

	
Learning Area 1


	Learning Area Title:
	Acquisition of underpinning knowledge and skills in strategic workforce planning.


	Level of claim: 

	7

	Total credit being claimed:

	50

	Learning Outcomes:
	1. Research and critically review strategic workforce planning (methodology).

2. Develop and apply workforce planning knowledge and skills to support the development of a workforce plan. 


3. Evaluate and review the application of workforce planning knowledge to improve practice.


I am currently employed as a Project Manager, working within the Strategic Workforce Planning team at Hywel Dda University Health Board (HDUHB), whilst also seconded to Health Education Improvement Wales from July 2024. I have worked in Hywel Dda for over twenty years in various roles, predominantly in a clinical capacity in the Operating Theatre environment, commencing as a Student Operating Department Practitioner in 2005, before progressing in to more senior positions. My career then took a different direction when I decided to pursue opportunities in a non-clinical setting in 2021, which led to more recent roles in workforce planning (see evidence 1). 
Through production of this portfolio, which includes evidence and reflective accounts, I will provide a thorough review of my career, focusing particularly on the last five years. I will identify key experiences, which will provide opportunity to review the learning I have achieved. This will enable critical analysis to reflect on how I have acquired the skills and knowledge I possess, which has influenced my development journey. During this process, I will reflect on the application of my learning to practice, describing the impact it has, and will continue, to have. A range of evidence will be presented to support the reflective practice undertaken for each of the identified learning outcomes, each of which has helped shape the professional that I am today. The content of this portfolio will be focused on one learning theme to facilitate a considered process, enabling recognition of my professional and personal development on a focused subject matter. 
To structure my reflections, I will use Kolb’s reflective cycle, based around four stages - Concrete Experience, Reflective Observation, Abstract Conceptualisation and Active Experimentation (Kolb, 1984). 
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(University of Hull, n.d.)
Learners using the model can make generalisations on their learning from real experiences, to help inform new actions, which I seek to achieve to inform ongoing development needs (Gray et al, 2004). Mclean (2019) also suggests that Kolb’s model is a more detailed example, therefore I am hopeful it will help to facilitate a “holistic process” when reflecting on my experiential learning (Kolb, 2015). This will help to ensure a deep understanding of my development journey is achieved, fostering self-awareness through insightful reflection, focused on personal and professional growth (Salem et al, 2025).  Furthermore, reflective practice is recognised as a fundamental component of professional development, enabling practitioners to critically analyse their experiences and inform continuous improvement (Schön, 1983). This aligns with Eraut’s (2004) view that much professional learning occurs informally through experience, reinforcing the importance of structured reflection in making implicit learning explicit. Consequently, the integration of Kolb’s model within this portfolio provides a robust framework to support critical reflection and the development of strategic workforce planning capability.
Strategic Workforce Planning is at the forefront of many organisation’s priorities, as it is recognised that there is a need to plan future requirements, to promote effective succession planning and workforce sustainability needed to deliver future service needs (Welsh Government, 2023). Due to workforce shortages across the healthcare sector and known recruitment challenges within the National Health Service (NHS), recommendations from Welsh Government for NHS organisations to undertake strategic workforce planning was established as a key a priority, which was a driver for creation of workforce planning teams across NHS Wales (Health Education and Improvement Wales and Social Care Wales, 2020).
In November 2020, Hywel Dda University Health Board (HDUHB) set about advertising for four project managers, whereby each successful applicant would join a newly created team in the Workforce and Organisational Development directorate. Following recruitment processes I was successful in obtaining one of these positions (see evidence 2). Soon after commencing in post, I met key stakeholders whom I would be working with to support the workforce planning agenda. It was during these initial discussions, that the scale of the workforce planning challenges within the Health Board became apparent, as service leads were describing the workforce challenges they faced and shared that they had never considered developing workforce plans. 
With known recruitment challenges, an ageing population and workforce, geographical issues impacting workforce supply, a deconditioning estate and active planning for a strategic programme business case, it was identified that the Health Board required a team to create capacity and capability in strategic workforce planning. Addressing the workforce planning issues would be achieved using the Six Step Workforce Planning Methodology (Learning Hub, 2019) as a framework to enable the development of strategic workforce plans, as supported by recommendations from Audit Wales (2023). 
Although I had experience in operational workforce planning whilst working in the Theatre department, my past roles prior to joining the workforce planning team did not require knowledge or application of the Six Step Workforce Planning Methodology (Learning Hub, 2019), nor did they require specific focus on strategic workforce planning. My experience was primarily based around recruitment processes and supporting staff development, including creating new roles to address immediate workforce challenges and to establish development pathways for all disciplines. These experiences did not require strategic workforce plans or application of a methodology to ensure workforce planning was focused on a long-term vision, aligned to health board strategy. Therefore, the shift from operational planning to a strategic space was a key change in my personal learning. Due to this, I was placed on a development programme for twelve months, using Agenda for Change Annex 21 Terms and Conditions (NHS Employers, 2025). 
As knowledge and application of workforce planning methodology was a new requirement for my role, the learning I was required to undertake was significant. Therefore, for the purpose of this reflection I will consider how I acquired my knowledge and skills in strategic workforce planning, inclusive of the following:
· when I was applying for and being interviewed for the role,
· my continued personal development journey after obtaining the post, including how I contributed to improving workforce planning for myself and others and,
· the impact of these development opportunities in relation to my own professional development. 
As I have developed a wide range of skills, knowledge and experience, obtained through a variety of methods throughout this period, I have identified specific learning experiences which have significantly contributed to my development. These will be shared during the remainder of this reflective piece. 
















	Learning Outcome 1
	Research and critically review knowledge of strategic workforce planning (methodology).



Concrete Experience
As part of this reflection, I shall begin using Kolb’s concrete experimentation phase (Kolb, 1984) to reflect on the learning which took place between from November 2020 to January 2021. However, where the development I achieved extends beyond this date, I will also draw on this learning, reflecting how it influences my current practice.  
In January 2021, I joined a newly created workforce planning team. Although I was not a new health board employee, I was new to strategic workforce planning and project management. To enable my line manager to feel she was able to offer me the position of Project Manager, I had to undertake a robust recruitment process, which consisted of completing an application form (including personal statement), writing a report in relation to workforce planning in the context of the health board (see evidence 3), preparing a presentation on the Six Step Workforce Planning Methodology (Learning Hub, 2019) (see evidence 4), presenting a piece of music which reflected my values/personality (see evidence 5), concluded with a formal interview. Before I could complete these exercises, I had to gain an initial understanding of workforce planning issues nationally and within HDUHB, and I also needed to undertake research on the Six Steps Workforce Planning Methodology. Both needed to be completed to understand how the methodology could be applied to address workforce challenges. Therefore, undertaking reading and research on both areas was an essential element of building my knowledge and gaining exposure to the subject.
To begin to understand what the current workforce pressures were, I started by exploring the health board’s intranet page to assess if there were relevant papers/other material which would provide useful background knowledge to increase my understanding of workforce pressures. One of the first documents I discovered was the 2020/2021 Integrated Medium-Term Plan (Hywel Dda, 2020), which I soon learnt is a key planning document submitted to Welsh Government annually, to provide information on how the organisation will address service, workforce and financial priorities, to work towards achieving the health board strategy (see evidence 6). In addition, I reviewed the national strategy - A Healthier Wales (see appendix 7), to understand how local and national strategic vision aligns with identified priorities (Welsh Government, 2018). Reading around these subjects allowed me to develop my understanding on short, medium and long-term plans, which was essential to appreciate the context of the workforce planning agenda, the role I was applying for and the need to consider different planning horizons (Chartered Institute of Personnel Development, 2025). By undertaking this reading and research, it also emphasised that my knowledge in the strategic space was limited as much of the information I was reading for the first time. This helped affirm the importance of continuing to build my skills and understanding in this subject, as I recognised that it would be an integral element of my development. 
After obtaining high level insights of workforce planning and strategic ambitions, I felt I was in a more favourable position to understand what the role I had applied for would entail. However, to build on this further, I reviewed the job description in full (see evidence 2), analysing it to highlight areas where I felt I lacked experience or needed to further develop my knowledge and skills, to prioritise areas of learning. I used this exercise as a method of preparing for the interview, putting myself in the position of the appointing manager, critically reviewing the knowledge, skills and experience I had obtained in my career thus far, to pre-empt questioning that may arise during interview.
The new learning I completed in preparation, permitted me to be in a more informed position prior to commencing the interview process, which included completing a report, presentation, sharing a piece of music and completing interview questioning.  I began with writing the report, using new knowledge to highlight what I felt were the workforce planning priorities facing the health board (see evidence 3). Writing the report and analysing my findings allowed me to critically review the learning I had obtained from reading and research, to gauge an understanding of the most immediate workforce pressures. Moon (2013) supports this approach, acknowledging that it can help deepen understanding and critical analysis skills. I agree with this view, as I was able to draw on new learning, as well as my previous knowledge of workforce pressures obtained through experiential learning whilst working in Theatres, which enabled me to create and submit a completed report as part of the recruitment process, which was based on current and historical insights. This helped me feel more connected to the report, knowing that it was based on lived experiences also, which I hoped to recall as live examples of workforce pressures during interview, to demonstrate my experience and knowledge in operational planning. 
Following this, my area of research shifted to focus on the Six Step Methodology (Learning Hub, 2019), as this is an integral part of the role. I had identified through critical analysis of the job description that this was an area of personal weakness. I was acutely aware that I was required to create a presentation which included a critique of the methodology, which made me feel nervous. Through internet searches and review of Health Education Improvement Wales and the Skills for Health website, I was able to read the limited information about the methodology, which included a few examples of how it had been used in other organisations. However, during my research, I found very little information to help me understand the strengths and weaknesses of it. Therefore, given the tight timeline to complete the presentation before the interview, I decided that the most feasible approach to evidencing the learning I had achieved through wider reading and research, was to construct the presentation to summarise and consolidate my findings. Engaging in this process aligns with Moon’s (2013) view that reflective synthesis helps learners make sense of fragmented information to promote meaningful understanding. I also critically analysed the methodology from the perspective of a new user, drawing on Brookfield’s (2017) argument that critical reflection enables individuals to question assumptions. This allowed me to complete my presentation with a simple critique, since I had never applied the methodology in a real situation, which is an approach Bryman’s (2016) emphasises, which uses research engagement to inform judgement when practical experience may be limited. During this experience, I recognised that it was important to be honest with myself, owning areas of weakness, using it as an opportunity to learn new skills, to promote continued development (Blachino, 2016). During the process of building the presentation, I adopted the mindset where I welcomed new learning, whilst ensuring I was truthful about my weaknesses and the challenges faced when preparing the critique, helping me to be authentic, open and honest with the interview panel. 
I was also asked to prepare a piece of music prior to interview (see evidence 5). The piece of music I chose represented my personal values. I chose the song Something Inside by Labi Siffre. I selected this song, as for me personally, the lyrics represent not giving up, overcoming challenges and being determined. Although not explicitly related to the role I had applied for, my personal attributes and the beliefs and values I possess are a central theme in this piece of music. For me the song represents resilience, strong personal values and relates to my personal determination to make a positive impact in the work that I do. 
After undertaking all the above, I then completed the interview process, conducted virtually by a panel of three interviewers and one witness who was already employed in the workforce planning team. The first part of the interview was centred around me presenting the critique of the Six Step Workforce Planning Methodology (Learning Hub, 2019) that I had been asked to prepare and submit prior to interview. This was an opportunity to showcase my understanding of the methodology and the reading and research I had undertaken. To do this, I talked through each area of the presentation, acknowledging that this was a new subject matter and that I had no lived experience in using the methodology. I also shared with the panel that there was limited research available on its strengths and weaknesses, suggesting that the methodology was still in the early stages of application. I also shared personal opinions and assumptions on the methodology, which I was able to do through imagining how I might apply the methodology in my role in Theatres, I referred to ease of understanding the language used within the methodology, how user friendly it seemed and whether I felt each of the steps were clearly explained and relevant (based on the knowledge I had). I was also aware that my critique of the methodology was heavily focused around operational workforce planning, as I had not been required to undertake strategic workforce planning in my previous roles. 
The second half of the interview involved panel members asking me a range of questions. These questions were based around my career to date, previous workforce planning experience, how I had prepared for interview, and I was asked to provide examples of when I had undertaken workforce planning. During this part of the interview, I was able to answer each question with confidence, drawing on much of my experience working in Theatre to provide detailed answers. I was then asked to play the music I had shared, articulating the reasons I had chosen this piece. 
Following completion of the interview, a few days later I was informed that I had been successful in obtaining a position as Project Manager. However, this position was caveated with a twelve-month annex 21 development period, recognising that all appointees, including myself, did not meet all essential requirements of the job description, as none of us could demonstrate experience in applying the Six Step Workforce Planning Methodology (Learning Hub, 2019). 
Reflective Observation
As guided by the second stage of Kolb’s cycle (Kolb, 1984), I can identify that the experiences above have been invaluable and were a necessary part of my development journey, providing the beginnings of my knowledge acquisition in strategic workforce planning. I also recognise that these learning opportunities continue to underpin my development, acting as a foundation for continued growth in strategic workforce planning. These experiences and skills attained also provided the knowledge needed to prepare for, and attend the interview, to obtain my current position. They also sparked interest in other areas, provoking further questions and opportunities for development, which Eraut (2004), highlights, stating that professional learning is often informal and unplanned. 
When I reflect on my previous knowledge of strategic workforce planning before commencing in my current role, I now recognise that the exposure I had obtained was limited. When I recall the tasks that I was undertaking in Theatres, there wasn’t a requirement for me to focus on strategic workforce planning, as my duties predominantly required me to manage operational workforce issues (see evidence 8). This included development of the workforce to ensure they possessed the skills and knowledge to meet the requirements of their role to deliver high quality patient care. While the recruitment processes that I managed for the Theatre department were directed toward succession planning to support workforce and service stability, opportunities to pursue innovative approaches that aligned with the organisation’s strategic objectives were limited.  Although I recognised some of this before being interviewed, through reflective practice I can now appreciate Peck’s view in recognising that strategic workforce planning relies on workforce stabilisation achieved through effective operational planning (Peck, 2025). This helped me appreciate that although I did have gaps in my knowledge and skills in terms of strategic planning, the transferrable skills I brought from my operational and management roles also contributed to my new position. This enabled self-validation and instilled confidence in me to continue using my broad range of skills, knowledge and experience in a positive way. In addition, acknowledging this this enabled me to improve my self-awareness skills as this learning enabled me to reflect on the other skills and qualities, I was able to bring to my new role, which is critical for continuous professional development (The CPD Certification Service, 2023). Reflecting on how I was feeling at the time of applying for this role has also been beneficial, as it has provided assurance that I was right to feel nervous and my feelings of overwhelm were valid, as I now appreciate that I was about to embark on a very different career path, which would take me on a new personal development journey. 
When I recall being asked to prepare a piece of music to share at interview, this task made me feel very uncomfortable. What could have been the simplest task in all that had been asked of me, was for me, hugely challenging. I wanted to choose music that reflected both my personal values and those of the health board, as all employees are required to apply these values in their roles (Hywel Dda University Health Board, 2025), and I wanted to demonstrate my understanding of them to the interview panel.  At the time of choosing the music piece to share, I felt slightly intimidated by the ask, perhaps even a little exposed that I would have to show more of myself at interview than I had been asked to do so before. However, when I reflect on this task now, I can see the importance of it. It provided the interview panel with a unique window of opportunity to gain a glimpse of the person they were interviewing, including what it important to them and the values they hold close to them. This experience also taught me that I am sometimes overly concerned about what people think. Although I believe that worrying about what an interview panel think is normal for any interviewee, through lived experience, I am now more confident in showing more of myself as a person, recognising the need to be authentic and transparent where possible, which can lead to developing “trust and social interactions” in the hope that one’s “true self will be celebrated and appreciated by others” (Escade Business & Law School, 2021). This development has been achieved through building continued knowledge, skills and experience in strategic workforce planning, which has instilled confidence in me. This has also enabled the development of other skills, such as my ability to be more open and honest, often in challenging circumstances, acknowledging that is acceptable to feel exposed or threatened at times, as significant learning can come from these moments. As a result, I can also now appreciate that the reason I was feeling like this was potentially due to the environment I had been working in, as Theatres can be a challenging, fast‑paced environment, focused more on productivity and less on feelings. This aligns with West’s (2013) argument that high‑pressure healthcare settings often prioritise task completion over emotional expression. This also validates the stark contrast in cultural and interview format, as I had a very different experience during interviews for previous positions. Schön’s (1983) work on reflective practice also supports this when suggesting that perceived weakness can become a catalyst for deeper learning, when individuals step outside familiar cultures.
Whilst some of the activities in my previous roles contributed to workforce planning, the application process for this new role allowed me to develop my comprehension of the workforce planning agenda through a strategic lens. I welcomed this, as it was a significant reason for applying for the role, as I knew this area would be new learning for me. Through reading and research to prepare for the interview and to complete my report and presentation, I immediately identified gaps in my knowledge where strategic workforce planning is concerned, sometimes feeling as though I was a complete novice in some areas. This made me feel concerned if I was right for the role and if I should proceed with the application process, particularly as I felt confident and comfortable in my previous role and was already working at the same banding as the role I was applying for (band seven). However, my own personal values of wanting to feel challenged and make a positive contribution in building workforce sustainability, overrode feelings of doubts, enabling me to complete the pre-interview preparation required to complete the report and presentation.  
When I reflect on the volume of work I undertook to prepare for the interview, there were moments when I questioned the application and interview process, as I felt it was possibly a little too intense and put a lot of pressure on the applicants at short notice. At this point, I considered if I would be put under the same pressure if I was successful at interview and felt concerned about what the role would be like and if expectations would be realistic and achievable. These concerns did have a negative impact at the time as they made me consider withdrawing my application, as I had reservations about my suitability for the role and felt quite scared to be leaving a role I was performing well in. These feelings are reflected in what Clance and Imes (1978) describe as imposter‑type feelings when individuals doubt their capability in unfamiliar situations. However, looking back, I can now acknowledge that much of these feelings were apparent due to the level of stress encountered to prepare the report and presentation, particularly as I felt that I knew very little in respect of the Six Step Methodology (Learning Hub, 2019) and was only able to complete my report based on the insights gained though operational exposure to workforce issues and through the learning I had achieved through reading and research. However, when I attended the interview and was exposed to questioning related to workforce planning, I soon became aware that the preparation I had completed was necessary and had placed me in a favourable position to answer questions on subjects I had little exposure to. 
During the interview, for the most part I felt confident and was able to answer questions with ease, which reassured me that my rationale for applying for the role was sound, reinforcing my self-confidence so I could acknowledge the skills, knowledge and experience I could bring to the role if I was successful at interview. The interview process also validated the areas I felt I lacked knowledge in, and when it was completed, I could indicate the area I felt I needed development was mostly around the workforce planning methodology. This didn’t concern me too much at the time, as I was aware from interview preparation that it was a new concept, and many other organisations across Wales were yet to implement it, which validated why the reading material I could access to prepare for interview was limited. Overall, at the time, I mostly recall feeling relieved the interview process was over, and when I was offered the position, I felt proud that my hard work had paid off. I also recall feeling overwhelmed with emotion, as I knew that leaving Theatres would be personally challenging as I felt passionate about my role and being a registered Operatinf Department Practitioner, I also knew the scale of new learning I was about to embark on. 
Abstract Conceptualisation
Using Kolb’s “abstract conceptualisation” stage (Kolb,1984), I can now identify the learning that has taken place from these experiences. The abstract conceptualisation stage has allowed me to draw conclusions from these events and the development achieved, which has been critical to identify further opportunities for growth, helping me to turn “information into knowledge” (Nursing and Midwifery Council, 2025).  
I can now identify that the process I underwent to prepare for the interview taught me the importance of meeting the needs of my personality type and learning style. For example, I now know how important it is for me to feel prepared and in control, using a structured, methodical approach aligned to reflector and theorist learning styles (Honey and Mumford, 1986). Recognising this will give me the skills to continually reflect on this point, asking critical questions at opportune moments to learn from past events. These self-awareness skills can also benefit me in other areas of my personal life, as I am now more alert to my individual needs, and the benefit of pausing and reflecting to undertake reflection in action to organise, clarify and conceptualise experiences (Martindale and Collins, 2012) which is helpful in facilitating learning in the moment. I feel this will benefit me personally and professionally in promoting learning in the moment, to maximise on my development. 
After being offered the position within the workforce planning team and commencing in post, I was able to draw on the learning I had undertaken prior to interview and combine it with learning from my development period related to the objectives I had been set (see evidence 9). From this I was to identify key actions and develop a personal development plan (see evidence 10). This meant I did not need to repeat the process of diagnosing my learning needs, as I had already highlighted the areas requiring development through my interview preparation and review of the job description. This experience reinforced the value of treating every task as a meaningful learning opportunity; even activities that initially feel routine or overwhelming can contribute to knowledge acquisition and ongoing professional growth, which was the case when using previous new learning to inform ongoing development. Now that I recognise this and have been able to maintain an up to date personal development plan, I feel it helps me to approach my work with a more positive and intentional mindset, using each opportunity to shape my development and ensuring that I remain aligned with my manager, so that objectives feel realistic and “achievable” (Hamilton, 2024). Being able to see how my development contributes towards completing objectives is personally motivating and helps me stay focused. 
The most significant learning I have been able to consolidate from these experiences is related to my self-awareness skills. I have learned the importance of self-belief, and most importantly, being kind to myself. Whilst my ability to be self-critical might be perceived as a strength, I now recognise that I often strive for perfection, which I know is a weakness as it impacts my wellbeing and work life balance. Therefore, I have actively taken steps to practice a more mindful approach through planning protected time to pause and reflect. By doing so, I can acknowledge the feelings that I experienced during this learning as well as new thoughts, consciously using negative thoughts as a positive, to address each moment of weakness as an opportunity for growth. During reflective practice I acknowledge the point Laliberte et al (2023) make, stating that “self-compassion mediates the relationship between perfectionistic evaluative concerns”, noting also that self-kindness and mindfulness is needed to support growth. 
Although the scale of learning I had to undertake in preparation for this role was significant, I now recognise that this period in my career placed me in good stead for the role I was about to commence. I can identify how important it was for me to possess the knowledge I had obtained through preparing for interview, to be able to use this learning to influence others who may have more limited workforce planning capability. Possessing this foundation knowledge in the Six Step Workforce Planning Methodology also helped me to benchmark my knowledge with those I was engaging with, which was needed to appreciate the maturity of the organisation in strategic workforce planning. In turn, this informed the objectives we would set as a team and helped me to consider how I would need to interact with stakeholders who possessed varying levels of workforce planning capability.
I can also now appreciate the value of my previous knowledge and experience, which I obtained whilst working in Theatres. At the time I felt like a complete novice in workforce planning, but I can now appreciate the wealth of knowledge and experience I brought to the team. I hugely value my clinical background, as it helped me resonate with stakeholders, understand the workforce needs, and I was able to use my knowledge of how the health system operates in real time when applying the workforce planning methodology. Therefore, as a result, this helped me forge meaningful professional relationships and these experiences signified the importance of my prior skills and knowledge, including their transferability. It has also validated my unique position in the team as the only registered clinician, which I believe is an asset to the team and wider organisation. Most importantly, I now recognise that any moments of self-doubt are temporary. Through reflective practice, I have strengthened my emotional intelligence and developed more effective self-care strategies. This is particularly important in a high-pressure role, as highlighted by Nugent et al. (2022), who emphasise that organisations should seek to “explore self-awareness and how it connects to wellbeing.” – this is something I will continue to pursue. 
Active Experimentation
As a result of these learning experiences, I plan to continue using the lessons and consolidated thoughts from this period to integrate within the “Active Experimentation” stage of Kolb’s cycle (Kolb, 1984), to promote ongoing self-development. I have been able to formulate key actions which I will progress with, to further enhance my knowledge, skills and reflective practice through using double loop to support “learning that results in change” (Argyris and Schon, 1978).  
One of the actions I plan to prioritise is to ensure I protect time for my professional development, which will include opportunities for reflection, to promote meaningful change through using and evaluating other reflective models (University of Cambridge, n.d.). I feel this will continue to support my growth in reflective practice. This will also include regularly reflecting in action, which I personally enjoy as I find it comes naturally to me. However, through producing this portfolio, it has taught me that reflection on action and for action is equally important, as Schön (1983) recognises that these forms of reflection can be more thorough, deepening thought processes. Therefore, I am committed to being disciplined in finding time for reflection, both in my personal and professional life, as Boud, Keogh and Walker (1985) emphasise that reflective practice is important for sustained professional growth.
With regards to the Six Step Methodology (Learning Hub, 2019), I will continue to develop my skills in applying my workforce planning knowledge. I recognise that my skills in applying the methodology (and in strategic workforce planning) are continuously evolving. I also understand the need support the organisation to develop greater capability as pressures across the NHS continue to challenge to our workforce position, linked to rising demand, staff shortages and service pressures (NHS England, 2023; The King’s Fund, 2022). However, as I do this, having developed my learning in relation to the methodology and through lived experience, I am now confident to use it as a framework, acknowledging that it is there to guide stakeholders in creating their workforce plan and shouldn’t make anyone feel overwhelmed. This is something I will continue to actively communicate during my engagement, as through my experience in researching, critiquing and applying the methodology, I understand that it can seem a daunting exercise for others. Therefore, I am keen to continue trying to make workforce planning as simple as possible, to help build workforce planning capability across all levels, through promotion of shared ownership to avoid disengagement (The Kings Fund, 2022). Similarly, since this experience, I have used the learning I gained to support new team members. I have also applied the learning within my own leadership and management approach, to facilitate the understanding of others in a more simplistic, streamlined approach. I will continue to do this, so others don’t feel daunted by the methodology like I did. 
With regards to future career prospects, if I am preparing for an interview and the subject matter isn’t an area I am familiar with, I will adopt the same approach. I have accepted that a methodological, robust approach is what suits me best, as I always like to feel prepared and in a position of knowledge. However, I will use the skills I have achieved in relation to practising self‑kindness to be a little more relaxed and accepting that perfection is not always possible, as Neff (2011) argues that self‑compassion helps individuals manage self‑criticism and reduces the pressure to perform flawlessly. This for me is probably the most powerful action I can take forward, as I know that I have difficulty prioritising my own needs before others, and I have struggled throughout my career with boundaries in terms of maintaining a healthy work–life balance. I am confident that if I can focus on these actions, reflective practice will become more embedded in my personal and professional life, and its benefits will continue to support deeper learning and sustained development. 
In conclusion, I feel that the learning gained throughout this period has been transformative, shaping my professional capability and my ongoing personal development. By engaging with Kolb’s experiential learning cycle, I have been able to critically analyse and conceptualise experiential learning to inform my growth (Kolb, 1984). In addition, reflecting on the events during this process and the evidence to support this learning outcomes, it has highlighted my strengths and limitations, to better understand the opportunities for continuous improvement. This aligns with Schön’s (1983) view that reflection‑in‑action and reflection‑on‑action deepen professional judgement and support adaptive expertise.
Furthermore, recognising the importance of self‑awareness has enabled me to appreciate how my values, learning preferences and emotional intelligence supports and builds my professional behaviour. Developing this insight has been essential, as self‑awareness is widely acknowledged as a foundation for professional development and wellbeing (Nugent et al., 2022). In addition, I have used the challenges I encountered to reinforce the idea that self-doubt and discomfort can act as a catalyst for learning when approached with openness (Neff, 2011). Although this might feel uncomfortable, I have learned the importance of embracing each learning opportunity, even when it makes me feel uncomfortable. 
This reflection has also strengthened my commitment to continue supporting workforce planning capability across the organisation. I recognise that it is essential that I use my knowledge, experience and clinical insight to help others navigate workforce planning with the support they need to develop with confidence, fostering a culture of shared ownership in workforce planning to improve capacity and capability within the organisation. 








	Learning Outcome 2:
	Develop and apply workforce planning knowledge and skills to develop a workforce plan within the organisation.



Concrete Experience
For this reflection, I will draw on key learning which took place between January 2021 and January 2022, which was the first year I spent in post, working to agreed objectives (see evidence 9). I will begin by using the first stage of Kolb’s (1984) reflective model to describe the experiences during this period. 
In January 2021, I joined the newly created Strategic Workforce Planning Team in Hywel Dda University Health Board (HDUHB). I had gained some knowledge of what the role would include from the preparation undertaken for interview and through asking my Line Manager questions. However, at this point I knew very little with regards to the maturity of the organisation in terms of its capability or knowledge of the Six Step Workforce Planning Methodology (Learning Hub, 2019). 
Soon after commencing in post, my manager assigned me three staff groups to begin engaging with – these were Healthcare Scientists, Allied Health Professionals and Additional Professional Scientific and Technical staff. As a registered Operating Department Practitioner, I was familiar with a few of the roles within these staff groups but knew very little about the services they sit within or what their workforce needs were. Therefore, I decided to review the tools available to me to see if I could find out any information as a starting point. I knew that I wanted to avoid engaging with these areas without having a basic understanding of their workforce position first. 
Firstly, I set about exploring the Establishment Control Tool (ECT), which is a finance tool used in HDUHB to understand the budgetary position for each cost code. The tool has several filters which can be applied, which enabled me to individually select the staff groups I had been assigned to see all the cost centres within each service, the roles within each code and the vacancy position. However, whilst this was helpful, I knew it only provided some of the information I needed, as in my previous post, I was aware of other metrics available having previously been granted supervisor access on the Electronic Staff Records (ESR) portal. Therefore, I enquired with colleagues to establish if there was other data available, which would help provide an overview of the staff groups I was looking at. At this point, I was informed that I could have access to the Staff in Post (SIP), which is a collated excel document using ESR, to provide data for staff currently employed within the organisation at the end of each month, which I soon learned is widely used in workforce planning to provide a workforce baseline (HEIW, 2020). Within this data set, there are a range of metrics to be filtered by, which includes age band, staff group, role title etc, and through analysis of the data I was able to develop my understanding of the workforce position for each staff group and specific service area. From this, combined with the analysis of the ECT tool, I could then produce a basic skeleton summary of each staff group for my line manager (see evidence 11). 
Once I had established a baseline summary of the workforce position for each staff group, I decided that it would be useful to refresh my memory following my interview by reading the health board’s previous IMTP (see evidence 6), which Karpicke and Roediger (2008) recognise as a helpful technique to retrieve prior learning to enhance understanding.  Therefore, I located the last submission and read through each page carefully, highlighting comments and strategic intentions for each of the three staff groups I had been asked to look at. This helped refresh my memory, prioritising where I would focus my attention. As some of the content I was reading was new information which required further research, I identified that further discussion and networking with stakeholders to improve my understanding was essential. 
When I had finished undertaking this task, I then condensed and summarised the key points for each of the staff groups to streamline the data that I had attained, selecting the highlights and key information which would help inform the engagement I would have with each of the service leads. I kept this information simple, summarising key insights in a bullet point format in my notebook, which included information on risk position, age profile and vacancy/turnover information. Like other tasks, I found this to be a helpful process to focus my attention on the important information relevant to the current position and strategic focus for each of the staff groups. It also acted as a helpful resource to draw on during discussions and helped me to develop a set of questions which I would ask during service level discussions, without overloading stakeholders to avoid overwhelm and disengagement (Kotter, 1996). This exercise would also place me in a more informed position, as soon after commencing employment, part of my role involved contributing to the annual planning document which is submitted to Welsh government and sets out the strategic plan for the year ahead, therefore I needed to build my knowledge to inform the content of the plan. 
My manager then decided that it would be helpful for myself and colleagues to meet senior leads across the organisation. Each lead had professional accountability for each of the staff groups. During these meetings I met the Assistant Director of Therapies and Healthcare Science (ADoTH), who was professionally responsible for allied health professionals (AHP) and healthcare scientists (HCS) within the organisation. During this meeting, he invited me to a series of meetings with each service within his portfolio. These meetings had been pre planned to discuss the service’s education and commissioning requirements. Recognising the opportunity, I immediately welcomed these invitations and attended several meetings. The meetings consisted of reviewing education and training needs, both for future workforce and to consider the immediate short term development needs for unregistered and registered staff currently employed within the organisation. At these meetings I was able to improve my understanding of how education and training needs would enable future development of workforce pipelines, which would also meet the needs of the current workforce through a range of options such as work based learning routes, apprenticeship options and part time degree study. I took this opportunity to also ask questions about workforce challenges, to discuss the specific development needs for each staff group. As I had already utilised and submitted the education commissioning template in my previous roles, the template itself was not a new concept, however in my previous roles I had never needed to explore the staff groups assigned to me or their specific sheets within the education commissioning template. Therefore, much of the content about the availability of courses was new information, which allowed me to ask questions to understand the wide variety of education and training options for the clinical workforce. Following conclusion of these meetings, I then supported with collation of all education and training requirements for these staff groups. 
As well as the reading, research and engagement which was which was taking place as part of my day-to-day role, my manager also arranged for myself and colleagues to receive workforce planning training delivered by Skills for Health. I welcomed this opportunity as I recognised it would provide further personal development in relation to the methodology and would be an opportunity to consolidate the reading, research and learning I had undertaken to prepare for my interview. The training was delivered over two days, consisting of interactive discussion and feedback sessions, which were delivered virtually via Microsoft Teams. Many stakeholders from across the National Health Service attended this training, which allowed us to collaborate, sharing learning and examples of previous workforce planning experience. This was particularly helpful as it created opportunities to apply the workforce planning methodology to practical real-life scenarios, using experiential learning to help retain new knowledge (Team Academy, 2024). The training also provided me with key resources I could utilise and refer to when needed, which would help me in my role and could be developed to share with stakeholders (see evidence 12a and 12b). 
At this point, I felt I had been able to establish a good foundation knowledge of the staff groups assigned to me and the current position of the organisation in relation to workforce baselines and overarching strategy. I also had a more developed knowledge of the educational commissioning process including how it is managed and where there may be opportunities for further improvement. It was now imperative that this learning was utilised to benefit the wider organisation. This would align with the vision of the team - to help create capacity and capability in strategic workforce planning across the whole health board. Therefore, using our developing knowledge off strategic workforce planning, my colleagues and I developed the organisation’s first strategic workforce planning forum. This was a virtual event where key individuals from various clinical and corporate functions would gather. It was a critical opportunity to meet key stakeholders, introduce the team and our function and assess current workforce planning capability. To support the delivery of these sessions, the team and I established a PowerPoint presentation, whereby each of us focused on specific slides which we presented during the forum (see evidence 13). To produce the slides I was responsible for, I used the knowledge I had gained to summarise what workforce planning is, including the six steps and details of the education commissioning process. This was helpful as it allowed me to summarise what I had learned within my initial few months since starting in post. It also provided opportunity to condense key subjects to avoid overloading the audience and to keep content concise and user friendly, through applying a balanced, simple approach to build trust and reduce resistance (Freeman, 1984). It also acted as an opportunity to assess the knowledge of the audience we were presenting to. When this forum was delivered, it was well attended with lots of good discussion about how the team could support services with their workforce planning needs which sparked new ideas about how we could engage. We were also able to ask pertinent questions to assess the level of capability in workforce planning, using the feedback and comments from stakeholders for forge new connections and to network. This then helped us as a team to plan further forums and to assess how our function would seek to improve workforce planning capability and capacity moving forward. 
In addition to the first strategic workforce planning forum, as part of my development plan, a requirement was set out by my manager to develop workforce plan using the six-step methodology. This required me to select a service, gain their buy in and work collaboratively with them to develop a workforce plan. As I was still working part time in Theatres, I decided to use this area to develop a workforce plan for all non-medical staff. 
Before I commenced my engagement with theatre leads, I knew that I wanted to be prepared as I was aware from my extensive experience working within this service, that strategic workforce planning activity was limited, which was one of the main reasons that I had sought other employment opportunities. To prepare for this engagement, I used the tools that had been made available to me to develop baseline data for the theatre workforce. This included analysis of the age profile, participation rate, role information and registration status for each of the four theatre departments across the health board. I also used financial data from the establishment control tool to summarise the workforce position. Using this baseline data, I then populated step four of the six step workforce planning methodology. I also added insights and queries to the other steps, based on the knowledge I already had of the service. Finally, I transposed any information from previous IMTPs for theatre services using the Skills for Health template as a guide (see evidence 14), which would help me to build a draft workforce plan for Theatres (see evidence 15). 
As I had now developed a summary of the workforce position for theatres across each health board site, I then considered the stakeholders I would engage with. Following this, I spoke to the Service Delivery Manager for theatres who I already knew controlled the budget and staffing establishments, as we had worked together for several years. Similarly, I also spoke with my line manager who was the Senior Nurse Manager for three of the four sites to gain buy in and approval to continue with this piece of work. During my engagement I held several meetings in a virtual and face to face format to discuss the workforce position and the strategic intentions for the service. For the most part I was met with hesitation and awkward silences, indicating either that the stakeholders may be lacking knowledge in this area or that they did not have capacity to fully engage in this piece of work. I also knew that operational pressures where significant and there was an urgent need to stabilise the current workforce, therefore talking about long term ambitions wasn’t a priority for them. However, using my negotiation skills and sharing the workforce data that I had already pulled together helped me to demonstrate the value in creating a workforce plan as I was able to highlight significant risks, particularly relating to the age profile of the workforce. This then enabled us to discuss who the key stakeholders would be and what initial information I required. Also, using my knowledge and experience of theatres as well as my education and training background and newly developed workforce planning skills, I decided to focus on streamlining the process, making the process of developing the strategic workforce plan as simple as possible. Therefore, using the data that I had already extracted and analysed, I used this as a starting point to verify the reliability of the information. Whilst collaboratively reviewing each data set for each hospital site, it enabled me to assess the workforce planning capability of the stakeholders, but equally, I was able to glean important information which I had not been made aware of.  
Several key meetings were undertaken, and some of the requested information was shared. Colleagues in theatre were interested to see the shape of the workforce, and when sharing this detail, it was evident that this information they were seeing it for the first time. It then became apparent that completing this workforce plan in the time frame I have been given would be a huge challenge. This was due to the journey I had to take them on and the lack of engagement and ability they had to commit. Nevertheless, I continued trying to engage and was pulling a range of information together to inform each of step within the workforce planning methodology. This was helpful as it allowed me to put my knowledge into practise which Dewey (1938) argues promotes meaningful learning achieved through active engagement and experiences. It also enabled me to share the document with those stakeholders so they could see how a workforce plan is produced, how it aligns to the strategic vision of the organisation and how evidence-based workforce planning and review and validation of workforce data is imperative. This itself was a significant achievement, as to my knowledge, the service had never planned in this way before. 
Although these initial meetings were helpful, ongoing engagement was a challenge due to the availability of the specific individuals. However, I was sent information related to future strategic plans for one of the sites, and I had also decided to undertake wider reading and research in terms of health board strategy and regional workforce solutions for theatres. This was needed for the strategic workforce plan for this service, but it also helped me to understand interdependencies to align with strategic ambitions. 
After wider reading engaging for approximately eight weeks, I then drafted the theatre workforce plan, acknowledging that there were missing information and engagement had been a real challenge (see evidence 15). However, I was pleased to have gained the opportunity to apply the six-step workforce planning methodology (Learning Hub, 2019) to a service for the first time. I was also thankful that I could help improve the knowledge of strategic workforce planning for the stakeholders that I was engaging with, through sharing of information and discussions that took place. I was then required to submit the draft for review by my manager and one other person, so they could ascertain my ability to apply the workforce planning methodology but also to see the professional growth that I had made. To accompany this, I also completed a reflective account to demonstrate the learning and insights gained during my development (see evidence 16), which was a helpful to make sense of what I had achieved and to consolidate learning (Schon, 1983).
Reflective Observation 
Using the second stage of Kolb’s Reflective Model (1984) I can identify key learning that took place, which was developed through the activities I completed, as well as the engagement and insights obtained through interaction with key stakeholders. I was able to identify opportunities to build my knowledge through increasing understanding of the tools available to assist workforce planning activity. For example, through reviewing the establishment control too and baseline data, I was able to develop my analytical skills and apply them to assess the workforce position for the staff groups assigned to me. Using this improved knowledge, I was then able to utilise insights to engage with stakeholders and improve their workforce planning capability also, as for most individuals the information I was sharing, they were seeing for the first time. Without undertaking these exercises, I would not have felt confident to develop the first draft of a workforce plan for the theatre service. 
Looking back, perhaps the most significant learning I can take from this period, was the recognition of the scale of the challenge we were faced with as a team. It reemphasised why the team had been created and the maturity of the organisation in terms of strategic workforce planning. This then reaffirmed what was required to help create capacity for workforce planning across the organisation. Using this knowledge, I could then appropriately pitch my engagement and support the development of workforce planning capability based on what I perceived to be the current level of understanding and awareness of what strategic workforce planning is, which could help theatre leads and I other services see the value in the work I was tasked with, but also to gain the ownership to maintain continued engagement. 
When I produced the skeleton summary for each of the staff groups, I can now identify how powerful this exercise was both from a personal and organisational perspective. For me personally it helped organise the reading and research I had undertaken and helped compose key points from the workforce baselines for each staff group. Without this key milestone I would not have been able to confidently challenge both in education commissioning discussions and during engagement to develop the theatre workforce plan. It also reaffirmed the value in developing a robust workforce baseline position and analysing the data before engagement, as it is imperative that stakeholders understand the need for evidence-based planning. I still firmly believe from this experience that data is a valuable starting point in developing the knowledge of others, it also creates an opportunity to showcase the importance of workforce planning to mitigate known risks. Without taking this approach with the theatre service, I recognise that engagement would have been more challenging, and conversations would potentially not have been constructive, as the baseline data enabled me to initiate discussion, asking questions based on my analysis of the workforce position. I will continue to adopt this approach in my future practice. 
Abstract Conceptualisation
Guided by Kolb’s “Abstract Conceptualisation” phase (Kolb.1984), I can now look back at the engagement I had with senior stakeholders to identify that full commitment to develop the workforce plan for theatres wasn't achieved. In part I believe that stakeholders initially committed to the exercise because I had worked in the service for several years and they were reluctant to say no. These thoughts are validated by the ongoing challenges to engage and the need for me to personally develop their workforce plan, plotting information, narrative and other aligned pieces of work to the workforce planning methodology. However, although challenging at the time, I know it was not a wasted exercise as there were opportunities to showcase what we were striving for as a team, to help emphasise the importance of strategic workforce planning. I also recall key moments where I shared workforce data relating to theatres, in particular retirement projections, age profile and turnover issues, which at the time was quite shocking for stakeholders to see. Those I had been engaging with we're not aware of the scale of the challenge, and through my discussions with them, I now appreciate the degree of workforce planning maturity needed to gradually improve their workforce planning skills and knowledge. I also fully recognise that colleagues and I have a particular skills and function to develop the workforce planning approach across the health board, without this the organisations improved ability to undertake strategic workforce planning may not be achieved. I also understand that as the organisation’s workforce planning maturity improves, my own self-development also increases, as I am continually learning on a daily basis. This realisation makes me feel valued in my position, and the fact that I can have a positive impact further encourages me to continue in my professional development journey. 
Reflecting on these experiences for my final assessment at the end of my development was hugely beneficial. This exercise enabled me to critically think about all the challenges, barriers and opportunities I had faced. It was also a chance to showcase to my manager through my reflection, the scale of the engagement needed across the organisation. As a team we had always known that it would be an uphill climb to develop capacity and capability and workforce planning, but these reflections acted as a lever for us to all come back together as a team to collectively discuss how we would approach the workforce planning needs of the organisation moving forward. This was valuable in actioning learning identified through reflective practice. 
I recognise that there are a few significant learning areas that I developed during this period, which I have been able to take forward in my professional development. Perhaps the most significant area relates to my ability to analyse and interpret a range of workforce related data to create constructive challenge and questions to engage with stakeholders. This suits my personality type, as I always like to feel prepared going into any environment and like to work in a logical manner, which are traits aligned to the “blue” quadrant detailed in The Colour Works (Jung, 1971).Often, during workforce planning discussions, I could use my learning to enhance and deliver meaningful conversations with a wide variety of stakeholders as the workforce data provided an evidence-based approach. However, at the time of this learning I remember feeling overwhelmed by the range of data available and the scale of the learning ahead. I also remember feeling hugely interested and inquisitive and was keen to find out more information about the staff groups I had been assigned to map out a clear workforce position, inclusive of current and future requirements for each area. Acknowledging these traits has been powerful for me professionally, as until I reflected on this experience, I never fully appreciated the analytical skills I possess, as well as my ability to critically evaluate a range of information to help inform the development of workforce planning capability across the organisation. This is partly because using workforce data is now something I do on a regular basis, but I now recognise that this learning was, and will continue to be, critical in developing my own skills, but to also inform the knowledge of others. 
During my attendance at the education commissioning related meetings, for the most part I recall feeling quite nervous. For me personally I always like to feel confident and prepared, but I now understand that these feelings were completely normal as I was in a new role. I also recognise that I perceived my nervousness as a negative factor, but I now know that way there is weakness there is also strength and resonate with the view that “vulnerability sounds like truth and feels like courage” (Brown, 2012). For example, I was able to use these feelings and concerns to be honest and transparent with myself and those I was engaging with, which created open discussion and a willingness to share on their part, as I displayed genuine interest in increasing my knowledge and understanding of their service. This benefited both myself and the organisation significantly, as it enabled me to gain trust with those I was engaging with, but equally I now feel that these experiences and the way I was feeling spurred me on, focusing my thinking, as I wanted to turn negative feelings into those I was more comfortable with. Again, this corresponds with my personality type and the previous experience I had obtained in theatre, as I am someone who likes to feel in control and be in a position of knowledge, having been somewhat of an expert in my field prior to me joining the workforce planning team. Now that I recognise this, I will be more self-aware of it moving forward, to see the positives in situations which may feel challenging. 
My feelings towards the experiences I encountered whilst working with theatre colleagues to develop a workforce plan are primarily positive. At the time I wasn't feeling this way, as I recall being concerned about engagement, and at times felt that because I worked in the department already, the expectation other stakeholders set for me meant that I would be expected to develop the workforce plan with minimal input. I recall feeling frustrated by this, as I wanted to use my new knowledge and skills to benefit the theatre service, but to do this I needed a wide range of information, stakeholder buy in and commitment to undertake the elements of the workforce plan independently, However, these requirements were not delivered, requiring me to undertake the majority of the work, checking in with stakeholders periodically to ensure the accuracy of the information I had. When I now look back at how I managed this experience, I see that I was sensitive to the operational pressures of theatre stakeholders but now appreciate that I could have put stronger boundaries in place, setting out the expectations clearly from the start. However, I do not regret taking the approach, as collating and analysing data, reading and researching and pulling together the workforce plan considerably helped my development. For example, I was able to work through the six-step methodology, I was also able to practice critical analysis skills to build on the learning I had undertaken to prepare for interview, which put me in a stronger position to evaluate the workforce planning methodology. However, moving forward I recognise this approach is not sustainable, and that gaining ownership with stakeholders is critical. 
When I think back to the time when I was expected to complete a reflective account on how I had developed the workforce plan for theatres, I recall feeling somewhat anxious about sharing this reflection. This anxiety stemmed from concerns about the opinions of others, particularly where my reflection included more critical perspectives on both the workforce planning methodology and the organisation’s overall approach to workforce planning. At the time, the process felt uncomfortable, especially as it had been a particularly challenging period in my career, heightened by working part time in two roles, and I was keen to complete my development period without any perceived negativity counting against me. However, through engaging in this reflective process, I recognise that these feelings were valid. Dewey (1933) highlights that meaningful learning arises not simply from experience itself, but from the deliberate and honest examination of experience, thoughts and emotions. In this context, my initial reluctance to acknowledge difficulty limited the depth of my learning, however, my professional growth has since taught me that openness and honesty are essential if reflection is to serve its intended purpose. I now also recognise the importance of regular reflection, as Dewey (1933) describes reflective thinking as an active and continuous process to pause, take stock, and make sense of experience to inform future action. Embedding this approach into my professional practice has allowed me to better understand my responses to challenging situations and to identify constructive actions that I can take forward in my ongoing career development
Active Experimentation
As a result of critical reflection, I have been able to identify key actions to take forward, supported through the last stage of Kolb’s cycle – active experimentation (1984). This stage is imperative to maintain continued professional development, and to continue developing the workforce planning skills and knowledge across the organisation. Since each of these activities, I have continued to develop my data collection, interpretation and analytical skills, acknowledging that these will continue to increase as my careers develops. I am also regularly using a wider range of data to include both quantitative and qualitative data and feel I am now more selective in terms of sharing messages using data as an evidence base. However, I also recognise that I need to continue developing these skills further, acknowledging that workforce planning requires extensive use of data, analytics and workforce modelling, to convey messages and to demonstrate key workforce planning insights. 
I have actively sought to work collaboratively with other members of the workforce planning team to use tools and available software to enhance workforce planning capability and to continue developing my skills and knowledge, recognising the value of shared learning and collective problem‑solving (Wenger, 1998). I will continue this approach moving forward, particularly as artificial intelligence and wider technological advancements increasingly shape workforce planning practice and require an ongoing commitment to continuous professional development and skills enhancement in these areas (World Economic Forum, 2020). I am also continuing to actively engage with stakeholders, using experiences to build confidence in my approach. I have worked extensively with the staff groups assigned to me to help enhance their workforce plans, to check and challenge, prompt discussion, and strategically align priorities for each service to help build sustainable workforce solutions. I will continue to work closely with these stakeholders, as this engagement has enabled me to grow significantly in terms of workforce planning knowledge and skills, while also developing my communication and negotiation capabilities (Chartered Institute of Personnel Development, 2023).

However, I recognise that there is always room for improvement and therefore regularly seek opportunities for feedback, including peer discussions, one‑to‑one meetings with my manager, and constructive comments from stakeholders regarding how I can improve. Feedback of this nature is recognised as a critical component of professional learning and continuous improvement (London and Smither, 2002). This has, and will continue to be, a powerful influence on my personal growth and my desire to share learning with others, which in turn will benefit the organisation as it seeks to develop workforce plans that are aligned, sustainable, and based on prudent workforce planning principles (Brookfield, 2017).

These experiences have also highlighted the importance of protecting time within my work schedule for personal development, not only to invest in myself but also to support those I line manage and fellow members of the workforce planning team. Continuing professional development is recognised as a key enabler of effective practice and workforce capability (Eraut, 2004), a view I align closely with. I also appreciate more than ever the need to actively use insights gained from reading, research, discussion and engagement to align dependencies and share learning with team members, enabling collective benefit from work undertaken individually (Wenger, 1998). This approach has helped to avoid duplication of effort and has fostered an environment in which openness and honesty are encouraged, enabling the team to identify and prioritise key actions collaboratively. Such team‑based learning and knowledge sharing are recognised as fundamental to both team effectiveness and organisational development (Argyris and Schön, 1996). This practice has proved invaluable and is embedded within our weekly team meetings. 

In conclusion, this reflective account demonstrates how I have developed and applied workforce planning knowledge and skills to develop a workforce plan within the organisation, evidencing clear progression. Through a combination of structured analysis, stakeholder engagement and practical application of the Six Step Workforce Planning Methodology (Learning Hub, 2019), I was able to move from limited initial organisational knowledge to confidently producing a draft workforce plan for theatres. This process required the integration of quantitative workforce data, strategic reading, education commissioning insight and contextual understanding of service pressures, reinforcing the importance of evidence‑based workforce planning in complex environments.

The experiences described illustrate how meaningful learning was achieved through active engagement with practice, reflection and experimentation, aligning strongly with experiential and reflective learning theory. As Dewey (1933; 1938) suggests, learning is most effective when individuals critically examine their experiences to inform future action. Similarly, Schön (1983) emphasises the value of reflective practice in enabling professionals to make sense of complex, uncertain situations. Applying these principles enabled me to consolidate learning, develop confidence in my analytical and engagement skills, and translate theory into practical workforce planning outputs that added value to the organisation.

This reflection has also highlighted the importance of collaboration, feedback and shared learning in building sustainable workforce planning capability. Engaging with colleagues and stakeholders has not only enhanced organisational understanding of workforce planning but also supports my own professional growth. This aligns with Wenger’s (1998) concept of communities of practice and Brookfield’s (2017) emphasis on critical, honest reflection as a driver for improvement. Furthermore, protecting time for ongoing professional development and adapting to emerging technological and workforce challenges will remain central to my practice, particularly as workforce planning increasingly relies on data analytics and digital tools (Eraut, 2004; World Economic Forum, 2020).

Overall, this period of development has strengthened my capability to analyse workforce data, engage strategically with stakeholders and apply workforce planning methodology in practice. These skills will continue to inform my contribution to the organisation’s workforce planning maturity, supporting the development of aligned, sustainable and prudent workforce plans while enabling my continued growth as a strategic workforce planning professional.




















	Learning Outcome 3:
	Evaluate and review the application of workforce planning knowledge to improve practice.



Concrete Experience
To continue improving my practice, I will apply stage one of Kolb’s model (1984), as I can identify that there were key experiences which I prioritised both independently and as a member of the workforce planning team which have helped shape my development. 
Approximately six months after starting in post in the workforce planning team, my manager sent me a excel document and asked me to review, score and complete each section to identify my personal capability in workforce planning (see evidence 17a). I was a little unsure about what to do, but when I opened the document, it became clearer. I was required to complete scores for each theme which would be collated to generate a capability score, which would help identify areas of strength and weakness. 
I completed this task as requested and we then came together as a team to discuss how we had scored. Overall, I had scored myself higher in most areas compared to the scores of my fellow colleagues. However, I then decided to change my scores, acknowledging the need to be more cautious due to the scale of the challenge we faced as a team. We collectively discussed each element of the capability matrix, identifying areas where we all required improvement and what that would mean in contrast to the wider organisational workforce planning capability. Approximately six to nine months later I then repeated this exercise, assessing my level of capability towards the end of my development plan (see evidence 17b). This enabled me to generate a comparison both in terms of score and a visual diagram which demonstrated areas where I had developed.
Following on from this activity, both individually and as a team, we were able to identify areas of opportunity for change. We also recognised the need to regularly monitor and evaluate both individual and team development in workforce planning, as without this there was not a structured method to demonstrate the progress being made. Consequently, following a team meeting, we decided to apply the Aston principles of organisational capability development alongside the workforce planning capability matrix we had all previously completed, using these to develop a team‑based audit tool (Aston Business School, 2016; Chartered Institute of Personnel Development, 2023).
This tool was reviewed periodically throughout the year to monitor performance and engagement with specific stakeholder groups, including corporate colleagues, service colleagues and workforce and organisational development peers. We used the tool to review collective team scores, discussing each element and agreeing a shared score based on current practice. This approach enabled structured reflection, supported continuous improvement and was undertaken approximately every three months, aligning with recognised approaches to learning, evaluation and organisational development (Argyris and Schön, 1996).
In addition, drawing on experiences gained through discussion, workforce planning workshops and attendance at multiple meetings, the team met on a weekly basis to share updates on our respective areas of work. During these meetings, we undertook group reflective activity to evaluate the impact we were making across the organisation, including identifying areas where we individually and collectively felt significant progress had been achieved. Group reflection of this nature is recognised as a valuable mechanism for sense‑making and learning within professional teams (Schön, 1983; Wenger, 1998). We also utilised the team audit document on a quarterly basis to support evaluation and to identify agreed next steps, enabling a more structured approach to monitoring progress (Argyris and Schön, 1996).
It was during one of these regular team meetings that we discussed refining our offer so it could be clearly communicated across the organisation. To achieve this, we evaluated individual and team capability to develop a consultancy framework that could be shared with stakeholders. This required critical discussion about where we should focus our efforts, during which I recorded key points. Following the meeting, I translated the agreed areas into a visual consultancy framework with a streamlined narrative to clearly articulate the team’s offer (see evidence 18). This exercise was valuable in determining strategic priorities and clarifying how we could best support services. It was underpinned by critical evaluation and honest reflection on where we had, and had not, made an impact, enabling us to prioritise and refocus our activity in a way that supports continuous organisational learning and improvement (Brookfield, 2017).
During my period in my development, I had regular one to one meeting with my manager as well as performance appraisal development reviews (see evidence 19). My manager undertook these reviews periodically, but regularly through the year, instead of on an annual basis. The reviews were undertaken to discuss my development, the progress I had been making in relation to the staff groups I had been assigned and my ability to undertake strategic workforce planning using the six-step methodology. During each meeting, open conversation took place to align the progress I had made, linking it to the objectives asked of me. My manager asked a range of questions partly to build her knowledge of the work I was doing, but also to review the knowledge and skills I had developed and my ability to apply them practically. These were often thought-provoking discussions, enabling critical analysis of my previous experience. how it related to workforce planning, as well as the efforts I was making to contribute to the workforce planning agenda within the organisation. 
As much of my role involved engagement with service leads and key stakeholders, I regularly sought feedback to gauge the impact I was making and to better understand stakeholders’ ability to apply the information and knowledge I was sharing in the development of their own workforce plans. Effective feedback is shown to be a key driver of learning when it is actively sought, reflected upon and used to inform future practice (Hattie and Timperley, 2007). I used this feedback to adapt future engagement and workforce planning workshops, tailoring support to meet the needs of stakeholders with varying levels of workforce planning maturity, recognising that learning is most effective when approaches are responsive to the learner’s current capability (Kolb, 1984).
I also received written feedback from several stakeholders, predominantly expressing appreciation for the support provided. This feedback helped to validate the positive contribution I had made to service‑level workforce planning and supported wider workforce planning capability development across the Health Board. Using feedback in this way aligns with double‑loop learning principles, where reflection on practice informs both individual development and improvements in organisational processes (Argyris, 1991).
At the end of my annex 21 development period, I was asked to attend a panel which consisted of my manager and one of the original panel members who had interviewed me for the position. During this interview I was asked a range of questions about the progress I had made during my development, and I was also invited to share key information in relation to how I had contributed to the development of the theatre workforce plan. The questions asked of me related to how I applied the six-step methodology, what engagement had been like, and I was also given direct feedback from both members of the panel with regards to my reflective piece and the theatre workforce plan and portfolio that I had shared. This feedback was positive, and I was scored by the panel members to ascertain if they felt I had passed my development period. This feedback also enabled me to self-evaluate my strengths and weaknesses, including opportunities for further development. 
Reflective Observation
Using “reflective observation (Kolb, 198), I can identify that using the capability matrix was an important tool which enabled me to be self-aware, honest, and to evaluate my thoughts in relation to where I felt I was in my development journey at that time. However, I recognise that the findings of the capability matrix represent only the time at which I completed it, and do not provide a holistic assessment of all the skills, values and attributes which reflect the professional and person that I am.  In a survey undertaken by McKinsey and Company, my views are supported, as findings favoured the need for companies to identify personal and institutional objectives, recognising that often capability matrix tools need to be tailored to individual needs (McKinsey and Company, 2015). Although I can personally identify the benefits of completing my personal capability matrix, I now also recognise that the narrative in relation to the recommendation it produces are generic, which does not provide personalised feedback to fully assist my self-development. 

Undertaking the team audit during team meetings was a hugely beneficial exercise, as it required us as a team to regularly come together and analyse our skills and knowledge development in workforce planning. Peer discussion and feedback were particularly valuable, as we collectively undertook reflection‑on‑action, reviewing interactions, engagement activity and pieces of work to gauge the level of impact we had made, including identifying opportunities for improvement. This process prompted extensive discussion, negotiation and critical debate to agree a unified team score for each metric. During these exercises, we also critically reviewed our individual contributions, including how we supported different stakeholder groups across corporate services, clinical services and workforce and organisational development, recognising that each area demonstrated differing levels of workforce planning maturity. Through repeated engagement in this process, my skills in constructive debate and peer feedback developed significantly. As a result, I grew in confidence, finding my voice and developing my ability to deliver both positive and challenging feedback in a constructive manner, ultimately benefiting team development and strengthening the workforce planning agenda across the organisation.
Producing the consultancy framework personally supported my self‑development, as it enabled me to streamline my thinking and present a clear and concise message to those I was engaging with. This clarity helped stakeholders to better understand the function of the team, which in turn improved our ability to deliver appropriate support, as our approach was made explicit with the six‑step workforce planning methodology embedded throughout the document. Presenting complex concepts in accessible and user‑friendly language is recognised as essential for effective knowledge transfer and capability development, particularly when working with learners at differing levels of experience (Knowles, Holton and Swanson, 2015), which I recognise is a priority to continue implementing as I move forward in my career. Additionally, rewording each of the six workforce planning steps helped improve understanding and engagement, allowing stakeholders to better contextualise workforce planning concepts within their own services. This approach created opportunities for more tailored discussion regarding service‑specific workforce planning needs, enabling stakeholders to consider approaches aligned to their individual level of workforce planning maturity and stage of learning (Kolb, 1984; Wenger, 1998).
Through receiving a wide range of feedback, for example within my PADR discussions and through feedback following my final interview at the end of my annex 21 development period, I have been able to consider the impact of it all. Through reflection on action, I can identify that all feedback, both positive and negative has been instrumental in my development. I have been able to use the feedback to boost my confidence and guide me in relation to next steps in my development. It has also allowed me to thoughtfully consider the views and contributions of others in relation to my professional growth, which I am aware in my previous practice, I may have previously overlooked. However, I now recognise the need for holistic, 360-degree feedback to continue developing interpersonal skills. This view is supported by Morgan (2009), who suggests that 360-degree feedback offers structure to promote professional skills and self-awareness.  
Abstract Conceptualisation
I recognise that use of the workforce planning capability matrix provided a structured mechanism for self-assessment and facilitated increased self-awareness of strengths and development needs. However, upon reflection, I recognise that such tools provide only a snapshot of capability at a given point in time and may not fully capture the complexity of professional competence. Eva and Regehr (2005) suggest that self-assessment alone can be limited in accuracy, reinforcing the importance of incorporating external feedback to achieve a more holistic evaluation. Consequently, the integration of team-based audit processes and stakeholder feedback enabled a more comprehensive evaluation of both individual and organisational progress. This aligns with Argyris and Schön’s (1996) concept of double-loop learning, whereby reflection not only informs action but also challenges underlying assumptions and practices. Through integration of this approach, it has strengthened my self-awareness and my ability to contribute to continuous improvement within the workforce planning function.

Through continued reflection and enhanced self‑analytical skills, I can now identify the need to explore the use of additional tools, recognising that relying on a single assessment mechanism in isolation may limit the depth of insight gained, particularly when assessing a complex area such as strategic workforce planning (Eraut, 2004). These perspectives were reinforced when the tool prompted further questions regarding appropriate actions, as only generic feedback was provided. Consequently, I believe there is scope to further develop the tool to enhance self‑awareness in a way that better reflects individual learning needs. Additionally, there are opportunities to utilise broader developmental tools that are not confined to a single subject area and which support a more comprehensive review of professional capability (Brookfield, 2017).
Undertaking the team audit provided invaluable opportunities for both individual and collective development and significantly enhanced my ability to evaluate my own practice and its impact on developing individual and organisational capability. Structured reflection of this nature enables professionals to critically analyse their actions and outcomes, supporting more informed future practice (Schön, 1983). I felt empowered during these discussions, as they enabled honest examination of strengths and weaknesses to refocus and prioritise actions. I also valued participating in constructive debate, which strengthened my ability to manage challenging discussions and, at times, resolve differing viewpoints to reach agreed team scores. Such critical dialogue supports learning and organisational improvement when undertaken in a psychologically safe environment (Argyris and Schön, 1996). Through these discussions, I gained greater understanding of my personal values and professional identity. The ability to maintain a calm, professional demeanour and model positive behaviours aligns with principles of emotional intelligence and reflective professionalism, both of which are associated with effective leadership and teamwork (Goleman, 1998). Displaying these behaviours reinforced my self‑confidence and strengthened my commitment to acting as a positive role model within the team. I will continue to prioritise my attendance at these meetings.
At the time of developing the consultancy framework, I recall feeling concerned that the content may appear overly simplistic or amateur in terms of what we could offer as a team. Such feelings are not uncommon when professionals are working outside their established comfort zones (Mezirow, 1991). However, these concerns quickly diminished when I observed the positive response during engagement, demonstrated through stakeholder questions and non‑verbal feedback. The accessible language used within the framework was well received, with service leads often requesting support aligned to their specific needs. This experience reinforced the importance of presenting information in a format that is tailored to the audience’s level of understanding to support engagement and learning (Knowles, Holton and Swanson, 2015). Overall, this was a valuable experience that strengthened stakeholder buy‑in and demonstrated the value of the team’s contribution.
When reflecting on the feedback received throughout this period, I recall being receptive to both positive and constructive comments. While much of the feedback affirmed my contribution, I also experienced frustration in response to some negative feedback from theatre colleagues, particularly regarding the perceived time commitment required from them and expectations that I would complete elements of the workforce plan on their behalf. These responses heightened my emotional response, as I felt that my integrity and intentions were being questioned. Reflective engagement with these emotions has since enabled me to recognise that such reactions were understandable given the dual professional roles I was undertaking at the time and the pressure associated with completing my Annex 21 development period. The ability to acknowledge and learn from emotional responses is a core component of emotional intelligence and reflective learning (Goleman, 1998; Dewey, 1933). Recognising this has supported my ongoing professional growth and strengthened my ability to navigate complex interpersonal dynamics more effectively in future practice.
Active Experimentation
Through wider reading since these experiences, I have reviewed a tool known as Johari’s window, which can be used to encourage self-awareness (Oliver and Duncan, 2019), using four areas of self-awareness/perception: “open”, “blind”, “hidden” and “unknown” (Ravindran and Gopakumar 2006). When I reflect on my self-awareness journey now, based on the areas described in Johari’s window, I can identify, interpret, and evaluate the contribution of a wider range of self-awareness tools, appreciating the need to apply all four areas of Johari’s window to my own learning to enhance my self-awareness skills further. Bassot (2016) describes development as an ongoing process, and identifies that learning cannot take place without reflection, but reflection alone is not enough. The knowledge I have gained affirms this point, which has provoked me to begin to step away from tools I am most comfortable to furth explore my professional practice.
Gallrein (2013) recognises that self-perception is a complex subject, and it is acknowledged that individuals can have a limited knowledge of themselves, which enables me to agree with the view that my self-awareness journey is multi-layered (Lemmetty and Colin, 2019). This allows me to appreciate that there will continue to be a range of tools, exercises, and methods to improve my self-awareness skills, which I plan to action through continued review of my personal development plan. Moving forward, I feel it would be beneficial to formally apply Johari’s window to my professional development, to test the tool but to also allow me to apply theoretical knowledge gained through wider reading to practice.
I also recognise that it is now important that I take my learning forward, to continue developing self-awareness, to reflect on, contribute to, and enhance my professional development further. I believe that finding time to undertake wider reading, has and will continue to, benefit, allowing me to appreciate the level of understanding and learning required to continue developing my self-awareness. This will develop my skills and knowledge further, making me a more capable, confident individual to continue making a positive impact through the work that I do. 
“Literature suggests the importance of reflection-in-action, reflection-on-action, and reflection-for-action to enrich the process of knowledge development” (Patel and Metersky, 2021). I appreciate this statement, and use of Kolb’s model has enabled me to apply the principle of reflection-on-action, as well as reflection-for-action, to prioritise future actions. As identified as part of wider reading for this portfolio, I can identify additional development opportunities, which includes the use of double loop learning, as well as beliefs, values, and attitudes theories (Cartwright, 2002), as a means of facilitating ongoing growth. As a result, I am committed to protecting time for continued reflective practice, as I value the concept and the need to continue by journey, aligning with Aristotle’s view of the need to “explore one’s imagination” as part of my personal development (Patel and Metersky, 2021).
In relation to developing methods for continued constructive feedback, I now seek to support the development of a range of mechanisms to collate feedback from a wide variety of stakeholders. It is imperative that both qualitative and quantitative feedback are utilised to measure successes and areas for improvement, as combining data types enables a more balanced and meaningful evaluation of impact (Kirkpatrick and Kirkpatrick, 2006). Adopting this approach will also support the development of team‑based performance measures, helping to streamline monitoring and evaluation processes and ensure they remain aligned to clearly defined objectives at both individual and team levels (Kaplan and Norton, 1996). This will benefit the wider organisation, as structured feedback and performance measurement systems enable more informed decision‑making and allow teams to plan actions responsively to meet the evolving and complex needs of the health board (Organisation for Economic Co-operation and Development, 2010). 
Conclusion
This portfolio demonstrates a significant progression in my ability to critically evaluate, develop and apply strategic workforce planning knowledge in practice. Through the integration of experiential learning, reflective practice and theoretical frameworks, I have developed a deeper understanding of both the technical and relational aspects of workforce planning.
The application of Kolb’s experiential learning cycle (Kolb, 1984) and Schön’s (1983) reflective practice theory has enabled me to critically analyse my experiences and translate them into meaningful professional development. Furthermore, engagement with workforce data, stakeholder perspectives and organisational processes has strengthened my analytical capability and communication skills to influence workforce planning practice.
Critically, this reflection has highlighted the iterative and evolving nature of workforce planning, requiring continuous evaluation, adaptation and learning. While significant progress has been made, I recognise the ongoing need to develop advanced analytical skills, enhance stakeholder engagement and adapt to emerging challenges, including increasing reliance on workforce analytics and technological advancements.
Overall, this learning has strengthened my ability to contribute effectively to the organisation’s workforce planning agenda, supporting the development of sustainable and strategically aligned workforce plans, while positioning me for continued professional growth within this field. Through structured self‑assessment, collective audit processes, reflective discussion and use of stakeholder feedback, I have demonstrated how workforce planning theory can be effectively translated into practice to support capability development and organisational improvement. Use of the workforce planning capability matrix and the subsequently developed team audit tool enabled systematic evaluation of progress over time, promoting enhanced self‑awareness, shared accountability and evidence‑based reflection on impact (Eva and Regehr, 2005; Schön, 1983). While recognising the limitations of relying on single assessment mechanisms, these tools provided a valuable framework for reviewing practice within a complex and evolving organisational context (Eraut, 2004).
The evaluative approaches applied throughout this development period have strengthened my ability to critically review how workforce planning knowledge was operationalised, particularly through consultancy-style engagement with stakeholders and the application of the six‑step workforce planning methodology. The development of the consultancy framework and the use of structured team reflection highlighted the importance of adapting approaches to align with differing levels of workforce planning maturity, supporting effective knowledge transfer and sustained engagement (Knowles, Holton and Swanson, 2015; Wenger, 1998). Regular feedback obtained from managers, colleagues and service leads provided further opportunities to assess the effectiveness of my practice, supporting both single‑ and double‑loop learning and reinforcing the value of reflective professionalism in driving improvement (Argyris, 1991; Argyris and Schön, 1996).
Overall, this experience demonstrates that effective workforce planning practice is iterative and developmental in nature, requiring continuous evaluation, reflection and adaptation. By integrating structured reflection, feedback mechanisms and theoretical frameworks such as Kolb’s experiential learning cycle, I have enhanced my ability to evaluate and improve my contribution in a meaningful and evidence‑based way (Kolb, 1984; Brookfield, 2017). This learning positions me favourably to continue applying workforce planning knowledge with increased confidence, critical insight and adaptability, supporting ongoing organisational learning, strengthened stakeholder relationships and improved workforce sustainability within the health system (Organisation for Economic Co-operation and Development 2010).
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Learning Area 2


	Learning Area Title:
	Acquisition of knowledge and skills to facilitate strategic commissioning of education and training.


	Level of claim: 

	7

	Total credit being claimed:
	50

	List of learning outcomes:
	1. Strategically promote and influence education and commissioning activity, through developing professional relationships and engagement with internal stakeholders.

2. Critically analyse education commissioning and workforce data to inform strategic workforce planning requirements across the organisation.

3. Develop organisational mechanisms to prioritise education commissioning activity aligned to resource to inform decision making. 
.

	Introduction to your Learning Area

	To structure this reflective account, Kolb’s experiential learning cycle will be utilised, as this model facilitates systematic reflection across experience, evaluation and action, enabling deeper learning and the translation of insight into practice (Kolb, 1984). Its prior application has also demonstrated personal value in promoting critical reflection and the generation of targeted developmental actions.

The education commissioning process is the primary mechanism through which Health Education and Improvement Wales (HEIW) determine and fund education and training provision for the healthcare workforce. It ensures alignment between workforce supply, service demand and national strategic priorities, thereby underpinning the sustainability of NHS Wales services (Audit Wales, 2022; HEIW, 2025). As such, it represents a critical interface between workforce planning, financial investment and service delivery.

Upon commencing my role as Project Manager within the Strategic Workforce Planning Team in 2021, I possessed limited awareness of the education commissioning process, having previously completed a submission template within my Clinical Practice Educator role (see evidence 1). However, this prior experience lacked context, as I had limited understanding of the purpose, implications, or strategic significance of the data submitted. Consequently, my confidence in both the accuracy and value of my contribution was low, highlighting a gap between operational task completion and strategic comprehension.

Within the first month of my appointment within the Workforce Planning team, I was reintroduced to the process in a more substantive capacity. As the only member of a newly established team with prior exposure to the template, I was tasked with supporting ongoing service submissions. These would inform the organisation’s education and training requirements for 2021/2022 and contributed directly to HEIW’s national Education and Training Plan, which is used to guide annual workforce investment decisions (HEIW, 2025). My role involved engaging with service leads and professional groups, collating and synthesising workforce intelligence across disciplines. This marked a significant shift from a transactional understanding of the process to a more integrated, system-level perspective.

This early involvement became a catalyst for deeper engagement and analysis, ultimately leading to my current position as organisational lead for education commissioning. Throughout this reflective account, I will critically explore three key areas of development between 2021 and the present date, drawing on evidence to support me in my reflective journey, using experiential learning related to:


· The development of professional relationships and my ability to influence stakeholders, recognising that effective workforce planning is fundamentally dependent on engagement and shared ownership (Audit Wales, 2023).
· Analysis of workforce data and intelligence to inform evidence-based decision making.
· The establishment of internal governance and assurance mechanisms to optimise education resource allocation, ensuring alignment between workforce need, financial constraints and organisational priorities (Welsh Government, 2025).





	Learning Outcome 1 

	Strategically promote and influence workforce planning through education and commissioning activity, establishing relationships and engagement with internal stakeholders.


	
	Concrete Experience 
As outlined in the first stage of Kolb’s experiential learning cycle - concrete experience (Kolb, 1984), I can identify that during early 2021, through service level meetings attended with the Assistant Director of Therapies and Healthcare Science (ADoTh), my knowledge of the education commissioning process began to develop further through a workforce planning lens. Through open discussion and active listening within these meetings, I gained deeper insight into why the process is undertaken and how it directly informs the health board’s integrated medium-term plan (IMTP). This a strategic planning framework that aligns workforce, finance and, service delivery to ensure organisations can meet population needs over the medium term (HEIW, 2025). My understanding was further enhanced when I observed service leads considering their workforce pipeline requirements for new graduates, reviewing these alongside placement capacity. This reflects the principles of effective workforce planning, which emphasise the need to ensure a sustainable workforce supply to meet both current and future service demands (Audit Wales, 2023). I also observed discussions regarding the work-based learning needs of the existing workforce, including postgraduate study, short courses and apprenticeship opportunities.
As I had not previously had the opportunity to question the rationale behind the data requested by Health Education Improvement Wales (HEIW), I had not fully appreciated the significance of the education commissioning process. Consequently, I had not understood how it informs Welsh Government prioritisation of education and training investment, based on the commissioning requirements submitted by all health boards and trusts across Wales (Audit Wales, 2022; HEIW, 2025). This represented a critical shift in my understanding, particularly as my new role required strategic knowledge of how education commissioning informs wider workforce planning activity, which is essential to ensuring services are delivered safely, effectively and sustainably (Audit Wales, 2023). However, whilst this experience enhanced my understanding of the strategic importance of education commissioning, my learning at this stage remained largely observational rather than critically analytical. I had not yet fully examined the limitations of the process itself, which suggests that my early understanding, whilst foundational, lacked critical interrogation. 
Following attendance at a series of education commissioning meetings, I was asked by the ADoTh to support the collation of responses for Allied Health Professional and Healthcare Science teams. To undertake this task, I triangulated information captured during meetings with direct engagement with service leads, requesting that they submit their individual commissioning requirements (see evidence 20). This was necessary, as HEIW required finalised requirements by March 2021 to inform the development of their Education and Training Plan, which is a time sensitive submission, as it is submitted annually to Welsh Government for approval (HEIW, 2025). This process was instrumental in developing both my technical understanding and stakeholder engagement skills. It enabled me to establish professional relationships and increased my familiarity with HEIW’s submission requirements. In addition, it strengthened my working relationship with the ADoTh, demonstrating my proactive approach and willingness to contribute meaningfully. Engaging further with service leads also deepened my understanding of their operational contexts and reinforced the importance of aligning education commissioning with workforce planning priorities (Audit Wales, 2022).
Following completion of the submissions, I was asked to contribute to the health board’s IMTP through the development of a summary document for allied health professionals and healthcare scientists (see evidence 21). This required synthesis of intelligence gathered through engagement, alongside independent research. This experience reinforced the importance of integrating workforce intelligence into organisational planning processes, ensuring alignment between workforce supply, service demand and financial constraints (Welsh Government, 2025).
As my experience developed, I was subsequently asked to take a lead role in future education commissioning cycles. Early exposure to the process enabled me to critically identify limitations, particularly relating to the complexity and usability of the template. Drawing on both my current role and previous clinical experience, I was able to empathise with the challenges faced by service leads. In response, I developed simplified guidance and streamlined the template to improve clarity expectations and promote useability, thereby enabling stakeholders to articulate their workforce needs more effectively (see evidence 22). Also, through lived experience and witnessed conversations, I knew that the complexity of how to complete the education commissioning process was a key challenge. Therefore, to support others in the process and to improve their capability, I created further documentation that could be used to supplement the template, which also included guidance for team members to support their engagement with service leads (see evidence 23a and 23b). In addition, I developed a scripted video (see evidence 24) on the education commissioning process, which was shared with the template to facilitate opportunities for stakeholders to improve their knowledge on the education commissioning cycle and its importance. 
Continuing to recognise the previously limited involvement of wider stakeholders, I sought to expand engagement to include colleagues from finance. This was a deliberate approach, acknowledging that effective workforce planning requires integration across workforce, finance and service planning functions to ensure sustainability and value (Welsh Government, 2025). To support this, I designed and delivered an education commissioning workshop (see evidence 25), aimed at enhancing organisational capability and fostering collaborative working. These approaches provided both contextual understanding and practical guidance, reinforcing the importance of collective ownership within workforce planning processes and acknowledgment of the journey the organisation needed to go on, in terms of developing strategic workforce planning maturity (Audit Wales, 2023).
All of these interventions and engagements helped to strengthen the education commissioning process, informing submission to HEIW (see evidence 26). 
Reflective Observation
Aligned to Kolb’s reflective observation phase (Kolb, 1984), I recognise that these experiences provided me with a strong sense of purpose in developing the capability of others to produce meaningful and robust education commissioning submissions. This was professionally rewarding and prompted reflection on the transferability of my prior experience. I also acknowledge that these skills were effectively applied within a strategic context (Kolb, 1984).
Despite this, I recall experiencing a sense of vulnerability when engaging with more senior stakeholders, having transitioned from a role in which I felt confident in, into a new and unfamiliar environment. However, I recognise that this vulnerability facilitated a more authentic and transparent approach, enabling me to connect with stakeholders and build trust. This is consistent with principles of authentic leadership, which emphasise openness as a mechanism for fostering engagement and collaboration (West, 2021). However, while adopting an authentic and compassionate leadership approach supported relationship-building, I understand that it may also have limited my ability to challenge stakeholders. This highlights a potential tension between relational leadership and the need for constructive challenge, suggesting that a more adaptive leadership approach may have enabled greater impact in influencing decision-making.
Reflecting on these experiences, I feel a strong sense of achievement in recognising that I was informally contributing to workforce planning education whilst simultaneously developing my own strategic capability. I also recognise the value of adopting a compassionate leadership approach, as defined by West (2021), who focuses on listening, understanding and supporting others to enable performance (West, 2021). I feel this approach not only strengthened relationships but also reinforced my sense of professional purpose.
Abstract Conceptualisation
Through application of Kolb’s abstract conceptualisation phase, I can critically appraise these experiences and identify key learning, theories, concepts, and generalisations based on reflection, to make sense of their experience and apply this understanding to future situations (Kolb, 1984; McLeod, 2025). 
Schon (1983) highlights that reflective practice is fundamental in supporting continuous professional development and enhancing performance. When I evaluate this experience, a key outcome of this process has been the development of meaningful and sustainable professional relationships, which are essential for effective workforce planning, given its reliance on engagement and shared ownership (Audit Wales, 2023). This is important because workforce planning is not purely a technical exercise, but a collaborative process that relies on effective stakeholder engagement across multiple professional groups. Evidence suggests that workforce planning is strengthened through collaboration and shared ownership, enabling organisations to respond more effectively to complex and changing service demands (Tancred et al., 2024). Without this collaborative approach, the ability to submit robust education commissioning requirements would have been challenging. 

Additionally, engaging stakeholders in workforce planning ensures that different perspectives, expertise, and priorities are incorporated into decision-making, therefore improving both the quality of workforce plans. Effective stakeholder engagement has been shown to enhance project outcomes by building trust, securing buy-in, and supporting informed decision-making (Government Communication Service, 2025). In my experience, developing these relationships enabled open dialogue with service leads and increased their willingness to engage. Despite this, I appreciate that stakeholder engagement alone does not guarantee effective decision-making. Without robust governance structures or clear accountability mechanisms, engagement risks becoming consultative rather than influential. Therefore, when I reflect on my approach, although it may have helped to improve participation, it requires formalisation to ensure consistent application across services to strengthen its strategic impact and a unified approach should be adopted by the team, to strengthen the team offer. 

Although I appreciate that my approach was effective in improving engagement and making the education commissioning process more accessible, I recognise that there were several limitations. One of the key challenges was the inconsistency in stakeholder engagement across services. Whilst I introduced guidance, workshops and resources to support understanding, engagement often depended on individual motivation and willingness to participate. This meant that, despite my efforts, the level of engagement varied, highlighting that my approach was not fully embedded within formal structures. This reflects the wider challenge of implementing change within complex organisations, where sustainable improvement often requires clear direction, reinforcement and alignment across the system (Kotter, 2012). Another limitation of my approach was the lack of formal evaluation of impact. Although there were positive indicators, such as improved engagement and feedback from stakeholders, I did not put in place formal measures to assess the effectiveness of the changes. For example, I did not systematically evaluate whether the quality or consistency of education commissioning submissions had improved. This limits my ability to evidence the impact of my work and suggests that I did not fully utilise data to inform and strengthen my approach.
Furthermore, whilst I recognise the value of collaborative learning in facilitating shared understanding and managing change, I can reflect on how my approach enabled stakeholders to engage more meaningfully with workforce planning concepts. However, when I reflect on these experiences, it highlights the scale of the challenges I faced then, and the continued progress to make to positively influence workforce planning within the organisation.  As a result, I fully acknowledge that developing maturity of workforce planning capability within the organisation is an ongoing process, which reinforces the continued need for strategic leadership in this area (Audit Wales, 2023). 


	
	

	
	

	
	Active Experimentation

Using Kolb’s active experimentation phase (Kolb, 1984), I recognise the importance of continuing to adopt a leadership approach that is authentic, collaborative and aligned with my values. Moving forward, I will maintain an open, honest and transparent approach to engagement, recognising its importance in building trust and facilitating effective collaboration (West, 2021). However, in contrast I also recognise that my focus on building relationships, whilst beneficial in creating trust and openness, may have limited my ability to challenge certain behaviours or drive more directive change. In some situations, particularly where there was disengagement or limited prioritisation of workforce planning activity, a more assertive or structured approach may have been required. Leadership theory highlights the need to adapt leadership style depending on the context, balancing supportive approaches with more task-focused direction where appropriate (Yukl, 2013). Reflecting on this, I can see that adopting a more flexible approach may have strengthened my influence, which is learning I can take forward. I also now recognise that emotional intelligence, particularly self-awareness, is critical in navigating complex professional environments (Goleman, 1998). Furthermore, I acknowledge that both positive and challenging experiences contribute to resilience and professional growth, reinforcing the importance of ongoing reflective practice to learn from these experiences to shape ongoing development (Schön, 1983).
In addition, there are several areas where I would adapt my approach moving forward. Firstly, I would place greater emphasis on embedding education commissioning within formal governance structures, rather than relying primarily on voluntary engagement. This could include clearer expectations, defined roles and stronger links to organisational accountability, which would help ensure more consistent engagement across services. I would also prioritise the implementation of formal evaluation mechanisms to assess the impact of the interventions introduced. For example, I would seek to measure improvements in the quality, consistency and timeliness of submissions, as well as gathering structured feedback from stakeholders. This would enable me to demonstrate tangible outcomes to inform continuous improvement.
This reflective experience has been instrumental in consolidating my understanding of the education commissioning process and its critical role within strategic workforce planning. It has validated both the organisational need to strengthen workforce planning capability and the importance of embedding this approach across services to support sustainable delivery (Audit Wales, 2023; HEIW, 2025). Furthermore, workforce planning is widely recognised as essential to ensuring a workforce that is responsive, adaptable and capable of meeting evolving population needs (Health Education England, 2017).

The experience has reinforced the value of my prior knowledge and clinical background, demonstrating that these skills are directly transferable and beneficial in a strategic context, as experiential learning enables individuals to apply prior knowledge to new and complex situations (Kolb, 1984). It has also affirmed my leadership style, particularly the importance of openness, honesty and compassionate engagement in building trust and fostering meaningful collaboration. Through this, I have strengthened my communication skills and recognised the importance of continuous learning and adaptability within a complex system, which are key components of effective leadership practice and organisational resilience (West, 2021; Goleman, 1998; Senge, 2006).

Furthermore, I have developed a deeper appreciation of the value of engagement and relationship-building, recognising that effective education commissioning relies on shared ownership and collective input across organisational boundaries (Audit Wales, 2023). This reflects a systems thinking approach, where collaboration and integration are essential to delivering sustainable outcomes (Senge, 2006). This process has also reignited my passion for developing others, highlighting the personal and professional fulfilment gained through supporting colleagues to build confidence and capability, an approach aligned to principles of compassionate and inclusive leadership (The King’s Fund, 2022; West, 2021).

Overall, this reflection has enhanced my self-awareness and sense of self-worth, reinforcing my desire to make a positive impact in my role. Reflective practice plays a central role in developing professional insight and continuous improvement (Schön, 1983). Moving forward, I will continue to build on these experiences, maintaining a reflective, compassionate and systems-focused approach, whilst supporting the development of robust education commissioning processes across the organisation, to enable sustainable and effective service delivery (Senge, 2006).




	Learning Outcome 2 

	Critically analyse education commissioning and workforce data to inform strategic workforce planning requirements across the organisation.


	
	Concrete Experience
As guided by the first stage of Kolb’s reflective cycle (Kolb, 1984), this reflection critically examines my experience of using workforce data to inform strategic decision-making within education commissioning. Central to this was recognising that data-informed decision making enables organisations to reduce bias, improves the quality of decisions, and helps to ensure alignment with strategic objectives (Chartered Institute of Personnel Development, 2025). This is particularly critical within workforce planning, as I am aware that inaccurate assumptions can directly influence workforce supply, financial planning, and service delivery outcomes. 
During early engagement in education commissioning meetings, I observed a disconnect between the workforce requirements proposed by service leads and their actual workforce position. Requests were often presented without reference to baseline data or key workforce planning metrics such as age profile, retirement projections, workforce risk, or turnover. Critically, this highlighted a reliance on subjective judgement rather than evidence-based approaches. Literature suggests that over-reliance on intuition can lead to systematic bias and suboptimal organisational decisions (Brown University, 2025). Recognising this gap, I adopted a more analytical approach, positioning and developing baseline data as the central mechanism through which commissioning requirements could be validated and constructively challenged (see evidence 27). 
A key strength in my approach was proactively sourcing and triangulating multiple datasets to build an evidence base. Despite barriers, including the absence of a centrally managed repository for historical commissioning data, I demonstrated persistence in engaging stakeholders and obtained relevant datasets from HEIW (see evidence 28). This enabled me to conduct analysis of commissioning trends to develop workforce pipeline projections. The creation of pipeline data introduced a forward-looking perspective that had previously been absent. This aligns with workforce planning best practice, which emphasises the importance of forecasting future workforce supply to inform sustainable decision-making (Skills for Health, 2025). However, while the introduction of pipeline data strengthened the analytical approach, it is important to acknowledge that workforce projections are inherently uncertain and dependent on assumptions regarding retention, demand, and policy changes. Therefore, my analysis, although more robust, may still have been subject to limitations in terms of accuracy, highlighting the need for cautious interpretation of workforce modelling outputs.
Furthermore, my application of the Six Steps Workforce Planning Methodology (Skills for Health, 2025) provided a structured and theoretically grounded framework to underpin my analysis. In particular, the emphasis on understanding workforce supply and demand enabled me to shift conversations with service leads from reactive requests to more strategic, evidence-based discussions. This demonstrates an ability not only to apply theory to practice, but to influence behaviours and decision-making processes within the organisation. In addition, my initial reliance on Staff in Post data provided an incomplete picture, and I needed to understand the supply of new graduates and the numbers we retain (see evidence 29). Therefore, using vacancy data and historical streamlining figures, I began by analysing the number of nurses we commissioned and how many we appointed. This helped to better understand return on investment, and I could draw comparisons on the data, when reviewing it alongside internal development pathways.  This reinforced that gaps in data completeness and reliability can significantly undermine the accuracy and effectiveness of decision-making processes (Khong et al., 2023; IBM, 2025), and emphasises the broader challenge identified that data reliability and completeness are significant barriers in workforce planning (Razzano, 2025).
Another key learning point relates to the integration of internal workforce supply data, specifically “grow your own” pathways. Initially, these pipelines were not fully considered within commissioning discussions, representing a missed opportunity to optimise existing workforce development initiatives. By engaging with Learning and Development colleagues, I facilitated the integration of internal pipeline data (see evidence 30), enabling a more holistic view of workforce supply. This reflects the principle that effective workforce planning requires alignment between multiple data sources and organisational functions (Chartered Institute of Personnel Development, 2025). Critically, this shifted the narrative from focusing solely on external commissioning to considering a broader range of sustainable workforce solutions. 
In addition, to obtain qualitative as well as quantitative data, I included workforce planning questions within the education commissioning template. The use of mixed‑methods approaches is well established within healthcare research, as combining qualitative and quantitative data enables a more comprehensive understanding of complex workforce issues and strengthens the validity of findings through triangulation (Östlund et al., 2011). These questions gave service leads the opportunity to share valuable insights on their workforce position and future aspirations (see evidence 31), aligning with established workforce planning approaches that incorporate stakeholder perspectives and qualitative scenario‑based inputs to support decision‑making (Chamberland‑Rowe, Simkin and Bourgeault, 2021). This helped to inform the annual plan and schedule engagement based on the challenges identified.
In addition, the workforce planning question responses could be grouped by professional group (see evidence 32), which was a valuable exercise to support the development of professional group plans. The use of workforce data stratified by staff group is recognised as an important component of evidence‑based workforce planning, enabling more precise alignment of workforce supply with population and service needs (Asamani, Christmals and Reitsma, 2021). It was also helpful to share in this format with HEIW, as stakeholders provided feedback that it enabled more effective dissemination of relevant information to the appropriate professional leads within HEIW, supporting collaborative and evidence‑informed workforce commissioning processes (Human Resources for Health, 2021).
All of the above data sets and information sources helped to inform the health board’s annual plan/IMTP (see evidence 33). The use of robust and high‑quality data is critical to effective decision‑making in healthcare, as it underpins analysis, supports evidence‑based planning, and improves organisational outcomes (Bernardi et al., 2023; Bates et al.,2014). Without this information, critical analysis could not have taken place, which would have made decision‑making less robust.
Reflective Experience
Reflecting on this experience using the “reflective experience stage of Kolb’s cycle (Kolb, 1984), it is evident that introducing a structured, data‑driven approach to education commissioning significantly strengthened the robustness of workforce planning discussions. This aligns with evidence‑based management principles, which emphasise the use of data and best available evidence to improve decision quality and organisational outcomes (Shafaghat et al., 2022; Dusin et al., 2023). A key success was my ability to challenge previously accepted practices, where commissioning decisions were often based on subjective judgement rather than objective evidence. By embedding workforce data into these conversations, I was able to facilitate a shift towards more transparent and accountable decision‑making. This not only improved the quality of discussions but also increased stakeholder awareness of the importance of data literacy within workforce planning, which is recognised as critical in enabling effective data‑driven decision processes (Wang et al., 2018). Whilst this shift represented significant progress, it is important to recognise that data alone does not drive change. The effectiveness of my approach was dependent on my ability to translate data into meaningful narratives for stakeholders. I understand from these experiences that where this was not achieved, data is at risk of being perceived as a challenge rather than a support mechanism, therefore potentially limiting its influence on decision-making.
This experience also highlighted several limitations in my approach. Initially, I underestimated the extent to which organisational culture influenced decision‑making. Some service leads demonstrated resistance to data‑driven challenge, particularly where it conflicted with professional judgement or experiential knowledge. This reflects wider literature suggesting that cognitive biases and ingrained professional practices can act as barriers to adopting evidence‑based approaches in healthcare (Dobler, Morrow and Kamath, 2019; Grammoustianou et al., 2025). It also highlights that transitioning to data‑driven decision‑making requires not only technical solutions but also cultural and behavioural change within organisations (Wenzel, 2023). This suggests that, while data is critical, its impact is dependent on how effectively it is communicated, contextualised and interpreted. In some instances, my approach may have been perceived as overly analytical compared to historical practices, which may have limited engagement and reduced the opportunity for collaborative problem‑solving.
Furthermore, the challenges I encountered in accessing complete and reliable datasets exposed a reliance on fragmented information systems across the organisation. This not only created inefficiencies but also limited the accuracy of my analysis at the early stages. Evidence highlights that fragmented data systems can significantly reduce the effectiveness of decision‑making and hinder organisational performance due to incomplete or disconnected information (Wei et al., 2012; Ambalavanan et al., 2025). In hindsight, I recognise that earlier engagement with key data stakeholders, such as informatics and finance teams, could have mitigated some of these issues and improved the timeliness of insights.
Another important reflection relates to the balance between quantitative and qualitative data. While I successfully incorporated both, I recognise that greater emphasis could have been placed on systematically analysing qualitative insights, rather than primarily using them to support quantitative findings. Literature on workforce planning highlights that qualitative approaches are essential for understanding contextual factors, stakeholder perspectives, and system complexity, which cannot be captured through quantitative metrics alone (Chamberland‑Rowe, Simkin and Bourgeault, 2021; WHO, 2025). A more structured approach to analysing themes from service feedback may have strengthened the overall evidence base and provided deeper insight into workforce challenges.
Overall, this experience highlighted that effective workforce planning is not solely dependent on the availability of data, but also on the ability to influence, engage, and translate data into meaningful insights for stakeholders. Evidence‑based management literature reinforces that successful decision‑making requires the integration of data, professional expertise, and stakeholder engagement within the organisational context (Sahakian et al., 2021). It reinforced the importance of adopting a balanced approach that integrates technical analysis with strong interpersonal and communication skills to enable sustainable change.
Abstract Conceptualisation
Using “Abstract Conceptualisation” (Kolb, 1984), these experience can be better understood, also integrating theoretical frameworks relating to workforce planning, decision‑making, and organisational behaviour. Firstly, it has enabled the importance of evidence‑based management, which advocates that organisational decisions should be grounded in the best available data and stakeholder input. In the context of workforce planning, this aligns with the principle that robust data and systematic analysis are essential to reduce bias and improve decision quality (Chartered Institute of Personnel Development, 2025). My experience demonstrated that where commissioning decisions relied primarily on intuition, there was a higher risk of misalignment between workforce supply and service need. This reflects wider literature highlighting that intuitive decision‑making alone is insufficient in complex healthcare systems.
Secondly, the application of the Six Steps Workforce Planning Methodology (Skills for Health, 2025) can be conceptualised as a structured, cyclical model that integrates both supply and demand analysis. My implementation of baseline workforce data, pipeline modelling, and internal workforce supply aligns particularly with the stages of analysing the current workforce, forecasting future requirements, and developing workforce plans. This highlights the importance of adopting a systems-based approach, where workforce planning is a continuous and iterative process shaped by multiple data inputs and organisational factors.
Furthermore, the integration of qualitative and quantitative data can be understood through mixed‑methods research theory, which emphasises triangulation to generate a more comprehensive understanding of complex issues (Östlund et al., 2011). In workforce planning, relying solely on quantitative metrics such as vacancy rates or age profiles risks overlooking contextual factors such as staff morale, service pressures, and professional aspirations. I recognise that my inclusion of qualitative workforce planning questions aligns with this theoretical perspective, demonstrating how combining data types enhances the depth and reliability of analysis.
The challenges I encountered also reflect concepts within organisational change theory, particularly the idea that introducing new, data-driven approaches requires both technical and cultural adaptation. Resistance from stakeholders can be explained through established behaviours, professional identity, and varying levels of data literacy. This aligns with the view that successful implementation of analytical tools depends not only on the quality of data but also on stakeholder engagement, communication, and capability development.
Finally, this experience highlights the importance of data governance and data quality frameworks within healthcare systems. Concepts such as completeness, accuracy, consistency, and accessibility are fundamental to ensuring that data can be effectively used for strategic decision-making (Bernardi et al., 2023). The limitations I experienced due to fragmented datasets demonstrate how weaknesses in data infrastructure can constrain workforce planning capability, despite strong analytical intent.
Overall, these theoretical perspectives reinforce that effective strategic workforce planning requires the integration of structured methodologies, high-quality data, mixed-methods analysis, and strong stakeholder engagement. This conceptual understanding provides a foundation for improving future practice by ensuring that both technical and behavioural dimensions of workforce planning are addressed.
Active Experimentation
Building on this experience and the associated learning, using active experimentation (Kolb, 1984), I can identify the need to adopt a more structured and proactive approach to embedding data‑driven workforce planning within education commissioning cycles. Firstly, I will formalise the use of standardised workforce intelligence packs for service leads, incorporating key metrics such as age profile, turnover, vacancy rates, and pipeline data. By providing consistent and accessible data at the outset of commissioning discussions, I aim to reduce reliance on subjective judgement and support more evidence‑based decision‑making.
In addition, I will place greater emphasis on stakeholder engagement and data literacy, recognising that the effectiveness of data is dependent on how it is understood and applied. I will achieve this by facilitating workshops or guided discussions with service leads to explain key workforce planning metrics and their implications. This will support a more collaborative approach, enabling stakeholders to interpret data confidently and engage in meaningful, solution‑focused conversations rather than perceiving data as a challenge to their professional judgement.

To address the limitations identified around data quality and accessibility, I will actively seek to strengthen links with informatics and finance teams to support the development of a more integrated data infrastructure. This may include contributing to the development of a centralised repository for workforce and commissioning data, improving consistency, reliability, and efficiency in future analysis. In parallel, I will implement data validation checks and triangulation processes to ensure that insights are based on the most accurate and complete information available.
Furthermore, I will enhance my use of qualitative data analysis by adopting a more systematic approach, such as thematic analysis, to identify recurring workforce challenges and opportunities from service feedback. This will ensure that qualitative insights are not only captured but rigorously analysed and integrated into strategic planning. By strengthening this aspect, I will further align my practice with mixed‑methods approaches, ensuring a more holistic understanding of workforce needs.
I will also continue to build on the integration of “grow your own” workforce pipelines, ensuring these are consistently incorporated into workforce supply modelling and commissioning decisions. This will support a more sustainable approach to workforce planning by maximising internal development opportunities alongside external commissioning.

Finally, I will seek regular feedback from key stakeholders, including HEIW and internal professional leads, to evaluate the impact of these changes on commissioning outcomes and workforce plans. This will enable ongoing reflection and adaptation, ensuring that my approach remains responsive to organisational needs and aligned with best practice.

Overall, these actions demonstrate a commitment to continuous improvement and to embedding a more strategic, evidence‑based, and collaborative approach to workforce planning within the organisation.





	Learning Outcome 3

	Develop organisational mechanisms to prioritise education commissioning activity aligned to resource to inform decision making. 


	
	Concrete Experience
Using the first stage of Kolb’s cycle (Kolb, 1984) I can draw on experiences which contributed to my professional growth in developing organisational mechanisms to support education commissioning decisions. As the education commissioning process evolved, and data integration became a central component of how each cycle was conducted and how decisions were made, I identified that it was important to further explore mechanisms to help prioritise education resources through an informed space. This was realised through feedback from stakeholders regarding misalignment of internal processes after the education commissioning template is submitted each year. Evidence suggests that effective workforce planning relies heavily on the integration and analysis of data to inform decision‑making and ensure resources are aligned with organisational need (Chartered Institute of Personnel Development, 2025; NHS England, n.d.). However, this also highlights a systemic risk: where data is not embedded within governance processes, decision‑making can become subjective and inconsistent, reducing the effectiveness of commissioning outcomes. Therefore, strengthening data integration was not only beneficial but necessary to improve organisational decision maturity.

One area that continually proved challenging for stakeholders was the Higher Awards Process. This is an internal mechanism whereby applicants (existing workforce) can apply for postgraduate study and access to funding for the required programme. Recognising this and acknowledging that I had not previously engaged significantly with the process or those who managed it, I made the decision to prioritise this as an area for development. This reflects a proactive approach to leadership, as identifying gaps in personal and organisational understanding is critical for driving system-level improvement rather than maintaining siloed practices. I began by meeting with the individual who manages the process, where I shared some of the challenges that had been reported. The manager was open and transparent, noting that he had not previously been involved in education commissioning and had therefore not identified opportunities for workforce planning to influence the Higher Awards process. Consequently, I agreed to provide further insight through a series of follow‑up meetings. This interaction highlighted a wider organisational disconnect between workforce planning and education governance, suggesting that processes had historically developed in isolation rather than as part of an integrated system. Addressing this gap was therefore essential to improving alignment and reducing inefficiencies.

Knowing that there was an opportunity to strengthen alignment between education commissioning requests and the Higher Awards process, I requested to meet with the Higher Awards panel. During this meeting, I presented slides (see evidence 34), outlining how workforce planning can add value by providing insights to inform decision‑making. I also emphasised the importance of using workforce plans and baseline data to understand service needs and support prioritisation of resources, particularly in contexts where funding is limited and must be allocated strategically (OECD, 2023; Marginson, 2016). Critically, this intervention shifted the conversation from individual development requests to organisational need, promoting a more strategic and equitable approach to funding allocation. However, it also required cultural change, as stakeholders needed to move away from historically autonomous decision‑making towards a more evidence‑based, multi-professional and collective model.

I also recognised the need to develop these metrics at a directorate level, as governance for Higher Awards applications sits with directorate leads. Therefore, my colleague and I collated key data, such as risk profiles and workforce planning insights, to inform the process (see evidence 35). This aligns with evidence that workforce planning supports better organisational performance through improved allocation of people and resources (Chartered Institute of Personnel Development, 2025). The development of directorate-level metrics strengthened accountability and transparency; however, it also introduced the challenge of ensuring data consistency and interpretation across directorates, highlighting the ongoing need for standardisation and guidance.

In addition, I requested the opportunity to contribute questions on the Higher Awards application (see evidence 36a and 36b). These questions were designed to ensure applicants, line managers, and heads of service consider requests through a workforce planning lens, clearly articulating impact, benefit, and strategic alignment. Following implementation, colleagues and I were granted access to the Higher Awards portal to review applications against workforce plans and education commissioning priorities (see evidence 36b). This information is shared with directorate leads to support prioritisation and decision‑making, reflecting best practice in linking assessment, planning, and resource allocation processes (Salem et al., 2020). This represents a significant shift from a reactive to a proactive and structured approach; however, its effectiveness is dependent on the quality of responses provided by applicants and the willingness of decision‑makers to utilise the information consistently.

In addition to the Higher Awards process, as a team we identified a need to develop a framework to bring together workforce planning and wider workforce and organisational development (WOD) information. Through collaborative research, we identified the 6Bs framework, a recognised strategic workforce planning model designed to align workforce capability with organisational goals (Bray, 2026). We adapted this model for local use by renaming sections, developing summaries, and creating consistent visual elements to support usability. This resulted in the development of the “regeneration framework” (see evidence 37). Framework‑based approaches are widely recognised as supporting structured workforce planning and aligning people strategies with organisational objectives (Chartered Institute of Personnel Development 2025). The adaptation of an existing model demonstrates applied critical thinking; however, localisation introduces the risk of losing theoretical integrity, meaning ongoing evaluation is required to ensure the framework continues to reflect best practice and delivers intended outcomes.

As one of my objectives related to role design, I identified—through discussions with my manager—the importance of attending the Clinical Education Governance Group (CEGG). This provided an opportunity to contribute workforce planning and education commissioning insights when reviewing new or revised roles and associated learning frameworks. Evidence highlights that workforce planning is essential to ensuring organisations have the right roles, skills, and capacity to meet future service needs (Chartered Institute of Personnel Development, 2025; Gandhi et al., 2025). I have attended several meetings and actively contributed, using my clinical, education, and workforce planning knowledge to inform decision‑making (see evidence 38). This demonstrates the value of integrating workforce planning into governance forums; however, influence at this level is dependent on credibility and the ability to translate complex data into meaningful insights for senior stakeholders. This also supports the identification of emerging education commissioning requirements linked to new and evolving roles.

To widen stakeholder engagement at a senior level, I established a Professional Leads Forum (see evidence 39), bringing together leaders of professional groups to review education commissioning needs. Within health board strategy, there is a clear requirement to develop multidisciplinary roles through integrated workforce solutions. Evidence shows that multidisciplinary collaboration improves decision‑making, enhances communication, and leads to better outcomes through shared expertise (Reeves et al., 2017; Nancarrow et al., 2013). Importantly, this forum addresses the risk of siloed decision‑making; however, achieving meaningful collaboration requires sustained engagement and alignment of priorities, which can be challenging given competing organisational pressures. The forum also enables review and sign‑off education commissioning submissions prior to presentation to the Executive Team and HEIW. This governance mechanism ensures ownership at professional lead level and enables further insight to be shared across other forums, including CEGG and workforce planning processes. This strengthens governance and accountability, although it also extends decision‑making timelines, highlighting the need to balance robust assurance processes with organisational agility.

In addition to the Professional Leads Forum, I have provided bespoke advice to professional groups through engagement with the Healthcare Science Forum (see evidence 40). These discussions supported collaboration across services, including identifying opportunities for regional planning and recognising interdependencies between services. Collaborative approaches such as these are recognised as essential for optimising resource utilisation and improving service delivery outcomes (Nancarrow et al., 2013; Reeves et al., 2017). This demonstrates the added value of workforce planning beyond central processes; however, its impact is influenced by the extent to which recommendations are adopted within services.

All of the mechanisms described above are critical for influencing decision‑making through data‑driven processes and strong stakeholder engagement. These elements are essential in developing the organisation’s annual plan/IMTP, ensuring that education commissioning requirements are fully considered, assured, and aligned with financial constraints. Evidence confirms that effective workforce planning must be integrated with financial planning and organisational strategy to ensure sustainable service delivery within available resources (NHS England, n.d.; Department of Health, 2014). Overall, this work demonstrates a shift towards a more strategic, integrated approach to education commissioning; however, its long‑term success will depend on continued stakeholder engagement, data quality, and the embedding of these processes into organisational culture rather than reliance on individual roles. Without these mechanisms and levels of engagement, education commissioning content within the annual plan could not be developed effectively (see evidence 41a and 41b).

Reflective Experience

Using Kolb’s cycle (Kolb, 1984) I recognise that I was operating within a context of organisational change, where education commissioning processes were evolving but not yet fully integrated with workforce planning systems. My role required me to move beyond traditional workforce planning responsibilities and take a more proactive, system‑wide approach to influencing education governance and decision‑making. Initially, I recognised a lack of alignment between processes; however, I also became aware that I had limited direct experience of the Higher Awards process, which created a degree of uncertainty in how best to approach improvement. This reflects the reality that workforce planning is not only a technical activity but also a strategic process requiring alignment across organisational systems (Chartered Institute of Personnel Development, 2025).
Engaging with the Higher Awards lead was a pivotal moment in my experience. I found the discussion both insightful and challenging, as it highlighted that workforce planning had previously been absent from the process. This reinforced my understanding that organisational systems can unintentionally develop in silos, even where there are clear interdependencies. At this stage, I felt a sense of responsibility to bridge this gap, but I was also conscious of the need to build credibility and trust, particularly when influencing an established process that I had not historically been part of. This aligns with evidence that effective workforce planning requires integration across organisational functions rather than isolated decision‑making (NHS England, n.d.). However, my role in influencing these changes also revealed limitations in my authority within organisational hierarchies. While I was able to provide insight and guidance, ultimate decision-making remained with senior stakeholders, which may have constrained the extent of change achievable. This highlights the importance of positional influence and organisational dynamics and governance processes in implementing workforce planning improvements.

Presenting to the Higher Awards panel was a significant step in my development. I experienced a degree of professional challenge in translating workforce planning data and concepts into a format that was meaningful for a multidisciplinary audience. This required me to adapt my communication style, moving away from technical terminology towards more accessible messaging. While the presentation was well received, I was aware that influencing decision‑making at this level required more than a single intervention; it depended on sustained engagement and the gradual embedding of new ways of thinking. This reflects evidence that embedding interprofessional approaches requires ongoing collaboration rather than one‑off activity (Reeves et al., 2017).

The process of developing directorate‑level metrics and contributing to application changes further deepened my understanding of how governance and decision‑making operate in practice. I experienced both progress and challenge during this stage. On one hand, there was clear value in providing structured data to inform decisions; on the other, I became increasingly aware of variation in how different stakeholders engaged with and interpreted that data. This highlighted to me that introducing tools and frameworks alone is insufficient—there must also be a focus on developing shared understanding and capability across the organisation, as supported by best practice in linking planning and resource allocation processes (Salem et al., 2020).

Collaborating with colleagues to adapt the 6Bs framework and develop the regeneration framework was a positive and creative aspect of the experience. I found this work particularly engaging, as it allowed me to apply theoretical models in a practical context. Hpwever, I recognised that while local adaptation is necessary, there is a risk that frameworks can become less effective if they deviate too far from their original intent, highlighting the importance of maintaining alignment with established workforce planning principles (Chartered Institute of Personnel Development, 2025).

Attending governance forums such as CEGG and establishing the Professional Leads Forum further expanded my experience of influencing at a strategic level. I observed that while there was strong appetite for collaboration, achieving alignment across professional groups was complex and required careful facilitation. I became more aware of the importance of interpersonal skills, negotiation, and relationship‑building in driving change, alongside technical expertise in workforce planning. This reflects evidence that multidisciplinary collaboration enhances decision‑making but requires effective coordination and shared understanding to be successful (Nancarrow et al., 2013).

Overall, this experience highlighted that improving education commissioning is not solely a technical task, but a relational and cultural one. I recognised that my role required me to act as both a technical expert and a change agent, influencing behaviours, challenging established practices, and supporting others to engage with data‑driven approaches. While I observed positive progress, I also became more aware of the pace at which organisational change can realistically occur and the need for persistence and adaptability in sustaining improvement over time. This aligns with broader evidence that effective workforce planning must be embedded within organisational culture and strategic processes to achieve long‑term impact (Department of Health, 2014). 

Abstract Conceptualisation 

Through reflecting on this experience using the third stage of Kolb’s cycle (Kolb, 1984), I have developed several key insights into workforce planning and education commissioning. It has become clear that workforce planning should not be treated as an isolated technical task, but rather as a strategic function that is closely connected to organisational governance, financial planning, and service delivery priorities (Chartered Institute of Personnel Development, 2025; NHS England, n.d.). The issues identified within the Higher Awards process highlighted how disjointed systems can weaken decision‑making, reinforcing the need to adopt a more integrated, systems-based approach.

The experience also reinforced the importance of using data effectively to support transparent, consistent, and fair decision‑making. While data was available, it was not always applied consistently within governance processes. This suggests that the true value of data lies not only in its collection, but in how it is embedded within decision‑making structures and used by stakeholders (Salem et al., 2020). As such, successful workforce planning depends on both strong data systems and the ability of the organisation to interpret and apply insights effectively.

Another key learning point relates to the need for clear prioritisation when operating within limited resources. Aligning Higher Awards funding with organisational priorities reflects wider pressures seen across healthcare and education sectors, where structured and evidence‑based approaches are required to ensure resources are used effectively (OECD, 2023; Marginson, 2016). This emphasises the importance of moving beyond decisions based on individual need, towards approaches that consider overall organisational impact and long-term sustainability.

In addition, the experience highlighted the value of collaboration and strong stakeholder engagement. Initiatives such as the Professional Leads Forum demonstrated how bringing together different perspectives can strengthen decision‑making and reduce siloed working (Reeves et al., 2017; Nancarrow et al., 2013). However, it also became evident that collaboration alone is not sufficient; it must be supported by clear aims, structured processes, and effective facilitation to ensure meaningful outcomes are achieved.

The adaptation of the 6Bs framework also provided a useful way of understanding workforce planning in practice, particularly in aligning workforce supply and demand with organisational goals. The model offers a structured approach to managing workforce decisions across the employment lifecycle (Bray, 2026). However, adapting this framework for local use highlighted the importance of maintaining a balance between standardisation and flexibility, ensuring that it remains both practical and theoretically sound (Chartered Institute of Personnel Development, 2025).

Overall, this experience has strengthened my understanding that effective education commissioning relies on the integration of data, governance, collaboration, and strategic alignment. It is not achieved through isolated actions, but through coordinated and informed approaches. Nevertheless, it is important to recognise that frameworks and governance mechanisms do not inherently guarantee improved outcomes. Their effectiveness is dependent on the organisational culture in which they are applied. Without a culture that values data-driven decision-making and shared accountability, I now know through experience that even well-designed systems may fail to deliver intended benefits and are dependent on the maturity and interpretation of individuals in receipt of them. 

Active Experimentation 
Building on these insights using “active experimentation”, I will take forward several actions to strengthen and further embed the role of workforce planning within education commissioning processes. Firstly, I will prioritise improving how consistently data is used in decision‑making. This will involve developing clearer guidance and more standardised approaches to interpreting workforce planning data across directorates, ensuring decision‑makers feel confident in applying the information available. I will also explore ways to better integrate workforce data into digital platforms, reducing reliance on manual processes and making the information more accessible and usable.

Secondly, I will work towards embedding workforce planning more formally within governance structures, particularly within the Higher Awards process and CEGG. This is likely to include refining application criteria, developing scoring approaches that reflect workforce priorities, and ensuring workforce planning is consistently represented in discussions and decisions. Through this, I aim to reduce variation and strengthen alignment with organisational priorities.

Thirdly, I will continue to build on stakeholder engagement and collaborative working, particularly through the Professional Leads Forum and wider professional groups. To improve the effectiveness of these forums, I will introduce more structured approaches, such as clearer agendas, agreed decision‑making frameworks, and mechanisms to review impact. This will help shift the focus from discussion to delivering tangible outcomes, in line with best practice in collaborative working (Nancarrow et al., 2013).
In addition, I will ensure there is ongoing evaluation of the regeneration framework to confirm it continues to meet organisational needs and reflects best practice in workforce planning. This will involve gathering feedback, reviewing its impact on decision‑making, and making ongoing refinements. This approach recognises that frameworks should evolve over time in response to learning and changing organisational requirements.
Finally, I will focus on my own development by strengthening my ability to present complex workforce data in a way that is clear and meaningful for senior stakeholders. This includes continuing to develop my communication and influencing skills, enabling me to better demonstrate the value of workforce planning and support wider cultural change.

Overall, these actions will help move the work from initial improvements towards longer‑term, sustainable change, ensuring workforce planning is fully integrated within education commissioning processes. This aligns with the view that effective workforce planning requires continuous development, strong engagement, and integration within organisational systems and culture (Department of Health, 2014).


Conclusion 
Overall, this reflection outlines how I developed and implemented mechanisms to better prioritise education commissioning activity in line with available resources. Through working across the Higher Awards process and wider governance structures, it became clear that education commissioning cannot operate effectively in isolation. Instead, it must be closely aligned with workforce planning, organisational strategy, and financial constraints to support meaningful and sustainable decision‑making.

A key learning from this experience is that improving education commissioning is not simply about introducing new tools or processes. While the introduction of data‑driven approaches, revised application criteria, and collaborative forums has improved transparency and prioritisation, their success depends on how well they are embedded into existing systems and how consistently they are used by stakeholders (Chartered Institute of Personnel Development, 2025; NHS England, n.d.). This highlights that change in this context is not purely technical, but also cultural and behavioural.

This work has also strengthened my understanding of the importance of taking a systems‑wide approach. The issues identified within the Higher Awards process reflected broader organisational misalignment, rather than isolated challenges. Addressing these required a coordinated approach that brought together data, governance, and stakeholder engagement. This reinforces the view that effective workforce planning must be fully integrated within organisational processes to ensure resources are used appropriately and sustainably (Department of Health, 2014).
The adaptation of the 6Bs model supported a more structured approach to workforce planning, helping to align workforce supply and demand with organisational priorities. However, this also highlighted the need to apply frameworks critically, ensuring that any local adaptation remains consistent with the underlying principles and continues to deliver value in practice.

From a professional perspective, this experience has supported my development in working more strategically and influencing decision‑making across different levels of the organisation. It has strengthened my ability to interpret and communicate workforce data, as well as my confidence in contributing to governance processes and facilitating collaboration across professional groups. It has also highlighted the importance of persistence and adaptability when implementing change in complex organisational environments.

In conclusion, the mechanisms developed through this work have contributed to a more structured, transparent, and strategically aligned approach to education commissioning. While there is still a need for ongoing evaluation and refinement, this work represents a clear move towards embedding workforce planning within decision‑making processes. Ultimately, this supports better use of limited resources and helps ensure that education commissioning activity is aligned to both current service needs and future workforce priorities. Despite the progress demonstrated, it is important to acknowledge that workforce planning capability remains an evolving area within the organisation. Limitations relating to data quality, stakeholder engagement, and organisational culture continue to present challenges. This highlights that the development of strategic workforce planning is not a linear process, but one that requires ongoing evaluation, adaptation and leadership to sustain long-term improvement.
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