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Executive Summary
This report aims to highlight how the current climate has opened both challenge and opportunity to refresh thinking, critically analyse current HR systems and processes to evaluate internal and external factors impacting on the organisation now and in the future. Line Managers are more than ever requiring corporate steer on new and emerging trends and people professionals are central to advocating staffing considerations when business decisions are being made, in partnership with trade unions and key stakeholders. 
This reports explores how the future of the Welsh Ambulance Service can work towards Employer of Choice. Being globally recognised as world leader of innovative emergency and non-emergency care relies on how its recruitment and retention processes are managed. 
Our workforce planning is vital to achieve strategic goals with an engaged, motivated and experienced workforce. Today is about how we can meet tomorrows objectives and how talent management and intelligent system processes can deliver what the public need and the service can offer with a motivated and engaged workforce.
Current strategy for service delivery needs towards 2024 is based on data sets pre-pandemic and skillsets that are now largely changed as the ways we work has changed to meet new world thinking. This report offers recommendations based on a critical analysis of the current Strategic Workforce Plan, internal and external factors impacting on WAST whilst we operate in a challenging climate with continuing and sustained pressures in order to achieve core workforce establishment and integrity whilst meeting the demands of an economic crisis and emergent themes in the world of work.



Abbreviations
WAST – Welsh Ambulance Service
NHS – National Health Service
TM – Talent Management
ESR – Electronic Staff Record
GRS – Global Resourcing System
WAG – Welsh Assembly Government
HIW – Health Inspectorate Wales
CIPD – Chartered Institute of Personnel and Development 
PESTLE – Political, Economic, Socio-cultural, Technology, Legal, Environment
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1.0.  Introduction.
The Welsh Ambulance Ambulance Services NHS Trust (WAST) is a major employer across Wales, employing over 4000 people across all grades, including clinical and non-clinical staff. There are over 1000 volunteer first responders and over 100 volunteer car drivers with 250 military personnel currently supporting the Emergency Operations Directorate due to system wide pressures (WAST, 2022).
New world ways of working requires proficient recruitment and selection of new employees coupled with induction and retention practices, upskilling and role clarity. The more volatile, unpredictable, competitive and uncertain the future world of work and service delivery in the NHS becomes, flexibility and creativity to seize opportunities will place WAST as not only the hosts for Phone First for Wales (WAG, 2020) but also the Employer of Choice for all grades of staff. 
Our people are our assets;

 ‘WAST is both contracting and expanding; as one area is challenged another is progressive’ (Taylor, 2019) p11. ‘WAST is both contracting and expanding; as one area is challenged  another is progressive’ (Taylor, 2019) p11. 





Demands on services within the portfolio have stretched to its limits, at a critical point in the Trust Regional Escalation Action Plan (WAST, 2021) with wider health and social care system pressures impacting ambulance response times, patients safety and staff wellbeing. 
Further workforce modelling is required to shift focus from a 999 response to care at home and remote clinical triage. This allows an inclusive approach to Talent Management (TM); nurturing and upskilling existing talent opens up career opportunities, benefits the organisation to showcase it as progressive and responsive as a public service that values its people and public.

2.0. Internal Factors impacting on WASTs Strategic Human Resource Management.  

2.1. Challenging Climate; Maximising Current Workforce Strategies to Align with Future Needs
It is not without acknowledgement that the NHS is overwhelmed, pre-pandemic this did not attract the widespread attention it has today. In the most recent NHS Staff Survey (2020), 26.5% of participants often think about leaving the NHS with 14% reported to plan to leave as soon as they secure another job, though it is thought has increased since the survey was concluded. Organisational attractiveness and employer image plays a role in its social identity, organisations must adapt workforce strategies to survive and compete in uncertain times (Younis & Hammad, 2021). 
A report prior to the pandemic by the Manpower Group (2018) found that more employers than ever were struggling to fill vacancies. A further finding found that larger organisations reported talent shortages of 67% with smaller enterprises reporting challenges in recruiting  the skills they need. This is reinforced in the NHS with the challenges of TM, the impact of voluntary employee turnover within a restricted pool of talent and the flow of staff across services. TM and recruitment is one of the most expensive and disruptive business problems that health and social care encounter as well as retention of its valued employees (Boyd, 2017) an issue WAST currently faces. 

WAST must recognise that our people are fundamental to a sustainable value creation in a challenging climate, our human capital are our ‘most important asset’ (CIPD, 2021).





2.2. Current Position in the challenge of Talent Management.
WAST made fast and decisive changes to mobilise the workforce at the start of the pandemic in March 2020, significant shifts continue to be required in order to maintain business critical operations as we continue to face unprecedented pressures on services, employee shortages in key areas of resourcing and TM.
As we face a further recession, workforces costs and TM requires further focus to ensure WAST has the skills required to encompass new ways of working and agility, with an organisational image that will place WAST in a global talent economy in attracting and recruiting talented people locally and internationally (Younis and Hammad 2021).

2.3.  Recruitment Factors for Talent Centric or Data Centric focus.
WAST currently leverages data from NHS Electronic Staff Records (ESR) and Global Rostering Systems (GRS). These data sets must align with Demand and Capacity Reviews and WAST’s Strategic Workforce Plans to ensure a TM approach that is future based and future fit with a healthy and engaged workforce. This is a systems based approach that requires all elements to communicate and deliver reporting and business intelligence to inform further workforce needs and compassionate management of our people.
There is a disconnect on workforce data from these systems, a significant lengthy process from interview to onboarding and induction also impact on the challenges WAST faces in meeting business critical needs in times whereby recruitment is vital for the immediate and long term success of the Trusts strategic direction and achieve University status.

2.4.  Talent Management in the NHS.
Kravarti & Johnson (2020) report public sector TM as conceptualised and includes competencies, knowledge and values that are in line with the public sector core principles that enable the individual to use their exceptional abilities to serve the public for the common good. This also aligns to the NHS Core Principles (2021) and Public Life Principles (Nolan Principles, 2021). They add the proposition that private sector TM practices facilitate staff development for optimal organisational performance as opposed to the greater good.

2.5. Public Sector Talent Management.
Kravarti& Johnston (2020) conducted a literature review of private sector TM and propose that transferability of talent management strategy to the public sector is prime for a new direction and a timely contribution. Interestingly Brunetto et al (2018) adds caution to this hypothesis linking negative consequences when private sector TM principles are influenced by New Public Management. 

2.6. Recruitment in a pandemic and beyond.
According to a CIPD survey into Resourcing and TM there is a dramatic change in the labour market with pressures rising to recruit into talent gaps and recruiting into high skilled roles (CIPD, 2021). This is compounded by new ways of working, most recently the impact of Omicron variant of Coronavirus which is significantly impacting on an already strained and exhausted workforce. 

Crisis always presents both danger and opportunity; the pandemic has presented both an opportunity for accelerated change and adaptation in workforce strategy (Cheese, 2021).





A report by CIPD also highlights how cross-boundary, partnerships and collaboration in the new world of work is vital in facing future challenges (CIPD, 2022).
Morely et al (2015) posed that the strategic direction of an organisation is impacted by the talent available within the organisation, having a learning and coaching culture such as the strategy and focus in WAST,  builds a strong foundation of respect and professional integrity which has a strong influence on talent attraction, retention and succession planning (Gallardo et al, 2019).
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2.7. Current Recruitment Processes in WAST
Recruitment is managed by Civica UK Ltd with an online recruitment management system, Tracs. Much of the key areas of our workforce team and HR is devolved to regional directorates and local line management teams with workforce analysis completed via ESR business analytics. ESR is a difficult system to navigate and whilst it communicates with GRS and Tracs the whole system and processes are clunky offering an opportunity to integrate further and more simplistically as a payroll function. 
Whilst some HR functions are devolved, our HR and Workforce Organisation Development Directorate provides a key strategic overview of our services with HR Business Partners providing line management support and guidance. 

2.8. Recruitment and HR Processes within WAST.
Thunnissen (2016) linked the role of line managers in ‘owning talent’ and responsible for investing in talent and making decisions and were the connection between practice and theory. In addition to this key stakeholders such as HR and trade unions along with employees influence the TM approach within an organisation. Investing in leadership development, coaching and mentorship of line managers will significantly influence the culture, development and retention of its employees, current internal offerings must be developed to include CIPD and ILM courses as part of a career progression plan and bi-annual performance and development reviews in addition to monthly one to one coaching conversations. 
Cheese (2021)p13 sees managers as having a particular bias towards humans and the future of work is human, adding that there is an inter-relationship between individual and collective wellbeing and is an important outcome of good work. 
 






2.9. Organisational Change and TM.
One of the five key drivers for the future world of work is how an organisation responds to internal change and evolving organisational processes, workforce structures and models (CIPD, 2020). 
Organisational change is pivotal in order to be responsive and future fit. When exploring the internal factors influencing TM, an outward facing organisational culture in the attraction of potential candidates, talent attraction and retention are predicted by high performance organisational cultures (Kontoghiorghes, 2016). 
A more strategic approach to resourcing and TM is now required in order to maximise performance and key targets (Taylor, 2019) p15. 

Role clarity, clear career development and pathways within WAST is vital to enrich current talent and re-model the workforce to meet new demands and opportunities to diversify the workforce.






It is a vital strategic goal to invest in our people, nurture and develop our own talent, recruit and retain from talent pools to meet the evolving needs of the service and meet long term needs (Cheese, 2021)p24.
WAST has strong Workforce Organisation and Development presence at a strategic level, these actions and intent need to be communicated widely internally to boost confidence, commitment and morale within the workforce to mitigate any potential loss of talent pools to external stakeholders and promote career progression within. 
An example of a positive shift in workforce modelling is the re-branding of the Clinical Support Desk (CSD); the internal shift to redeploy paramedics from frontline duties to remote clinical practice thus opening opportunities for staff to aspire and develop into paramedic roles providing a more balanced skill mix at the patient facing arm of the portfolio (WAST, 2020). 
This is a responsive yet transformational approach to how services are delivered, a business model that is a progressive strategic direction and sets WAST as different from other NHS Trusts (Taylor, 2019) p15.
A review by Healthcare Inspectorate Wales (HIW) pre-pandemic highlighted that further focus was required to ensure that staff are provided with adequate training, development and support to enable them to undertake their relevant roles. This is much more significant now the pandemic has changed the ways we work, the system pressures impacting on how WAST now need to deliver services and maintain business critical activity (HIW, 2020). 
The redeployment of paramedics to CSD not only opens up opportunities to increase functionality of remote access but also opens up talent pipelines by recruiting internally, then externally, the future workforce of unscheduled care and how this is delivered.

2.10. Employer Image and Branding.
For an organisation to function effectively, efficiently and fairly it needs to recruit, retain and secure staff in the right roles, at the right time and place (Taylor, 2019) p4. Wellbeing is inextricably linked to job satisfaction so attention to employees interests in resourcing and TM is high on the HR agenda (Taylor, 2019) p6. 
WAST’s Wellbeing Strategy along with People and Culture Strategy current offerings, these must be part of the recruitment and advertising process to share our values and principles to attract potential candidates as an organisation with its people at its core and their wellbeing as central. 
Current offerings can be improved on though the Occupational Health and Wellbeing Strategy is progressive and offers support in house and externally for staff to access, this is a key driver in employee value in recruitment and experience.
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3.0. External Factors. 
A PESTLE Analysis of the factors affecting recruitment and retention of all grades of staff within WAST highlights areas of concern, progress, recommendations to identify current and future views (CIPD, 2021). 

This analysis of external factors highlights areas whereby improvements can be considered where external risks can influence internal factors of resourcing and service delivery.

3.1. Political.
The Emergency Ambulance Services Committee (EASC 2021/22) Annual Plan sets out the focus of the Ministerial Ambulance Availability Taskforce (2020): in particular, the development of a citizen centred, modern ambulance service. One focus area is on workforce recruitment and wellbeing and the implementation of the independently commissioned WAST Demand and Capacity Review (2020). This review aims to specifically complete the closure of the relief gap by projecting staffing levels required to achieve the forecasted demand but does not differentiate between clinical grades and advances in clinical and collaborative care. There is no focus on retention and upskilling of existing talent for employee value in this plan that is basing future workforce requirements on pre pandemic projections and datasets to provide a whole time equivalent staffing summary towards 2024. 
To achieve strategic workforce planning these data sets must be implemented inline with employees well-being and value as central to strategic operational based requirements, the Wellbeing of Future Generations (Wales) Act (2015), Stakeholder Commissioning Intentions and the Ministerial Task Force Recommendations. 
WASTs Integrated Medium Term Plan (IMTP) (2021-2024) has a specific focus on collaboration and a shift left in the ambulance care pathway, this requires workforce modelling that values existing talent as well as broadening the pool of potential external candidates.
Whilst the Demand and Capacity Review (2020) provides data sets it fails to acknowledge the workforce and talent required to deliver such intent and opportunities; the pandemic has accelerated new ways of working and a shift in focus in service delivery.
Given the recent White Paper on Rebalancing Care and Support (2021), the proposals to re-designate Regional Partnership Boards (RPB) as statutory bodies with the ability both to hold their own budgets and employ staff, it will be even more important that WAST continues to have a voice at RPB tables across Wales and a Strategic Workforce Agenda. It is evident as part of the Fair Work Commission, the Fair Work Wales (2019) report noted that an industry that does not contribute to individual and social well-being is also a sector that displays retention issues associated with insecurity and poor working environment. 
This adds further strain to the wider Health and Social Care Economy; movement of talent across sectors becomes an opportunity for WAST to access talent pools via RPBs and co-located hubs such as Mental Health Remote Access Teams and Hospital at Home initiatives thus opening the labour market to specialities not considered core services for an emergency service. This diversity and inclusion opens up more pooling of talent, positive Employer Branding with more pull in a tight labour market.

3.2. Economy.
Funding of the NHS, commissioning and staffing need to represent not only the current picture but the emerging horizon of service delivery and resourcing of a skilled workforce. With tighter budgets, increased pressures in services, increasing impact of the pandemic the economic downturn has made it more difficult to recruit skilled and experienced staff. The NHS is said to have been poorly funded for many years, there are economic reasons as well as political Barnett Formula (1979) as an example.  
RCN (2021) report nursing as an area deprived of investment and no pay rise with real term decrease and supported a claim of at least 12.5% pay rise, Wales were offered 3%.





With mediocre salaries and poor uplifts on pay reviews, the NHS has never been a particularly attractive workplace for clinical professionals (Fraher et al, 2020). 
[image: ]This makes it difficult for the NHS to provide a sufficient quality of care to its patients under budget restrictions, poorly funded services, emergent specialties, medical/pharmaceutical developments and an under resourced workforce.Rocks et al (2021), based on workforce demand in the previous decade, the NHS workforce is required to double, with social care sector staffing requirements four times more than the previous decade, see below for an illustration.

[image: ]It is evident from another study by the Institute of Employment Studies (IES) (2022) below; 
employment growth has stalled, economic inactivity has risen with employment levels 
remaining 600 thousand below pre-pandemic levels whilst economic inactivity is 400
 thousand higher. This is as a result of record levels of vacancies, further falls in unemployment and the tightest labour market in at least fifty years (IES, January 2022).[image: ]

3.3. Socio-cultural Factors.
The era of societal change, the impact of the pandemic on socio-cultural changes and changes in societies beliefs, expectations and affiliations adds a possible loss of trust in establishments. Media and social media create echo chambers and there is growth of ‘populism’ (Cheese, 2021) p69.   
The NHS is exploring ways of using its influence as a large employer to change the economic status of local populations. But this approach is currently the exception rather than the norm (Kings Fund, 2019). This is a National position where the ability to raise standards of living depends on its ability to improve output per worker (Cheese, 2021) p36. This must manifest as improved employment rates and improved productivity but not at the expense of being a responsible business and a positive force for good work. There is a significant shift with reflection and a reset on individual values following experiences of the pandemic and what is most important, talk of resignations as a result compounded by the tight labour market and continuing of the pandemic (Cheese, 2022) p5.

3.4. Technology.
Digital transformation, sustainability and responsible business were front of mind when considering future trends that people professionals and functional managers will need to navigate (CIPD, 2022). The digitalisation of the NHS and use of social media platforms to advertise and recruit means a digital presence must have a conscience.
TM via such platforms must be clearly articulated, equality impact assessed and be clear on the `trusts position on flexibility, agile learning and working and have clear principles of good work and responsible employment (Cheese, 2021).p32. 

4.0. Conclusion 
Recruitment power is in the hands of the employee, recruitment experience must reflect this in order to attract, employ, train, maintain and nurture the best candidates in a tight labour market. Our future workforce requires a digitalised and agile workplace, technology is changing the nature of work as we know it (CIPD, 2021). The NHS needs to prepare its workforce to deliver a digital future, understand the impact on recruitment, education, training, diversity and inclusion with a focus on lifelong learning and development from hire to retire (Topol, 2019).
There is an increase in the use of new media/technology to attract candidates and with the increase in millennial candidates entering the workforce, social media will be increasingly important in talent branding and attraction; the digital by default generation is already here (Walford-Wright & Scott-Jackson 2018).
For the first time WAST has the potential for five generations of an united workforce with the inclusion and diversity opportunities this presents as well as the challenges to the existing workforce. This should help shape the thinking for pandemic recovery planning about how technology and a digital workplace can support a modern set of service offers as well as helping the wider WAST workforce to become more agile and reap the benefits of matrix working across teams.
The pandemic has been a disruptor but also an enabler for change and progressive approaches to good work. This catalyst for change must continue to keep forward thinking; be adaptable to the ever changing economic, societal and political change and NHS specific trends (CIPD, 2022).
TM in todays globalised market not only means competition from partner organisations but also governments and private sector (Khilji & Schumer 2017).p400. A mobile workforce within WAST is key for career development and retention rather than loosing valuable talent to other parts of the health and social care system or to private entities with relational employer branding.

5.0. Recommendations.
Whilst this report addresses some recommendations within the report the following specific recommendations are offered.

5.1. People, Culture and Inclusion.
WAST is a principles and values led, evidence based and outcomes driven organisation with inclusion and well-being at the heart of talent management, recruitment and retention. Organisational Culture and creativity in, developing and managing a diverse workforce is vital to future proof our critical business needs, remote clinical practice and working is key to achieving this as well as flexibility and agility.
We must continue to value our workforce as an asset, our talent is an investment to assist in achieving business objectives, the talent decisions of today will determine the organisation WAST will be come in the future (Deloitte, 2020). 

5.2. Mega trends and Strategy.
Global talent mega trends such as mobility opens up more opportunities for agility and hybrid working opening up the talent market, there are downsides to this is as a magnet external to the organisation. Employee value and employer branding must focus on benefits and rewards of a career with WAST. This must be based in strategy with succession planning, retention and employer branding (Taylor, 2019).

5.3. Employer Brand.
It is time to refresh WASTs employer brand portfolio and re-launch WAST as the NHS Ambulance Service Employer of Choice, promoting inclusion, diversity and progressive leadership and clinical excellence for all grades of staff. 
Building on the Trust’s Wellbeing Strategy and benefit schemes, opening up use of social media platforms to advertise as well as shared partnership services to broaden the reach of potential UK and global candidates can place WAST more prominent in the global labour market.

5.4. Agile/Hybrid/Flexibility.
This is important in order for WAST to engage with a wider talent pool. Engaging and supporting people with flexible offerings such as agile/hybrid, part-time and day one rights on these matters will engage people in choice of meaningful careers without limitations. This must be partnered with managers support in supporting and managing such diverse teams and prevent any perceived situational bias, ensuring inclusion and diversity in the workforce with robust succession planning. 

5.5. Remote Working for Clinicians.
Our response to the pandemic escalated CSD Remote Working Pilot from four assets to a fully remote function in six weeks (WAST, 2021). This must continue to be the catalyst for change and new ways of working, redefining what a standard job is, (Cheese 2021. p35).

5.6. Rostering and Resourcing.
It is recommended that the board acknowledge the contents of this report and current HR recruitment systems in 2.3, pause the current rostering review in order to consider the impact the pandemic has had on the 2020 Demand and Capacity Review data in order to include variations and new ways of working, both for clinicians and non clinical employees. 

The board are asked to consider the findings in this report when making decisions on the current and future workforce needs, recruitment and commissioning expenditure/requests and to approve the continuation of focus on employee value and wellbeing in order to fully realise the benefits of the investments and commissioning intent.
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