) , (managers = 4 x 26.06 = £104.24) , trainer from L&D to create and deliver the training = 3 x 15.67 = 47.01) total = £621.35)

· Resources: Trial of self-rostering software using current provider with no change in cost during trial. 
£621.35

Best practice cast studies have shown that this approach has increased engagement and improved retention rates (NHS Employers, 2020).



It will be important to monitor and evaluate each recommendation a year after implementation to understand if further action is required in line with workforce planning practices (George, 2023) and to steer successful changes within the organisation (Kotter, 2023). Future reporting could explore the progression opportunities available to staff. 
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