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The devolution of HR responsibilities to line managers is a well- established and widely studied concept across various industries, both private and public. Over the past several decades, this process has evolved alongside HR departments’ move towards a more strategic and complex focus. The study aimed to assess the relevance and implementation of this devolution within the Welsh Ambulance Services University NHS Trust (WAST). 
The research began with a literature review to establish a foundation for the study. A qualitative approach was then adopted, utilising purposive sampling to conduct the interviews, with HR representatives and line managers, providing a holistic perspective on the concept. Data was manually analysed through thematic analysis, where interviews were coded, and themes and sub-themes were developed, aligned to the AMO framework. 
Key findings revealed that this devolution is present within WAST but its success is questionable. Although there were positives to take away, factors such as limited time and capacity, insufficient training, communication challenges, perceived lack of support and an average strength HR system all contribute to this mixed perspective. Recommendations were made for WAST to enhance practices by focusing on the AMO framework, particularly on increasing resources that not only develop and support line managers but also strengthen the overall HR system strength. 
Keywords: devolution, AMO, support, LMs, PS, training, system strength
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1. [bookmark: _Toc178265251]Chapter 1 - Introduction

[bookmark: _Toc178265252]1.1 Organisational Background

The Welsh Ambulance Services University NHS Trust (WAST) is a public service entity of the National Health Service (NHS) here in Wales. They are responsible for the delivery of both planned and unplanned services to the patients of Wales, as well as providing advice and support to those accessing the well-known and highly accessed 111 service.  WAST is a 24/7, 365 days a year service that covers all urban and rural areas of Wales, serving a population of around three million. In total, the organisation employees around 4000 individuals with the majority of staff based within the Emergency Services. This is supported by hundreds of individuals working within the Non-Emergency Patient Transport Service, volunteer sector and the corporate and support service functions. All of which play an important role in the operation of the service. WAST is renowned for being one of the most clinically progressive services within the ambulance sector across the UK and is rapidly changing and developing their models of operation to improve the care that is provided to patients (Welsh Ambulance Services NHS Trust, 2024a). These developments are not only applicable to the patients, but there are many changes and improvements being made internally to focus on several other priorities, as recently published in their Integrated Medium-Term Plan (IMTP) for 2024-2027. These include but are not limited to, improving their staff’s workplace experience with a focus particularly on, Culture, Capacity and Capability and delivering exceptional value and sustainability (WAST, 2024b). 
[bookmark: _Toc178265253]1.2 Rationale for the study

The dissertation explores the relationship between Human Resources (HR) and Line Managers (LMs), focusing on how this impacts line manager’s ability to implement HR practices within WAST. The researcher has analysed the perception that HR and LMs have of each other’s roles through the lens of the Ability, Motivation and Opportunity (AMO) Framework, adopting an approach much like many others.  It also investigates whether LMs in WAST, a public sector organisation, are equipped with the necessary skills and support across all three AMO areas to perform their roles effectively. 
It is widely recognised that the NHS throughout the UK is struggling, and these challenges are fully present in the NHS in Wales. Difficulties are being experienced with waiting lists, hospital handover delays, unmet targets as well as several workforce issues (BMA, 2024). As part of the wider NHS, WAST are having to manage and mitigate these challenges by undergoing some significant internal and external changes. As noted in their recent IMTP, they publicly emphasized their continued focus on the culture, capacity and capability of its workforce (WAST 2024b), therefore, now seems to be an ideal time to conduct a study that looks more closely at the duties of its LMs and the support services surrounding them.  
[bookmark: _Toc178265254]1.3 Background to the Study

Cascon-Periera and Valverde (2014) describes the devolution of HR responsibilities as the redistribution of personnel related tasks from HR specialists to LMs. Interest in this change emerged almost forty years ago, driven by changes in the external business environment that placed additional pressure on HR departments to provide support. This prompted a shift for HR from purely operational HR duties, to taking on a more strategic role. Consequently, LMs have been encouraged to adopt more of a hands-on approach to people management. With this, as their duties have increased and evolved, their views have also changed, with them not always being entirely positive (Kurdi-Nakra, Kou and Pak, 2022). 
The devolution of HR responsibilities has been considered by researchers in a variety of contexts and settings, such as within retail (Wei, 2024) and performance management (Savaneviciene and Stankeviciute, 2012) and on the contrary to this, some studies have even sought to disprove the concept of devolution (Fisher, Kinsey and Saundry 2017). However, a particularly relevant context for examining this devolution of duties is within the public sector, or even more specifically, the health service, and the consequential impact of this. Public sector HR departments are known to operate differently from the private sector by adopting more of a hierarchical approach to management (Townsend and Loudon, 2022), as well as having to contend with a variety of external pressures such as funding and government regulations, all of which have an influence on their operations (Rotea et al., 2023). These issues have been exacerbated since the Covid-19 pandemic which has permanently changed the way in which organisations run, this is also applicable to HR departments as they have had to adapt to new ways of working, such as managing remote/hybrid working, lack of agility and employee communication (Roy, 2024). 
[bookmark: _Toc178265255]1.4 Research Question 

Through conducting this study, the aim is to address the following research question: 
[bookmark: _Hlk178166713]An investigation into the role of line managers in effectively implementing HR practices within the Welsh Ambulance Services University NHS Trust: An Ability, Motivation and Opportunity (AMO) approach. 
[bookmark: _Toc178265256]1.5 Aims and Objectives

The principal aim of this study is undertake a critical investigation into the devolution of HR practices to LMs within WAST using the AMO framework. To successfully achieve this aim, both primary and secondary research has been conducted to effectively deliver the following research objectives: 
Objective 1: Investigate and identify the changing dynamic between the HR department and line manager role.
Objective 2: Evaluate the involvement of line managers in executing HR practices utilising the AMO framework. 
Objective 3: Explore the perception of both line managers and HR on each other’s roles and responsibilities in relation to performing HR practices within WAST.
Objective 4: Develop recommendations for WAST surrounding the future application of HR practices by line managers in the workplace, based on the AMO framework. 
[bookmark: _Toc178265257]1.6 Research Scope 

The research addresses the key factors that impact line manager’s ability, motivation and opportunity to implement HR practices within WAST. The study is within one organisation only, WAST and includes the perspectives of both HR representatives and LMs. 

[bookmark: _Toc178265258]1.7 Chapter Summary 

Chapter 1 introduces the study and provides context and rationale as to why the study has been chosen to be conducted. Here, the research question, aims and objectives will be clearly outlined. 
Chapter 2 describes the outcomes of the secondary research, through the means of a literature review. An analysis of the current evidence base will be delivered across topics such as, the devolution of HR practices to the LM, areas of the AMO framework, role conflict and HR system strength. The literature has been derived from a variety of sources, books, journal articles and websites. 
Chapter 3 explains the research methods and strategy used to deliver this study covering areas such as data collection and sampling, analysis, reliability and validity, limitations and ethical considerations. 
Chapter 4 covers the primary findings from the study, including the analysis of themes against specific areas of the AMO framework and HR system strength. Here, references to secondary research will also be included. 
Chapter 5 concludes the study, summarising and synthesizing the information found from the primary and secondary research against the research question, objectives and aims. From the conclusions drawn, a set of recommendations around the future application of HR practices in WAST have been devised, based around the AMO framework. This also includes recommendations for future research. 








2. [bookmark: _Toc178265259]Chapter 2 – Review of Literature 

An academic interest into the devolution of HR responsibilities to LMs spans many decades and through various areas of industry. However, despite a sizable evidence base, there is an interest to further contribute to this area of study and develop additional research that is relevant and fully informed. This chapter explores the scale of the devolution, the role of LMs and HR within the public sector, whether LMs have the ability, motivation and opportunity to enact such responsibilities, as well as the subsequent impact on organisations, their HR teams, the LMs and ultimately the employees. Research suggests that if improving workplace outcomes is placed on the agenda for any organisation, then they should look to continually recognise and assess how LMs are implementing HR functions (Sikora, Ferris and Iddekinge, 2015)
[bookmark: _Toc178265260]2.1 The Role of The Line Manager & Human Resources 

People management has historically been an aspect of being a line manager, however with the move from HR to Human Resource Management (HRM), came the notion that the management of people should be further integrated with line management and subsequently the expansion of their role and responsibilities (Savaneviciene and Stankeviciute, 2012). The body of knowledge unanimously suggests that the LMs role in implementing HR practices in the operational space is crucial, which is also reflected in healthcare organisations (Wolffgramm, Bucker and Van der Heijden, 2022). Their vital involvement is supported by TUC (2019) who emphasise that they enhance the working environment but to ensure that they are able to do so, they need, time, support and training. However, it has been argued that through the devolution, a level of disparity and inconsistency has been created in both their approach to HR and the intended outcomes (Savaneviciene and Stankeviciute, 2012). 
Aligning such practices to the LM implies that the resulting role of HR members has also changed, taking on new titles of ‘advisor’ and ‘service provider’ (Nehles et al., 2006). With both parties having a new focus and direction, it suggests that this may have impacted their relationship as they do not fully understand or appreciate each other’s roles. The literature revealed that the absence of partnership working has existed for many years and although in principle, having advisors and experts working alongside LMs, should work effectively, it is known to promote friction and impact the achievement of overall organisational objectives (Op de Beeck, Wynen and Hondeghem, 2015). 
[bookmark: _Toc178265261]2.2 HR Within the Public Sector 

Op de Beeck, Wynen and Hondeghem (2015) previously identified areas of concern surrounding the effectiveness of the individual roles of both HR and LMs as well as how they work collaboratively. For this study, it is essential to consider these concerns within the context of both the wider public sector as well as the health sector specifically. Within the public sector, devolution has created challenges surrounding the shared responsibilities of HR professionals and LMs when needing to successfully deliver objectives. Public sector employees have had to manage various challenges and changes over the years such as cost-cutting exercises, government regulations, increasing expectations and performance-based measures, all alongside the COVID-19 pandemic (Rotea et al., 2023). The public sector tends to follow more of a hierarchical approach to line management which is widely viewed as outdated and known to hinder the development of a positive and open working environment (Townsend and Loudoun, 2022). The notable areas of concern have been identified as the increase in the volume and type of tasks they are required to conduct, with tasks such as decision making around recruitment, appraisals, absence monitoring and informal discussions being allocated to LMs (Wolffgramm, Bucker and Van der Heijden, 2022). 
These concerns are accurately reflected in the results of a recent study into the Police Service where it was found that LMs are spending three hours a day on HR related tasks, which for some is almost half of their working day (Townsend and Loudoun, 2022). In addition to this, they were found to be inadequately supported. These challenges are similarly present in the NHS setting where this devolution has become a proven phenomenon (Cascon-Pereira and Valverde, 2014). The HR function is an integral segment of the health service as it is primarily based around the functioning of employees and what skills and abilities they have to offer (Rotea et al., 2023) and LMs have a key link between HR policy and practices implemented in the workplace (Kilroy, Dundon and Townsend, 2022). 
[bookmark: _Toc178265262]2.3 The Devolution of HR Practices to The Line Manager

HRM has been described by many as having been on quite an evolutionary journey, having developed from the earlier defined principles of HR, where many tasks all fell to the responsibility of specific HR departments. This evolution transformed HR into a dynamic and demanding field, involving not only HR specialists but also a wide range of stakeholders, particularly LMs. This evolutionary journey has not only changed the environment that LMs find themselves working within, but the requirements and responsibilities expected of them within their roles (Kurdi-Nakra, Kou and Pak, 2022). It is felt by some that by giving LMs increased responsibilities in terms of people management, is an unfair practice that allows HR to focus on other organisational objectives, such as strategic HRM, subsequently acting more in an advisory capacity (Teague and Roche, 2012). The allocation of remaining tasks to HR departments has been found to be based on how complex or specialised they are with Hassan, Trullen and Valvarde (2024) suggesting that they will be inclined to retain their decision-making responsibilities. 
This shift in focus is supported by Bos-Nehles (2010) who states that strategic HRM was one of the main developments within the HRM field that prompted the delegation of duties to LMs. This subsequently resulted in operational responsibilities being of a lesser priority to HR teams and being allocated to LMs, with LMs being described as ‘implementers of human resources policy and practice’ (Hassan, Trullen and Valverde, 2024). It is unclear whether this devolution of practices is commonly accepted by managers or something that they have had to accept has morphed into their roles. According to Savaneviciene and Stankeviciute (2012), LMs have four specific areas of involvement: implementing, enacting, leading and controlling. Implementing refers to putting HRM policies in place, how they use policy refers to enacting, leading is how they influence employees and controlling relates to behaviour of employees. These four areas are essential in shaping the application of HR practices and the overall performance of the company. Alongside these four areas, Bos-Nehles (2010) stresses the importance of distinguishing between the ‘what’ which describes the content of the practices and the ‘how’, in which way the process is delivered. 
Many advantages of this shift in duties were proposed, for example, local managers having the ability to respond quickly, fostering good working relationships with employees and aiding the development of future senior managers. However, consequentially, adopting practices to suit the local environment has created a level of variability within organisations (Kurdi-Nakra and Pak, 2023). Offering a different perspective, Rimi et al. (2017) share that providing LMs with enough autonomy creates a higher level of organisational effectiveness, as they know the individuals the best, although it is stressed that this must be in collaboration with HR managers. There are evidently mixed perspectives as to whether public organisations should be devolving to the line in order to avoid this variability and create uniformity, but a recent study shows that this has not impacted the devolution, with public sector organisations demonstrating higher levels of devolution than private (Trullen et al., 2024). 
[bookmark: _Toc178265263]2.4 Ability, Motivation and Opportunity (AMO) Framework 

The AMO framework has successfully been utilised in exploring different areas of HRM such as the management of employees’ performance by LMs (Van Waeyenberg and Decramer, 2018) and more recently, how it can develop a learning organisational culture in areas such as knowledge sharing (Naqshbandi, Meeran and Mughal, 2024). The benefit of the model is that it can clearly identify areas for improvement to inform future decisions and initiatives (Naqshbandi, Meeran and Mughal, 2024). Thus, supporting its continued use within this area of research, using data to join HR theory and its application within the real world (Bos-Nehles et al., 2023). 
[bookmark: _Toc178265264]2.4.1 Ability

Skills and Competencies 
Formally, ability refers to the capability of an individual to perform a task, and in the context of LMs and HR, it relates to whether they have the necessary skills, knowledge and competencies to be able to effectively implement these functions. A study by People Management (2022) showed that 77% of NHS managers, HR professionals and Union Representatives believe LMs are not equipped to resolve difficult issues. For anyone carrying out a line management role, new or existing, it is fundamental that they demonstrate the relevant competencies which also includes mechanisms of continuing professional development and training. This is stressed by Nosheen (2024) who expressed that ‘NHS Managers need support, investment and leadership training to enable them to perform’’. There should not be an expectation on individuals to deliver these practices without the opportunity to develop their existing skill set through training, development and awareness. This is supported by a report published by CIPD (2023) which strongly emphasised the importance of equipping managers with the right skills to manage and develop their employees along with highlighting the detrimental effect on employees such as unsupported development, experiencing unfair and inconsistent treatment and provided with a lack of knowledge, should these skills be absent (IOSH Magazine, 2023). 
Various studies have shown many LMs lack training, a HR background and the correct expertise to be able to carry out these roles. Some have argued that in order to address those with a skill gap, the impact of their ability on both the employee and the overall organisation must be understood (Sikora, Ferris and Van Iddekinge, 2015).  It has been demonstrated that some managers welcome training in areas relating to HR practices, however pitching it at the right level was an important factor for consideration. Within any organisation there will be a range of different experience and qualifications, therefore it is suggested by Conway and Monks (2010) that a ‘one size fits all’ approach is not adopted. Delivery of training through different methods is supported by Nehles et al. (2006) however, in order to prevent skill decay, it is emphasised that it must be continual. With advancements in technology this presents new and improved opportunities for LMs and others to learn through mechanisms such as e-learning and to reap the benefits that this offers (Piwowar‑Sulej et al., 2023). Mechanisms such as peer to peer learning could also be utilised in conjunction with other levels of support, with those engaging in peer-to-peer support, reporting improvements in manager practice as it gave clarity, practical advice and confidence (Manchester Metropolitan University, no date). 
Autonomy 
Alongside possessing the correct skills to be able to implement HR practices, LMs must have the autonomy to enact these skills. As identified earlier by (Hassan, Trullen and Valverde, 2024) LMs are often viewed as the implementer of HR policies due to lines of accountability, authority and differing levels of decision making. However, more recently, the theme of managerial discretion has arisen. Lopez-Cotarelo (2018) filled a gap in the evidence base by exploring managerial discretion in middle managers as opposed to much of the pre-existing research, which explores discretion in executive levels. The study proposed the interesting questions of whether LMs have the choice over whether to implement policy, which policies to enact and how consistently to apply them. An important insight from the study was that to ensure effective HRM implementation, specific areas for managerial discretion would be advantageous. This is acknowledged by Wei (2023) who notes the advantages of discretion for areas such as contract arrangements and working hours, however the level and appropriateness of managers discretion is questionable, presenting the issue of consistency and equity across organisations. 
To be able to exercise autonomy, an adequate support system for those making decisions needs to be present. Within the support system, Currie and Spyridonidis (2024) suggest that there needs to be a constructive relationship between both parties that have different levels of autonomy in order to be effective.  Support does not only refer to a physical presence of a member of a HR team but strong policies and procedures (Bos-Nehles, 2010). The importance of support was recently illustrated in a report developed by CIPD (2023) which found that around 20% of LMs thought the support they received was inadequate. Providing LMs with sufficient support is advantageous as it has been found to build their autonomy and confidence but also remove any instances of individual bias and interpretation. Without this, Bos-Nehles (2010) expresses that this could result in the workforce being ineffectively managed. 
[bookmark: _Toc178265265]2.4.2 Motivation

Autonomy links closely to motivation and the literature demonstrates that generally the more motivated individuals are, the more autonomous they are and when they have the ability to make their own decisions, they tend to be more accountable. However controversially, alternative research suggests that the more competent an individual is, the lower their motivation as they often tend to place their motivation on other more valuable tasks (Vo, Tuliao and Chen, 2022). Motivation can be simply categorised into two different areas, intrinsic and extrinsic and this has been explored by Bos-Nehles (2020) in relation to LMs implementation of HR practices. Intrinsic motivation is where an individual’s behaviour is impacted by finding a task rewarding and enjoyable whereas extrinsic refers to being influenced by the notion of receiving a reward or to avoid punishment, although it is important to note that the two can also often interlink (Cherry, 2023). Falk (2023) argues that intrinsic motivation is the more powerful of the two as it allows individuals to naturally perform at their best. In contrast, it has limited impact as its effectiveness and appeal is likely to decrease over time. 
Having the ability to implement HR practices is significant but alongside this, they must be motivated to deliver. Motivation within the workplace is integral to the future success of organisations and the productivity and efficiency of their employees. Conway and Monks (2010) emphasise that LMs having belief in the value of their involvement is one of the three factors that are critical to their involvement in HR. Through the devolution of HR practices to LMs, many have been expected to deliver these practices rather than there being a choice, which may have resulted in some displaying an element of reluctance as it does not also contribute towards their own personal goals. With this reluctance, Trullen et al. (2016) feel that HR responsibilities will suffer as short-term operational actions are allocated a higher priority as some individuals feel that the practices are irrelevant and unhelpful bureaucracy. This perspective is contested by Bos-Nehles (2010) who feels strongly that LMs should be willing to take on HR duties without reluctance. 
It is suggested by Trullen et al. (2016) that HR practices should be framed in a way that is attractive to managers to get involved. However, being responsible for administrative tasks that are often repetitive can impact LMs motivation. If there is a sense of acceptance, this may result in greater HR responsibility (Op de Beeck, Wynen and Hondeghem, 2015). 
[bookmark: _Toc178265266]2.4.3 Opportunity 

Many researchers have identified that both volume and type of task plays a significant role in how the tasks are handled. It was found that if time was taken up by routine administration tasks, it left LMs with less opportunity to be able to focus on the more individual, rare and complex tasks which subsequently leaves them under significant time pressure (Bos-Nehles, 2010). With practice and regular implementation of the more complex tasks comes more opportunity to be able to complete HRM related practices successfully. Within the healthcare setting, it is often found that LMs delegate HR responsibilities such as co-ordination and allocation of tasks to their subordinates. In a survey conducted by CIPD (2023), it was revealed that managers need not only more support but more time. However, there were some positive indications that some felt they were adequately supported in both areas to carry out their people management responsibilities with half of respondents confirming they received enough support via training and information as well as sufficient time.  
Having plentiful opportunities to deliver these tasks, is not only impacted by time but also the impact of geographical location on accessing and managing staff. This not only refers to having the opportunity to travel long distances and be on site with staff but also the impact of remote/hybrid working. During the COVID-19 pandemic, many employers were required to enforce remote working, however following the end of such restrictions, remote working or at least hybrid working has remained for many. While this may be seen as a positive change for many, it’s impact on line manager’s opportunity may not be so favourable. A study conducted by Guttierrez-Crocco, Martin-Caballero and Godoy (2024), revealed that many LMs valued remote work, as it saves travel time and provides additional time to complete follow up work. However, the above study also demonstrated the downsides of remote work and since the introduction of Microsoft Teams, the volume of meetings, calls and messages multiplied dramatically, thus hindering their time and performance to conduct other important duties. In contrast with this, some organisations have witnessed a reduction in pre-arranged meetings but an increase in messages and instant messages (Yang et al, 2021), although all constitute as instances of interaction that require a response or action. All of the issues discussed are foreseen by People Management (2022) as having an impact on how people management policies are implemented and developed in the future.  
With overloaded schedules, this leaves LMs with limited opportunities to have face to face interactions and meaningful conversations with employees as well as potentially impacting their ability to exercise autonomy. Alongside their decreasing opportunities to engage with employees, is their restricted opportunities to interact and seek support from HR colleagues. This drawback can also be applied for HR teams and their opportunities to engage with employees, staff and ensure effective communication and support from the department (Haque, 2023). These difficulties are also acknowledged by Exude (2023) but instead highlights the opportunities they present for LMs and HR teams. It suggests that it is an ideal time to introduce new communication and collaboration methods, develop online training sessions, establish channels for feedback and utilise technology to streamline processes (Ventures, 2023). The challenges experienced with physical distance is not solely applicable to remote workers but organisations such as the police and emergency services where staff can be based across a wide range of geographical locations. Unfortunately, this physical distance is said to create a barrier in developing a cohesive organisational culture and a sense of belonging (Haque, 2023).  
A prevalent and well-known notion used to describe the level of governance within an organisation, particularly within the public sector, is ‘red tape’. It is also often described as bureaucracy and although it is known to increase time spent on activities and compress creativity, it’s importance must not bypassed, especially in complex systems such as the health service. It helps to manage risk, keep patients safe and provide a consistent level of care (Department of Health and Social Care, 2020). Although some bureaucracy is there to serve a purpose, Op de Beeck, Wynen and Hondeghem (2015) suggest that being faced with this can inhibit an individual’s ability and opportunity to apply and utilise HR practices freely and with managers discretion. Personnel red tape is pertinent here as it has the interests of employees at the centre and could refer to examples such as significant amounts of paperwork, unnecessary rules and guidelines, unjustifiable delays and formal processes which often cause much frustration for all stakeholders (Op de Beeck, Wynen and Hondeghem, 2015). Similar feelings of frustration were reflected in a study conducted by the University of Central Lancashire, with 72% of respondents confirming that disciplinary and grievances result in them being ‘bogged down’ in lengthy procedures (People Management, 2022). Nosheen (2024) suggests that the reason for this is that due to the NHS being under-managed, this subsequently increases the bureaucracy that falls on professionals working within this sector (Nosheen, 2024). The main bureaucratic problems felt by those in the health sector have been summarised by the Department of Health and Social Care (2020) as; time consuming processes and information management, duplicative requests, out of date legislation, overly complex regulation, lengthy appraisals and mandatory training. 
[bookmark: _Toc178265267]2.5 Role Conflict 

A consistent theme arising from all three strands of the AMO framework is role conflict. Role conflict refers to the conflict between an individual’s primary role, whether that be a clinician, call taker, corporate manager and their secondary role of being a line manager. This concept is seen within both the public and private sector and for many, this combination of two roles can often cause, conflict, confusion and challenges (Kirchhoff and Karlsson, 2019). Managers play a pivotal role in the day-to-day operations, covering a wide range of demands whether that be providing healthcare, monitoring performance or managing patients Nosheen (2024). A study by McConville (2006) explored role conflict in three public sector organisations which demonstrated that managers felt like ‘piggy in the middle’ between their directives from senior members of staff and the demands and problems of their staff. However, in contrast with this, other studies illustrated that LMs positively received their HR duties (Teague and Roche, 2012) 
It is important to note that role conflict is one of the primary reasons for work related stress and poor job satisfaction within the healthcare setting (Kirchoff and Karlsson, 2019). This is reinforced by Mwakyusa and Mcharo (2024) who confirm that role conflict contributes towards confusion and employee stress. If a lack of clarity is present regarding job expectations and their responsibilities, it can also impact decision making, work-life balance and organisational culture. This is emphasised by both Stanley (2006) and Nosheen (2024) who express the importance of clinical staff having the ability to carry out their roles and not be saturated with administrative and business tasks, allowing them the time to be able to focus on the other areas of their role. However, by focusing more on the professional element of their roles as opposed to their roles as managers in order to cope with role conflict, presents potential problems for their direct employees (Kirchoff and Karlsson, 2019).
It was revealed that many experience an exceptional amount of ambiguity regarding their role and felt that the boundaries between managers and staff had become very unclear and blurred. Some of the reasons found for this ambiguity are vague wording of job descriptions, LMs unfamiliarity with newly devolved HR tasks or the absence of up to date and useful HR policies. For some, this may only happen at the beginning of the line management journey but for others, clarity may never be received (Wolffgramm, Bucker, and Van der Heijden, 2022). Not only do LMs have to contend with this ambiguity but also the increasing expectations of staff following the pandemic with Mancini (2024) sharing that employee expectations will be higher than ever in 2024 with many wanting to express their voice. 
Contrary to the above perspectives on role conflict and the associated difficulties for LMs, are the insights of Van Waeyenberg and Decramer (2018) who firstly suggest that the role conflict diminishes as LMs become more tenured and secondly, that both an individual’s professional role and managerial role could be combined with little difficulty. 
[bookmark: _Toc178265268]2.6 HR System Strength

For any line manager who is implementing HR practices and seeking to maximise their AMO, it is essential for them to be surrounded by a strong, supportive HR environment. Underpinning many strands of research today, is Ostroff and Bowen’s (2016) definition of a strong HRM system, which is a system that is coherent, salient, distinctive, visible and has understandable principles. To provide further clarification, this includes the visibility of HR, HR practices and procedures that are easily understood, can be practically applied, are relevant to their daily work as well consistent messaging sent over time (Heffernan et al, 2022). 
When considering HR system strength, it is said that if information sharing amongst individuals is effective, it will build trust and respect between different parties and subsequently encourage positive feelings surrounding equity and fairness within an organisation (Sanders et al., 2024) They conclude that until all of these principles are present and executed correctly, no positive impact will be witnessed between HR and performance as is it has a direct impact on organisational outcomes and employee expectations (Heffernan et al., 2022). Meier-Barthold, Biemann and Alfes, (2022) suggest that a line manager’s perception of the practices that are in place, can often be vastly different which means that the system strength is poor. They also place emphasis on the importance of communication amongst HR and LMs and the way in which they will perceive their duties. Strong internal communication structures allow relationships to be built and sustained. Communication facilitates dialogue between managers and employees and is not only important between LMs and HR but LMs and their employees as it is the responsibility of LMs to communicate the vision and values of the company as well as conveying any information relating to them personally and their role (Ndlovu, Quaye and Saini, 2021). Not only do LMs need to have conversations such as these but they also have to engage in the not so pleasant conversations and despite evidence of organisations placing greater emphasis on training their managers to deal with ‘difficult conversations’ (Saundry et al., 2016), a recent survey of CIPD members revealed that just half of ‘senior leaders’ were ‘very’ or ‘somewhat effective’ in ‘managing difficult conversations (Fisher, Kinsey and Saundry, 2017). 
Leaders have always been key in relation to the implementation of HR policies and practices and it suggested that the role of senior management is particularly important in providing assurance to employees but to also support and direct other managers. If all managers/HR representatives are providing staff with the same consistent messaging, it will help foster a stronger organisational culture and improve organisational performance (Ostroff and Bown, 2016), A study by Diaz- Fernandez, Lopez-Cabrales and Valle-Cabrera (2020) provided validation that there are groups of organisations who do not highly rate their HR systems very highly and felt that all organisations would benefit from obtaining information about their HR system, the processes involved and the outcomes being produced. 
[bookmark: _Toc178265269]2.7 Concluding Summary 

To conclude, LMs have played a critical role in the implementation of HR practices for many years, although the extent of their involvement has evidently increased. This is a result of various extenuating factors such as the shift towards HRM, the changing external environment in both the private and public sector, increasing expectations as well as a drive towards improved organisational performance. However, from the literature explored, how successful this devolution of responsibilities is queried with research indicating that these new roles have not been met and individuals have been found to be neither capable nor motivated (Nehles et al., 2006). It is said that there are many factors for consideration that will determine the level of success, these include, but are not limited to, their level of autonomy to make decisions, available support, perception of allocated tasks, leadership style and motivation to deliver. Each organisation’s setting is different and presents individual characteristics and challenges and these need to be considered when exploring the impact of the devolution onto LMs (Bos-Nehles, 2010). 


3. [bookmark: _Toc178265270]Chapter 3 - Research Methods

[bookmark: _Toc178265271]3.1 Introduction

The purpose of this chapter is to provide an explanation and understanding into the methodological decisions applied in this qualitative study into the role of LMs implementing HR practices within WAST, with a particular focus on the ability, motivation and opportunity framework. All elements of the methodology allowed for an in-depth exploration into this area of interest, and this is discussed at length within this chapter. This chapter covers the study’s primary components: setting, data collection methods and approach, ethical considerations, data analysis and limitations. 
[bookmark: _Toc178265272]3.2 Research Question

This study aimed to provide an evaluation in relation to the following research question: 
An investigation into the role of line managers in effectively implementing HR practices within the Welsh Ambulance Services University NHS Trust: An ability, motivation and opportunity (AMO) approach. 
[bookmark: _Toc178265273]3.3 The Philosophy Behind the Research Methodology 

The research paradigm that was best adopted for this study is aligned to the interpretivist approach as it focuses on exploring individual’s subjective meanings, interpretations and experiences. This design generally involves interviews, data collection methods such as open-ended questions and an analysis approach such as thematic analysis (Jansen, 2023). 
[bookmark: _Toc178265274]3.3.1 Research Onion Model 

‘The Research Onion’ model developed by Saunders depicts the different levels (layers) of research design, in relation to the methodology element. It consists of six primary layers: Research philosophy, approach to theory development, methodological choice, strategy, time horizons and techniques and procedures (Phair and Warren, 2021). Following this concept is said to create a strong foundation for coherent and justifiable research by developing a step-by-step approach (Melnikovas, 2018). It is a credible and widely adopted model and is often illustrated through the image included below: 
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Figure 1 – Research Onion (Saunders, Lewis and Thornhill, 2019)
Each layer of the research onion that has been applied within this study is highlighted above on Figure 1 and is incorporated within the research strategy detailed below. 
[bookmark: _Toc178265275]3.4 Research Strategy 

[bookmark: _Toc178265276]3.4.1 Setting

The study took place within WAST, a national emergency service based within Wales, United Kingdom. This organisation was selected due to the researcher being an employee. 
[bookmark: _Toc178265277]3.4.2 Data Collection

Based upon the evidence base and their chosen approaches in similar studies, a single method of data collection was selected, which was adopting a qualitative approach. Utilising a single approach, is also referred to as the mono method (Phair and Warren, 2021) and deemed more suitable for this area of research and answering the research question and its primary aims and objectives (Sullivan and Sargeant, 2011) Qualitative methods can confidently be used independently of any other methods and are more appropriate for generating hypotheses as opposed to testing hypotheses, which is reflective of the chosen research question and its associated objectives. Qualitative research is beneficial in enabling the researcher to understand the how and why, and where an explanation is required rather than a yes or no answer.  They are perceived as easier to design and less reliant on sample size. However, it can often be more time intensive and difficult to make generalisations as it is more specific to the setting being explored (Sullivan and Sargeant, 2011).
This will follow a cross-sectional approach, collecting the data from a group of individuals at a single point in time as opposed to over numerous points in time. This is recognised as the best method when managing both financial and time constraints as it allows for data on many variables to be collected at one time, which can be extremely useful when developing an in- depth research study such as this (Wang and Cheng, 2020). However, when considering its weaknesses, the cross- sectional approach is not representative of changing behaviours and feelings over a period of time. This may mean that the data collected, might not fully provide an accurate representation and could be subject to biases. Nonetheless, strategies to overcome these biases have been considered throughout (Setia, 2016). 
[bookmark: _Toc178265278]3.4.3 Data Collection Approach

To mitigate any risk of a lack of openness from participants in a group setting and to enable a true and honest perspective to be received, one – to – one semi structured interviews were conducted. Within the research onion model (Saunders et al., 2007), interviews are described as a form of survey.  A group of preset open-ended questions were developed beforehand, centred around the key themes identified within the literature review and each question was selected dependant on the answer to the previous question. The type of question also varied slightly, due to the participants being in different roles within the organisation. However, towards the end of the interview, the researcher confirmed that all primary areas had been covered, and if not, this would subsequently be addressed. Often a popular choice within healthcare research (Jamshed, 2014), selecting this type of interview proved effective in creating a strong level of fluidity within the direction of the discussion and decreased the level of formality, which resulted in an opportunity for a meaningful discussion to take place (Biggam, 2021). It was particularly important to remain objective throughout and continually demonstrate an awareness of subconscious bias as not to influence or interpret the responses in a particular way (Alshengeeti, 2014). This was specifically focused here, due to the researcher being employed by the organisation.
Following a discussion with a senior member of the workforce team regarding the nature of the study and the types of questions that would be asked, the first interview conducted was used to pilot the format of the primary research. This was an integral step and although it was solely one interview, it not only allowed for the questions to be evaluated, any flaws to be identified but to learn as a researcher how to improve the format of the interview to ensure effective communication of the questions for the next set of interviews (Majid et al., 2017). These benefits of conducting a pilot interview are further supported by Muasya and Mulwa (2023) who add that it is another mechanism of enhancing the reliability and validity of the data that is then collected from the main study. 
The interviews were conducted via Microsoft Teams, a practical option that was accessible to all. This increased the availability of staff and reduced the need for travel time as well as having to arrange a suitable and private location to conduct the interviews, a task which can often be challenging. All interviews were conducted on a date and time that was suitable for the participant.  Each interview was recorded using the function within Microsoft Teams meetings which negated the need to take notes during the meeting and ensured full focus and engagement. Following completion of the data collection, all interviews were transcribed following a denaturalised approach which has removed all noises and inferences in speech. Adoption of such an approach ensured that both the author and the participant would ideally have the same view of what was said (Nascimento and Steinbruch, 2019). Each transcript was then shared with the individual participant to ensure accuracy and to demonstrate their agreement with the content of the interview. This was an additional mechanism of minimising bias in the qualitative research.  

[bookmark: _Toc178265279]3.4.4 Sampling

WAST employees thousands of individuals across Wales, based within either corporate, patient facing or non-patient facing roles. To ensure a holistic, non-bias and well-rounded perspective, the interviews took place with a variety of LMs from WAST’s Operations Department, corporate teams, as well as including representatives from the PS (HR) department. Selecting this sample, aimed to contribute towards developing a well-balanced perspective of the organisation as a whole, rather than focusing on one area of operation. Also allowing for any significant differences in opinions between staff groups to be noted. Once approval was gained, a number of suggested potential participants were contacted via email, to determine their interest to participate in the study (see Appendix i). 
This can be described as a purposive sampling strategy, with participants selected based upon how best they could relate to the research question and their potential level of contribution that would further the understanding of the subject area (Sargeant, 2012). It also enables specific individuals to be contacted who offer a range of experiences and views regarding the issues and topics in question and whose views would be particularly important to be included in the study (Campbell et al., 2020).  Purposive sampling is often used in qualitative research to identify and select information rich cases, and the most effective use of limited resources (Palinkas, 2015). It is also applicable where a small sample of individuals are involved, which reflects this study’s chosen small sample size of twelve. This figure was chosen, as according to the advice of Subedi (2021) it is not often easy to determine the exact adequate number of participants, however there needed to be a fair representation of the different staff groups and consideration of the time limitations of the study.  This form of research is often referred to as inductive as opposed to deductive as it is based around exploring different areas of interest and creating theories upon the data collected (Delve, 2024). 



[bookmark: _Toc178265280]3.4.5 Data Analysis 

Coding of all twelve transcripts was completed following the two-week interview period, and after each interview, key themes were noted to allow for any amendments to be made to the next group of interviewees. The next step in the process was thematic analysis via coding. Thematic Analysis is a widely used and popular method used in qualitative studies, which involves systematically identifying, organising and offering insight into patterns of the data, particularly looking at meaning. Its popularity is due to it being extremely flexible, accessible to all and its ability to draw out themes that are relevant to the specific research questions. It enabled meaningful insights to be gathered from the data, particularly, in relation to areas of the AMO framework (Braun and Clarke, 2012). In addition to the benefits provided by Braun and Clarke (2012), Thematic (2024) shared that it is particularly useful when using open-ended questions and being used by different people with varying levels of experience. 
Each transcript was initially reviewed to gain a primary set of basic codes and following this, beginning with transcript one, each line of the transcript was explored, and codes assigned to the most prevalent information. A manual approach was adopted by the researcher as opposed to utilising computer assisted qualitative data software such as NVivo. Although the advice of Gibbs (2018) is that coding is ideally done by using software, he too has utilised the manual coding process, as access to software is more of a recent addition to data analysis. Admittedly, computer aided coding is less tedious, however, it does not remove the requirement to consider and generate codes, reject and replace them much like the steps in manual coding (Basit, 2003). Aligned with the overall research methodology, an inductive approach to coding was applied in creating the set of codes, this is also another strategy of minimising bias. A theme is then revealed when there is meaning derived from different findings and there are multiple occurrences of the same topic (Thematic, 2024). This process was integral to the data analysis as it allowed for a true understanding of the depth, content and complexity of the data that had been collected. 
[bookmark: _Toc178265281]3.5 Reliability and Validity 

Reliability and validity refer to how accurately the findings reflect the data, and the consistency of the procedures adopted. All steps of the research strategy aimed to ensue trustworthiness of the study and provide a sound level of assurance that not only the data collected but the study, is reliable and credible. Noble and Smith (2015) suggest that qualitative research is often subject to critique, with insufficient justification provided for the data collection methods used, resulting in it being more subject to researcher bias. 
They also recommend using alternative strategies in qualitative studies to ensure reliability and validity. These include accounting for potential personal biases, acknowledging and managing biases in general, incorporating detail heavy verbatim descriptions of participants interactions, providing clarity in data analysis and inviting participants to review and comment on the final transcript. All of which have been adopted into this empirical study. To ensure data accuracy, full transcriptions have been shared with each participant and are available to read in Appendix x.  Biases have been considered throughout as well as mitigating actions and these are further discussed within the limitations area of this chapter. 
By demonstrating reliability and validity, it provides a good basis for not only future research into this area but when providing the organisation with recommendations surrounding LMs application of HR practices (Ahmed, 2024). 
[bookmark: _Toc178265282]3.6 Ethical Considerations

To obtain approval to deliver the study, three essential steps were required to be followed. Firstly, seeking advice from WAST’s internal research and innovation department. Secondly, seeking permission from the Trust and finally getting ethical clearance from the University of Wales Trinity St David (UWTSD). Not only was it imperative to gain approval from the organisation that the study was based around but to follow UWTSD’s Research Ethics & Integrity Code of Practice (2022). The purpose of following this is to ensure that the research conducted is based upon strong social, environmental and ethical principles and to maintain research integrity throughout (UWTSD, 2022).
Permission from the organisation was granted and confirmed via email following a meeting with the Head of People Services. All potential participants were contacted via email along with the addition of an information pack which can be found in Appendix ii. Should an individual be willing to participate, a consent form was shared and signed and returned by means of email (Appendix iii). Qualitative studies present different ethical considerations as they provide an in-depth level of detail regarding personal experiences and are sometimes accessed in an individual’s current place of work. The main issues with this are confidentiality, privacy and secure storage of information (UK Statistics Authority, 2022). Therefore, to provide assurance that all three issues had been considered, a number of actions were taken. 
Action 1 - Meeting invites were marked as private, to guarantee that participants could not be linked to the study.
Action 2 - All identifiable and confidential information was removed from the transcription with participants assured that complete anonymity and confidentiality would be applied. 
Action 3 - In line with DPA18 guidelines, all participants were allocated a unique ID number, and one record of names and participant ID numbers was created for the researcher.
Action 4 - All data was stored within the cloud and no additional hardware or memory devices were used. 
Action 5 - Prior to completion of the transcription, all participants had access to their own recording and following this all video and audio recordings were permanently deleted. 
[bookmark: _Toc178265283]3.7 Limitations 

The limitations of the selected research methods are detailed below, along with the actions taken to mitigate the limitation: 
1. As confirmed by Subedi (2021), determining an appropriate sample size can be difficult, and a sample size of twelve might be seen as insufficient to represent an organisation with thousands of employees. However, despite the relatively small sample size, it was a purposive sample that included a diverse cross section of staff groups. This allowed for a detailed thematic analysis with identifiable commonalities being able to be established, all while working to strict time and resource constraints. 
2. As only one organisation was explored, there is the inability to create generalisations wider than that area of operation. In this case, only exploring one organisation was valid due to time constraints and access to information. Despite not being able to create generalisations wider than this area, the data is comparable to the secondary research within the literature review. Additionally, it allows for a much more in depth understanding of the organisation and the development of improved and specific organisational recommendations to work from in the future (Layton, 2023). 
3. The collection of qualitative data can often be challenging, not only through the cleansing and transcribing of data but in terms of analysis. Transcriptions are time intensive and due to working under strict time constraints, a simplified level of transcription was conducted that did not include non-verbal behaviour and speech. Acknowledging this, could have been avoided by opting to use software analysis, Basit (2023) confirmed that both approaches still require an element of code generation. In addition to this, manual coding limited the opportunity for bias and provided a true reflection of the data. 
4. Biggam (2021) queried whether the researcher can remain objective when interviewing colleagues where they work and having pre-conceived ideas and biases in the subject area of interest. Exploring an area of research within a place of employment provided easy access to the researcher but to ensure bias was avoided, an inductive method of research was adopted. As suggested by Noble and Smith (2015), as an additional mechanism of avoiding bias, transcriptions were reviewed by the participant to guarantee complete accuracy of the data. 
3.8 [bookmark: _Toc178265284]Concluding Summary 

The research methods chapter aims to provide the detail surrounding the methods used to enable the research question to be explored and answered fully. It includes the data collection approaches and choices, the methods used, sampling, ethical considerations and data analysis to aid the findings and discussion element of the study. All of this is supported by justification for the methods adopted. Following this chapter, will be the findings and discussion which will provide the outcome and results of the study. 

[bookmark: _Toc178265285]4.Chapter 4 – Interview Findings: Description, Analysis and Synthesis 

4.1 [bookmark: _Toc178265286]Introduction
 
The purpose of this empirical study was to investigate the role of line manages in effectively implementing HR practices within WAST by adopting the AMO approach. Chapter 4 specifically aims to address research objective 3 which is to: 
Explore the perception of both line managers and HR on each other’s roles and responsibilities in relation to performing HR practices within WAST. 
It will outline the key qualitative insights that were gathered from the one-to-one interviews with twelve participants, consisting of two different groups of staff involved in implementing these practices: eight LMs and four PS representatives from across WAST (Appendix viii). The data collected was around specific areas of interest, in particular, the three areas of the AMO framework and the underpinning aspect of HR system strength. The data has been processed into themes and sub-themes as well as their relationships with other themes noted. This visual can be found in Appendix vi. The themes were then aligned to the relevant section to facilitate ease of understanding and structure of the report. The raw data which includes the coding (Appendix v), and original transcripts can be found in Appendix x along with the list of example interview questions (Appendix iv). 
The interview findings are presented in a logical and structured approach, following the sections of the AMO framework in order to create fluidity and clarity throughout the study, mirroring the structure of the literature review. Within each section of the framework, the individual themes will be presented theme by theme with analysis ongoing throughout. Some of the key quotes relating to themes 1-6 are displayed in tabular format and can be found in Appendix ix. Finally, the results and analysis will be compared against the secondary research from the literature review.  
WAST is an emergency service provider within NHS Wales, employing over 4000 employees across Wales, based within a variety of roles from patient facing to corporate functions. Being based within the public sector is highly influential to the way that the organisation is not only funded but how it is governed, operated and commissioned. A large number of LMs operate at various levels of seniority throughout the organisation and are supported by a relatively small PS (HR) team. WAST are an organisation who are continually striving to improve and develop their workforce and the services that are provided to the population of Wales (Welsh Ambulance Services, 2024a). Within WAST, HR are referred to as People Services (PS). 
4.2 [bookmark: _Toc178265287]Findings: Description, Analysis and Synthesis

The data collected was organised into ten primary themes, with the addition of sub themes to facilitate a clearer understanding of each main theme and these can be found in Appendix vii.
4.2.1 [bookmark: _Toc178265288]Themes and the Ability, Motivation and Opportunity Framework  

The table below (Figure 2) has been developed to capture the placement of each theme in relation to the relevant area of the AMO framework.  The fourth column of HR system strength underpins the functioning and success of all three areas. It is important to note that there are clear relationships between some themes (Appendix vi). Additionally, certain concepts may also be relevant in other areas of the framework. 
	ABILITY
	MOTIVATION
	OPPORTUNITY
	HR SYSTEM STRENGTH

	Developing Effective LMs 
	Cultivating Motivated LMs 
	Working within the complexities of a public sector organisation 
	


  Enhancing HR systems 

HR
Support 

	Establishing and Exercising Autonomy 
	
	Navigating the digital world and operating within a Pan Wales Service 
	

	Mastering Effective Communication & Relationship Building
	
	Improvement in Workload Efficiency* 
	



Figure 2 – Themes and AMO Framework
4.2.2 [bookmark: _Toc178265289]Participants Background 

Following the advice of Enago Academy (2019), the relevant participant characteristics; role and primary duties were captured during the interview and can be found in appendix viii. This provides context, an insight into the relationships within the organisation, the type of participants and is a means of clarifying the generalisability of the study. 
4.3 [bookmark: _Toc178265290]Ability 

[bookmark: _Toc178265291]4.3.1 Theme 1: Developing Effective Line Managers

Sub Themes: Skill Development and Maintenance, Training Methods and Approaches and Improvements 
Overall, the general consensus from the results of the theme ‘Developing Effective LMs’ is that both PS and LMs agree that there is insufficient training provided to LMs. Considering this, there were still two participants that felt that the training was adequate in certain areas such as managing attendance, however there was still much improvement required.
Nosheen emphasises (2024) the importance of LMs, new or existing, to demonstrate the relevant competencies and for many new managers, this is where they build the foundations for their future careers. It is a critical point in their journey and an area which is seemingly under invested in WAST. Of the twelve participants interviewed, nine were asked about the Trust’s training for new LMs, and seven responded fairly negatively, confirming that new LMs within the Trust, often start with minimal introduction, have not received basic managerial or leadership training, nor are they enrolled on any induction programmes. The remaining two participants were more on the fence, with P12 stating that there just isn’t the time for more training. An example of this was provided by P7, when describing an instance where the organisation employed a large group of new staff ‘Duty Operational Managers who had no managerial experience and qualifications and we put them into that role and then expected them to manage a team of staff, you would never do that in another organisation’. 
A recurring theme throughout the data is the notion of learning by experience or learning by mistakes. This practice appears to be common throughout the Trust, where it is both expected and accepted, though its appropriateness is questionable. Whilst this approach may be suitable for delivering certain HR practices, such as policies suggested by P4, it is uncertain whether it is appropriate in all cases. This uncertainty is supported by Nosheen (2024) who argues that ‘NHS Managers require support, investment, and leadership training to enable them to perform’. This highlights whether the Trust are setting their managers up for success or failure with P6 providing a pertinent point in that ‘if you want high performing managers, you need to put in the training, especially if it’s a requirement to the role’. Providing individuals with the necessary skills from the beginning is important for both their personal development but for the organisation’s success. Supporting information from a recent CIPD survey (2023) indicates that inadequate training can negatively impact their ability to manage team behaviours in a fair and consistent way, manage conflict, provide knowledge and support the development of others.  All of which lead to having happier, healthier and higher performing teams (IOSH, 2023). 
Developing new LMs is not the only challenge WAST are facing with training and development. Both LMs and PS report that the lack of training and development continues throughout their management careers. For participants two, six, nine and ten, this is through a lack of formal training and qualifications, and for four others it’s about the application of the training to a real-life scenario and accessing the relevant support, or a combination of both.  Participants seven and eight reported that they were often left ‘to get on with it’ and ‘left with more questions than answers’. A common finding across all participants is that training should be more frequent to prevent skill decay and, at times, more tailored to address complex scenarios such as disciplinaries, which has been described by P9 as ‘generalised’. These sentiments align with Bos-Nehles et al. (2006) who suggest that a mechanism of avoiding skill decay, is to provide individuals with training that that is continual. 
Eight out of twelve participants raised the Trust’s more recent approach to training of adopting a bitesize approach, in response to previous staff feedback relating to information overload. While reviews have been mixed, they are mostly positive. Due to the organisation’s structure and shift patterns of many staff, ensuring all staff participate in training has proven to be challenging. Participants highlighted that responsibility to attend training, lies with both the organisation and staff, with P11 and P5 reporting poor attendance, despite well-run courses. While being a line manager carries a level of responsibility, not only for supporting others but for one’s own personal development, many managers still do not attend training, raising questions about their willingness to develop. Nosheen (2024), supported by a recent (2023) survey argues that LMs require adequate training and time, and although WAST offers some tailored opportunities, time constraints as suggested by P12, may explain the low attendance. 
The data demonstrates that efforts are underway by the Trust to improve the training provided to LMs, and although they may be minimal so far and there is much work to be done, P1 indicated that the approach is changing through the introduction of the bitesize training sessions and the development of a new programme specifically for new LMs. LMs would like to see formal management and leadership training and accreditation in the future which would also benefit the organisation as according to Ostroff and Bowen (2016), having strong leaders are key to the implementation of HR policies and practices. What was important to note from the findings, is that not all the current approaches may be beneficial to everyone, with some individuals, such as P12 finding it difficult to excel in a classroom setting and preferring to learn on the job, with P5 emphasising that ‘a one size fits all’ approach is not effective. Avoiding a ‘one size fits’ all approach is supported by Conway and Monks (2010) who see it as imperative to consider a range of skills and experience when making improvements, due to there being varying experiences and qualifications present within a workforce. This perspective on utilising different training methods is further supported by Nehles et al. (2006) as well as Piwowar-Sulej et al. (2023) who suggest that technology should be maximised when delivering diverse training opportunities. 
[bookmark: _Toc178265292]4.3.2 Theme 2: Establishing and Exercising Autonomy 

Sub Themes: Decision Making, Policy and Procedure, Accountability and Responsibility
Autonomy for LMs presents itself in different ways at WAST and this is evidenced through being able to make decisions about their staff and the roles, exercising discretion and being able to interpret and apply policy. This reflects the view of Kilroy, Dundon and Townsend (2022) who state that LMs serve as a critical link between HR policy and practices in the workplace. All interviews demonstrated that LMs are initially provided with sufficient autonomy in their roles and are clearly informed by PS that they are the decision makers. The PS team are there to offer advice and support, with four out of four PS representatives repeatedly using phrases or variations of ‘We are there to advise’. This is consistent with Nehles et al. (2006) findings that HR members have taken on new titles such as advisor. 
Difficulties arise when LMs have their initial decisions overturned, leaving managers feeling ‘undermined’ and ‘thrown under the bus’. These issues appear to be more prevalent in industrial injury investigations however they have still occurred in managing attendance scenarios. Managers within the organisation have been left questioning the value of the work that they are doing, if decisions are changed anyway and processes can take a substantial amount of time. Undermining LMs decision-making and having to justify their decisions could potentially impact their confidence which contradicts the CIPD’s (2023) advice in that providing the support to LMs, enhances their autonomy and minimises opportunity for individual bias. 
Bos-Nehles (2010) states that having support to effectively make decisions is not only applicable to a physical presence of a HR member of staff but having strong policies and procedures that can be applied and the findings demonstrated that most of WASTs policies are out of date, vague (‘very grey’) and unclear (‘very woolly’). This contradicts one of Ostroff’s and Bowens (2016) qualities of a strong HR system and the lack of clarity fails to meet the criteria for a strong policy.  
All interviews that referenced policy shared a common theme; they are viewed as being ‘open to interpretation’ which presents the organisation with various drawbacks. The theme of managers discretion was frequently discussed and appears to be a contentious issue with diverse opinions. P9 feels that ‘too much is left to manager’s discretion’ while others acknowledge that managers do not always use it appropriately. According to P6, there is a ‘fine line between discretion and an easy option’, leading some to wish for more clear-cut (‘black and white’) policies. However, it is also understood that applying rigid policies across a Pan Wales service can be challenging. By having different managers interpreting policies in different ways, this is inevitably going to uncover variability and inconsistencies across the organisation with P9 highlighting ‘so how to do you make that fair?. These findings do not entirely align with Lopez Caterolo (2018), who suggests that managerial discretion is advantageous for certain scenarios. The data reflects more the concerns of Wei (2023) regarding inconsistency and equity across organisations which is explained in further detail in Theme 8 and 9. Although the organisation aims for a ‘one WAST’ approach, as noted by P10, this level of interpretation does not positively contribute towards this. 
[bookmark: _Toc178265293]4.3.3 Theme 3: Mastering Effective Communication & Relationship Building

Sub Themes: Challenges in Communication, Interactions and Effective Communication Strategies 
The primary takeaway from the theme of mastering effective communication is the organisation’s approach to communicating with both LMs and staff. The study revealed that when asked about how well the organisation shares information about a new policy, procedure or initiative, the response was overwhelmingly negative with P3 expressing that the current methods employed by the organisation are failing to achieve the necessary reach and are not considering the needs of the entire workforce. Out of the nine participants asked, eight felt that communication within the organisation could be improved with seven out of nine participants specifically referencing the use of SIREN, the Trust’s intranet page and primary mechanism for sharing information and HR-related updates. However, one participant out of the nine felt that communication throughout the organisation was generally good however they too referenced the inaccessibility and inappropriateness of Siren as a method of sharing information. 
Meier-Barthold, Biemann and Alfes (2022) emphasise the importance of communication within any organisation and within many of the tasks discussed, having difficult and robust conversations has been identified as an area that both PS and LMs have to regularly engage in. The findings conclude that out of the eleven participants who referenced conversations, nine specifically highlighted having difficult conversations, demonstrating the frequency of these interactions, with P3 stressing that this should be an area of focus for the organisation. Whilst it is generally acknowledged that these conversations are uncomfortable for everyone, the findings suggest that managers have not been well-equipped to have difficult yet compassionate conversations. This is supported by a CIPD survey that illustrated that only fifty percent of senior leaders were able to manage difficult conversations (Fisher, 2017).  This emphasis on training managers in difficult conversations is similarly reflected in other organisations (Saundry et al., 2016) and in line with the advice given by Skikora, Ferris and Van Ideekinge (2015) regarding the importance of improving skill gaps, WAST have identified one and are taking steps to address it.  
According to Ndlovu, Quaye and Saina (2021) strong internal communication structures allow for relationships with all stakeholders to be built and more importantly sustained. Although not all individuals were asked directly about their relationship with PS, this was indicated in various responses and there were noticeable inconsistencies across the organisation. For some, their relationship with their individual PS partner is evidently strong, as expressed, ‘I’ve got a really, really good and strong relationship with my PS partner’, and the use of phrases such as ‘collaborative working’. Whereas others report negative experiences, such as ‘I felt quite belittled saying..’ and ‘I can’t get contact, and I know that, I’m one of several other people but it’s very very difficult’. These negative reports oppose the perspective of Currie and Spyridonidis (2024) who express that it is most beneficial for a constructive relationship to be present between the two parties.  
4.4 [bookmark: _Toc178265294]Motivation

4.4.1 [bookmark: _Toc178265295]Theme 4: Cultivating Motivated Line Managers 

Sub Themes: Personal Drive and Passion, Management and Leadership, Performance and Achievement 
The research demonstrates that WAST are very fortunate to employ a group of very motivated LMs, despite working under some challenging conditions and not one of the participants questioned their own or the motivation of others within the organisation. The majority of the participants were experienced LMs with years of valuable experience which disproves the statement made by Vo, Tuliao and Chen (2022) which stated that the more competent an individual is, the lower their motivation, therefore this does not apply to LMs within WAST. Motivation is a very individual characteristic, and the findings illustrate that this varies from person to person. However, one of the common themes is that the majority of individuals are motivated to create a happy workforce who enjoy coming into work, with this being the response for eight out of twelve participants. This may often mean going that extra mile for a staff member, as explained by P10 but actions such as these further enhance the value of their motivation (Conway and Monks, 2010) These examples of motivation are described by Bos-Nehles (2020) as intrinsic. In line with the research by Falk (2023), the data demonstrates that intrinsic motivation is the more powerful of the two and is more prevalent within WAST. What is particularly interesting is that two participants raised that although LMs are motivated to have a happy workforce, the processes and workload within the organisation are potentially slowly removing an element of this motivation, ‘I think managers are motivated to do the right thing, but sometimes our processes make it more of a tick box, which then maybe takes away some of their motivation (P4)’. This is reflected by Op de Beeck, Wynen and Hondeghem (2015) who also suggest that repetitive administrative tasks can impact LMs motivation. 
Whereas, some participants’ driver was based around people, five participants highlighted the influence that performance and achievement has on their motivation when it comes to delivering HR practices in WAST. It seems that being ‘very compliance driven’ influences managers within the workplace as there is always a push to look at the next target or next initiative. According to Bos-Nehles (2020) this can be categorised as extrinsic motivation. Yet, it is important to note that being motivated by achievement and performance is not standalone from the impact on people with P7 quoting ‘if your sickness levels are low, it means that you're managing the staff better, happier staff hopefully as well’. The relationship between the two is supported by Cherry (2023) who agrees that the two can often interlink and these situations, provide evidence of that. 
The data suggests that there does not seem to be a lack of motivation or an unwillingness to be involved in the majority of HR practices and they seem to often be prioritised over other actions as opposed to the other way around. This contradicts the findings of Trullen et al. (2016) with P4 sharing ‘I would say there’s very few managers for me anyway that are not willing or able to have those conversations’.  
4.5 [bookmark: _Toc178265296]Opportunity 

4.5.1 [bookmark: _Toc178265297]Theme 5: Improvement in Workload and Efficiency 

Sub Themes: Time and Productivity, Impact on Quality and Processes and Workplace demands 
There are various strands of interest to explore within the findings of Theme 5, firstly revealing that not only is time a huge factor in manager’s opportunity to deliver HR practices and deliver them well. This is recognised by both the LMs and PS representatives who seem to appreciate the varying demands being placed upon LMs within the organisation. Out of the eight LMs interviewed, five felt that their involvement in HR practices has increased over time, with the remaining three experiencing a decrease. Although, this decrease is as a result of delegating duties, undergoing a restructure and taking a step back. When asked to quantify the time spent on HR practices, the majority of responses ranged from 70% to 40% of their time, with one anomaly contradicting these figures by reporting 10-15%, which is surprising due to their description of their role and duties provided during the interview.  These responses are reflective of the findings from a similar study into the Police Service, which revealed that LMs were spending almost half their working day on HR related tasks (Townsend and Loudon, 2022). This also aligns with a CIPD (2023) survey which revealed that LMs need not only more support but also more time. As P9 explained ‘People management is not fully their role but it can take up obviously depending on the size of your team or the level of seniority, a lot more time than can be expected’ This raises the question of how their other responsibilities are managed, highlighting the issue of role conflict. 
Role conflict was present for all eight LMs, however, this seems to be an accepted side effect of their managerial roles. Although accepted, there is no proof to suggest that role conflict reduces as they become more experienced, as suggested by Waeyenberg and Decramer (2018). It is more likely that individuals simply become more familiar.  Many have diverse portfolios alongside their people management responsibilities with some explaining that they are able to not give the focus to some areas that is deserved with others using the expressions ‘reactive’, ‘firefighting’ and ‘rush rush rush’. Some have also openly admitted the negative impact this has on the quality of the work being produced as it often a case of task and finish, or ‘email firing’. This not only impacts the quality of the work being produced but it also causes stress to the manager and when asked about the mechanisms to support them, P6 expressed that ‘I don’t know whether we’ve got enough, I think the key thing for managers is that you’ve got direction and support from your senior manager and that varies across the organisation’, suggesting that there are certain individuals potentially struggling with role conflict and not having sufficient support. This theme is consistent with the secondary research, emerging as an issue within both the public and private sectors and being known as one of the primary reasons for work related stress (Kirchoff and Karlsson, 2019). However, there is no evidence to support that this has had a detrimental effect on patient/staff care as suggested by Teague and Roche (2012). 
Role conflict and time spent on HR practices, closely aligns to task allocation between PS and LMs and responses on this were mixed. Generally, the data suggests that the allocation of tasks is sitting with the correct individual/team and this separation of tasks is replicated in other health-based settings with operational managers carrying out tasks such as recruitment, appraisals and absence (Wolfgramm, Bucker and Van der Heijden, 2022). However, there were a few outliers in the responses, some of which are already in the process of being rectified by WAST. A particular area of contention from six out of the twelve participants, is the line manager’s administrative task of completing the ‘payroll exceptions form’, a form used to process any form of staff changes and a process/function that was previously carried out by PS. Described as time consuming and ineffective, LMs struggled to understand why this process was shifted to them. The allocation of tasks such as these are in line with the findings of Hassan, Trullen and Valvarde (2024) who expressed that it is the more complex and specialised tasks that are now allocated to HR, as opposed to administrative functions. Although many recognised the need for an element of managers involvement in some of the processes, an alternative perspective was provided by P12 who doesn’t see themselves as implementing PS’s practice but ‘implementing the Trust’s policies and procedures’. This perspective aligns with Hassan, Trullen and Valverde (2024) who describe LMs as ‘implementers of human resources policy and practice’. This devolution of duties and increased responsibility from PS to LMs along with other tasks such as recruitment, is in line with decades of research and additionally disproves Fisher, Kinsey and Saundry’s (2017) claim of ‘it’s a myth’. 
4.5.2 [bookmark: _Toc178265298]Theme 6: Working within the complexities of a Public Sector Organisation 

Sub Theme: Administrative Overload, Procedural Inflexibility and Governance and Legislative Challenges  
This particular theme is prevalent for different reasons. While many other themes have been highlighted for both their frequency and importance, this one is significant due to its reference to the wider setting in which the organisation operates, the NHS, a public sector organisation. An exploration into this theme revealed two main findings; lengthy and convoluted processes and the challenges presented by extensive bureaucracy and governance.
Supporting the evidence provided by Rotea et al. (2023) participants firstly described WAST as being too bureaucratic, with a level of governance causing inflexibility in many of the processes that the organisation has to follow, demonstrating its significant differences from the private sector, as highlighted by P3 and P4 who had previously worked outside of the NHS. Although there appears to be a general acceptance among both LMs and PS that this is the nature of the NHS, P6 feels that change is unlikely. Working within the health sector adds an extra layer of legalities including the need to adopt NHS wide policies and systems, which are considered by P9 as ‘not fit purpose’. Despite this acceptance, nine out of twelve participants confirmed that many of the processes are too lengthy and could be streamlined. These sentiments are supported by the Department of Health and Social Care’s findings (2020) who state that one of the main bureaucratic problems of those in the health sector is time consuming staff processes along with out of date legislation, something which is also a common issue in WAST. 
Six out of eleven participants specifically referenced lengthy timelines for sickness, recruitment, investigations and the respect and resolution process. Alike with the survey results from University of Central Lancashire (2022), 72% of their respondents were overwhelmed with the lengthy procedures in relation to disciplinaries and grievances. It is well known that this sector follows a fairly hierarchical approach as identified by Townsend and Loudon (2022) and WAST exemplifies this with ‘having to go up and down the chain’ (P4) and participants making reference to a command-and-control approach. The information gathered about WAST aligns with the literature, highlighting the public sector’s exposure to government regulations, performance-based measures, and ongoing challenges over the years (Rotea et al., 2023). As Bresnan et al. (2018) point out, these factors have led to the creation of many complex processes that teams must navigate such as the previously highlighted tasks of investigations and respect and resolution, all being highly complex and sensitive. 
4.5.3 [bookmark: _Toc178265299]Theme 7: Navigating the Digital World and Operating within a Pan Wales Service 

Sub Themes: Geographical Challenges, Use of Technology (+/-) and Accessibility
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Figure 3 – Infographic to support theme 7
WAST operates across the entirety of Wales, having stations and offices across the country. The results revealed that following the pandemic, the PS function shifted from being primarily office based to a primarily, remote services function. This shift has evidently impacted LMs ability to effectively implement HR practices with their staff but also their ability to access PS support. Opinions on how well the remote service function are varied, with some having more frequent and easier opportunities to access contact. This variation in perspectives can be demonstrated by P9 who expressed that ‘HR teams now appear very remote in more ways than just not being in the office’ and P10 stating that Teams has most definitely enhanced their relationship with PS.
Having to navigate geographical challenges not only impacts LMs access to HR support but their ability to interact with staff and implement HR practices. It was found that most participants were understanding of the challenges of managing staff within a rural setting and how this impacts their ability and opportunity. Some of the challenges identified were, the impact of significant travelling time and the subsequent time to implement practices as well as hindering their ability in getting to know their staff individually and to know them well ‘because when you know them well, you know what’s going on and can try and dissolve any potential problems’. These challenges are echoed by Haque (2023) who expresses the difficulties with building a cohesive environment. P4 offered an alternative perspective, commenting that it has more of an impact on corporate teams, working remotely, as opposed to operational teams because corporate teams are much smaller and can be based at opposite ends of the country. 
In order to improve LMs ability to manage staff remotely, Microsoft Teams along with other technologies were introduced during the pandemic. While the majority of participants view these tools as bringing a plethora of benefits, as supported by the study by Guttierrez-Crocco, Martin-Caballero and Godoy (2024), they also come with some drawbacks. For many it has improved their ability to access HR services and support, view and arrange HR based meetings within a shorter timeframe and for one individual working at home, they felt that it has improved confidentiality. However, for some, it is felt that it has made them too accessible, impacting both PS’s and LM’s ability to do other work associated with HR practices, with P7 sharing that ‘they haven’t got time to breath’. 
These observations align with the study conducted by Guttierrez-Crocco, Martin- Cabellero and Godoy (2024) which highlighted similar benefits from Microsoft Teams but also noted the significant increase in meetings, calls and messages. This contrasts with the findings of Yang et al. (2021), who found that while messages increased, there was a reduction in pre-arranged meetings. Technology also continues to be utilised for training sessions and staff management; however, it is felt that a lot more could be done to maximise its potential and improve LM’s ability to facilitate HR practices effectively. This is consistent with the many advancements in technology for LMs offered by Piwowar-Sulej et al. (2023). 
4.6 [bookmark: _Toc178265300]HR System Strength

4.6.1 [bookmark: _Toc178265301]Theme 8: Enhancing HR Systems & Theme 9: HR Support 

Sub Themes 8: Inconsistency and Variation, Organisational Alignment and Strategy
Sub Themes 9: Supporting Teams and Individuals, Optimising HR practices and Structures and navigating change and ensuring standards 
The following two themes have been combined due to the area of secondary research they relate to; HR system strength. Although they sit on the periphery of the AMO framework, their relevance and importance must be considered as part of this study. HR system strength has a strong influence within an organisation and without it’s presence, there is the potential for the success of line manager’s implementation of HR practices to be impacted. 
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Figure 4 – Theme 8 and 9 word cloud 
The image above summarises some of the key phrases, thoughts, feelings and suggestions of the participants and following this, the most prominent subjects will be discussed in more detail.  
The empirical research allowed for the researcher to gain clarity on the roles of both PS and LMs in implementing HR practices across the Trust. It appears that PS have moved away into an advisory capacity rather than the decision makers, with this role allocated to LMs, although this is a task that they regularly support them with (Nehles et al., 2006). For some individuals, PS act as a sounding board and trusted confidants, offering an alternative perspective and PS, see their role as supporting LMs with complex practices and coaching them on HR related practices. This move away from being a personnel function and the devolution of HR responsibilities was referenced by P4 and P6 which all in all, supports the findings by Trullen et al. (2024) in that public sector organisations demonstrate a high level of devolution. Although clarity has been received for the researcher surrounding role responsibilities, this level of clarity is not reflected throughout the organisation, with the results demonstrating that there is a lack of understanding and appreciation for each other’s roles and responsibilities. 
The topic that occurred most frequently in terms of HR systems, support and practices was inconsistency and variation. A level of variation is noticeable across Wales and can be applied to areas such as policy application, advice, support and treatment of staff and for some, this level of variation is quite significant This variation clearly demonstrates the consequence of adopting local practices to suit the environment, as stated by Kurdi-Nakra and Pak (2023).The results demonstrated that LMs and PS are in agreement that there is a level of variation in terms of advice across Wales, with only one participant out of twelve, indicating that the organisation is consistent across Wales. Three participants shared examples of where they had sought advice from different individuals, and received different, sometimes conflicting responses, further convoluting the situation.  This not only presents challenges for LMs when having to manage conflicting advice, but it also highlights the subject of equality and fairness amongst employees within the Trust. This contradicts the advice of both Heffernan et al. (2022) and Ostroff and Bowen (2016) who shared that in order to demonstrate HR system strength an organisation and the individuals delivering the practices should be sharing the same and consistent messages over time. The subject of equity and fairness was particularly evident within managers discretion of WAST’s managing attendance at work policy as there is a considerable amount of interpretation to handle. In addition to inconsistencies in policy application, two participants raised that the organisation does not consistently offer managers from different directorates equal opportunities for formal training and learning and according to Sanders et al. (2024), if organisations do not demonstrate equity and fairness this will not build trust and respect amongst individuals. 
Similar to the earlier theme of communication, the level of support is variable across the organisation with not all participants feeling adequately supported in aspects of implementing HR practices. This contrasts with the advice given by TUC (2019) that not only time, but also support is necessary. Aside from this, many shared their awareness and understanding of the capacity issues within the PS team and the impact this has on their ability to fully support the large number of LMs within the Trust. The individuals within the team are highly regarded and this is not being called into question. However, negative experiences has led to some strong opinions, with comments such as ‘support services that are in place for us, we feel like we're supporting them’ and ‘I think line managing people within WAST is harder than it ever has been, but the support feels less’. 

4.7 [bookmark: _Toc178265302]Organisational Dynamics 

Many of the factors discussed in these AMO findings can both positively and negatively contribute to organisational culture and workplace behaviours, a key topic currently under much discussion at WAST, which aligns with more recent studies that are exploring how these areas of human resource management relate to organisational culture (Naqshbandi, Meeran and Mughal, 2024). In addition to those highlighted in this study, other elements such as rapidly changing organisational priorities, generational differences and increasing and changing expectations of both PS and LMs have been identified. All of these factors actively contribute to how LMs implement HR practices across WAST and whilst not explored in detail here, they should be considered as important influences and potential areas for future research. 




5. [bookmark: _Toc178265303]Chapter 5 – Conclusion & Recommendations 

5.1 [bookmark: _Toc178265304]Introduction

The primary aim of this study was to critically investigate the devolution of HR practices to LMs, specifically within WAST, using the AMO framework. The research objectives are as follows:  
1. Investigate and identify the changing dynamic between the HR department and line manager role.
2. Evaluate the involvement of LMs in executing HR practices utilising the AMO framework. 
3. Explore the perception of both LMs and HR on each other’s roles and responsibilities in relation to performing HR practices within WAST.
4. Develop recommendations for WAST surrounding the future application of HR practices by LMs in the workplace, based on the AMO framework. 
This concluding chapter will individually consider each of the research objectives above by summarising the findings from each and providing specific conclusions (With the exception of Objective 4). These will then provide the rationale for the devised recommendations which will be based on the AMO framework. The dissertation will conclude by proposing areas for future research.  This approach will help effectively connect all aspects of the dissertation. 
5.2 [bookmark: _Toc178265305]Research objectives: summary of findings and conclusions 

[bookmark: _Toc178265306]5.2.1 Research Objective 1: Changing Dynamic between HR and LMs
Summary
The literature review provided an in depth understanding of how the relationship between HR and LMs has evolved over time. Major developments over several decades have changed HR from a ‘personnel’ function to a more advisory and supportive role with LMs taking on the responsibility of implementing HR practices. This development is particularly prevalent in public sector organisations, including the health service, where opinions on this changing dynamic are mixed. 
The empirical study confirmed the devolution of duties from HR representatives, with participants noting the move away from a personnel function to PS acting as a remote support service. This change has led to a perceived lack of support, both directly from HR representatives and through inadequate policies and procedures. As PS have taken on more of an advisory role, managers feel inadequately supported in decision making and are now required to spend significant amounts of time on HR related practices. 
Conclusion 
An increased workload, a shift to a remote support service and a perceived lack of support are central to the changing dynamic, leaving individuals feeling that the organisation is losing its personal touch.  
[bookmark: _Toc178265307]5.2.2 Research Objective 2: Involvement of LMs in Executing HR Practices, utilising the AMO framework. 
Summary 
The literature review was structured around the AMO framework, supported by additional relevant research on the topic, and proved to be an effective mechanism for evaluating LMs level of involvement in executing HR practices and also formed the structure for the primary research. The main conclusions drawn from each area of the framework were: 
Ability
To effectively implement HR practices, LMs must be equipped with the appropriate right skills and knowledge, as confirmed by a CIPD Survey (2023). Regular training is crucial to prevent skill decay, and training methods should consider individual approaches to learning. While autonomy is important for LMs, adequate support of their decisions is essential in enabling them to exercise that autonomy.  
The primary research strongly aligned with the literature review, demonstrating the importance of continuous training and development throughout a line manager’s career, with a specific focus on new managers required. The Trust are making efforts to improve training and ensure accessibility of resources, recognising the diverse nature of their workforce. While WAST generally encourages LMs to be autonomous in decision making, issues arise when decisions are overturned by more senior members of staff, creating friction with the application of managerial discretion and decision-making within the Trust. 
Opportunity
The literature revealed that working within an organisation known to have ‘red tape’, particularly within the NHS, creates time consuming and overly complex processes. For LMs in particular, the biggest barrier in implementing HR practices is the lack of time which creates role conflict, a common issue in the public sector. Additionally, It identified the challenges of remote working for LMs, particularly regarding their opportunity. 
The results of the empirical study illustrated that time is a significant barrier to LMs opportunity to execute HR practices, largely as a result of excessive workloads and HR responsibilities consuming half of their workdays. Collectively, time consuming policies and processes at WAST contribute to role conflict for LMs. Whilst this concept is accepted by LMs, its appropriateness is questioned. Whilst many of the processes are NHS wide, with strict timelines and guidelines, there may be a need to reduce bureaucracy at times. 
Motivation
Motivation is closely linked to autonomy although the secondary research presents conflicting views. Some researchers suggests that higher motivation leads to greater autonomy, while others argue that more competence can lower motivation. The literature categorises motivation into two key areas: intrinsic and extrinsic with intrinsic proving to be the stronger of the two. Being motivated and recognition of their value is essential for managers to successfully implement HR practices. Organisations need to consider this, as a lack of motivation can negatively impact this success.  
Despite the contradictory secondary research, the motivation of WAST LMs is clear. As hoped, they are extremely intrinsically motivated, concerned about their workforce and their wellbeing and fully understand the long-term impact this has on the organisation’s performance. However, the organisation should be mindful that lengthy processes and ‘tick box exercises’ may risk dampening some of this valuable motivation. 
Conclusion 
The AMO framework successfully evaluated LMs involvement, with the key takeaways being inadequate training, lack of time, respecting autonomy and preserving motivation. 
[bookmark: _Toc178265308]5.2.3 Research Objective 3: Perception of LMs and HR on Each Other’s Roles
Summary
The literature review highlighted the importance of HR and LMs understanding their roles and the need for clarity, although complete understanding may never be achieved. Ambiguity might be something that organisations have to learn to manage, as this can potentially lead to friction. Additionally, fostering constructive relationships between HR and LMs is proven to be beneficial for all. 
The primary research highlighted a lack of clarity and mutual understanding between LMs and PS regarding their roles and responsibilities, although this cannot be said for the researcher. While most managers believe the tasks are correctly allocated and see the importance of their involvement, communication barriers present significant challenges.  These include poor information sharing on HR practices, over reliance on the Trust’s ineffective intranet, Siren and lack of communication with designated PS representatives. These communication issues hinder relationship building and limit access to support, especially in areas like handling difficult conversations. 
Conclusion
There is lack of clarity and understanding of the responsibilities of LMs and PS. Communication within the organisation is challenging and requires significant improvement. It is impacting the relationship between PS and LMs as well how LMs perceive them. 




5.3 [bookmark: _Toc178265309]Recommendations 

5.3.1 [bookmark: _Toc178265310]Ability

Recommendation 1 - Training for New LMs, New and Existing
It is recommended that WAST: 
· Provide more frequent, specialised and updated training for current LMs surrounding HR practices and develop a tailored programme for new LMs. Additionally, optimise shadowing opportunities and peer to peer support where appropriate and offer formal management training to all interested LMs, dependant on available funding and resources. 
· Improve information sharing on HR related practices by moving away from utilising Siren, the Trust’s intranet as the main form of communication. Instead, a digital platform such as LMS365 should be used to ensure information is easily accessible to all staff, accommodating different learning styles and avoiding a reliance on organised sessions that employees often cannot attend.
These improvements would demonstrate the organisation’s commitment to their continued development and ensure equal opportunities across the Trust. 
Recommendation 2 - Review of Managers Discretion and Guidance on Interpretation of Policy 
It is recommended that WAST: 
· Review their HR policies, particularly those that are open to more interpretation. Many of the policies and procedures are outdated and vague, causing managers to spend excessive time trying to navigate them. Although some work is already underway, it is recommended that supplementary documents are created such as FAQs and improved flow charts, to help with their decision making. Additionally, it would be beneficial to have access to previous anonymised incidents in order to provide valuable lessons learnt and to enhance support. It is recommended that a digital forum such as within Microsoft Teams, specifically for LMs should be developed, where they can ask questions and share experiences about policy and procedure. 
· Provide further clarity on the expectations of LMs in certain scenarios and their role within the application of policy and guidance. It is suggested that the organisation create a document, similar to that of NHS England (2024) which clearly sets out the expectations of line management in relation to people management. Although this particular version could seem quite daunting, a simplified version should be created or even an infographic.
This recommendation would allow managers to feel more supported when interpreting and applying policy, and potentially relieve some of the capacity issues and lack of support in PS. 
5.3.2 [bookmark: _Toc178265311]Motivation

Recommendation 3 - Maintain the high level of motivation & highlight the value of staff. 
The conclusions from Research Objective 3, clearly demonstrate that WAST’s LMs are highly motivated despite challenging despite challenging surroundings. Therefore, it is recommended that WAST:
· Focus on maintaining this motivation by demonstrating to LMs that their work is valued and that their feedback is used to lead to meaningful improvements for their workforce, which is their primary driver of motivation. 
This recommendation will help maintain the positive moral of their LMs and improve employee engagement. For an organisation going through significant change, having the support and engagement of their managers is imperative. 
5.3.3 [bookmark: _Toc178265312]Opportunity

Recommendation 4: Service review of capacity and structure of both PS and LMs. 
From all three objectives, time plays a significant role in LMs ability and opportunity to effectively implement HR practices, and these same challenges are echoed by PS. Therefore, it is recommended that WAST: 
· Review the capacity of both areas, as the work allocation and support is currently unbalanced, with LMs spending half their days on HR related issues and PS lacking the availability to do address improvements. It is recommended that this review is conducted through an anonymous survey to assess the stress and time pressures felt by LMs and PS.  It is acknowledged that conducting such a large-scale review may be resource heavy and potentially costly, depending on the outcomes. However, the benefits outweigh the drawbacks as it would enable the organisation to clearly identify service issues, address staff wellbeing and promote a collaborative approach to improving current working practices (IESE, 2024). 
5.4 [bookmark: _Toc178265313]Areas for Future Research 

The study has addressed existing gaps and provided recommendations; whilst also identifying the following areas for further investigation: 
· Participants have highlighted several cultural and workplace behaviours that warrant further research. This includes not only organisational practices and staff behaviours but also the increasing and evolving expectations of staff towards LMs and PS since the pandemic. 
· There are clear disparities across the Trust, including differences in seniority and access to support, managerial discretion, directorate differences, sources of advice as well as geographical differences. This level of variation should be explored further in relation to equity and fairness, as well enhancing the support to staff regarding how policies and practices are applied.
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	THEME
	CATEGORY
	SUB - THEME

	Mastering Effective Communication & Relationship Building 
	Efficiency and Support 
	1. Challenges in Communication
2. Interactions
3. Effective communication strategies 


	Improvement in Workload and Efficiency 

	Efficiency and Support 
	1. Time and Productivity
2. Impact on Quality and Processes
3. Workplace Demands 


	Navigating the digital world and operating within a Pan Wales Service 
	Adapting to Complex Environments 
	1. Geographical Factors
2. Use of Technology (+/-)
3. Accessibility of Support and Information


	Working within the complexities of a public sector organisation
	Adapting to Complex Environments 
	1. Administrative Overload
2. Procedural Inflexibility
3. Governance and Legislative Challenges


	Establishing and Exercising Autonomy 
	Leadership and Autonomy
	1. Decision Making
2. Policy and Procedure
3. Accountability and Responsibility


	Developing Effective Line Managers




	Leadership and Autonomy 
	1. Skill Development and Maintenance 
2. Training Methods and Approaches
3. Improvements


	Cultivating Motivated Line Managers
	Leadership and Autonomy 
	1. Personal Drive and Passion
2. Management and Leadership
3. Performance and Achievement

	

	Enhancing HR systems 
	Efficiency and Support 
	1. Inconsistency and Variation
2. Organisational Alignment and Strategy


	HR Support 
	Efficiency and Support 
	1. Supporting Teams and Individuals
2. Optimising HR practices and Structures
3. Navigating change and ensuring standards

	

	Organisational Dynamics
	Adapting Complex Environments
	1. Organisational Culture and Values 
2. Workplace Environment 
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	PARTICIPANT

	HR/LINE MANAGER
	PRIMARY DUTIES

	P1
	HR representative
	First point of contact for managers, managing attendance, flexible working, misconduct, disciplinaries, concerns around respect and resolution and also supporting people with organisational change, working on job descriptions

	P2
	Line Manager 
	N/A

	P3
	HR representative
	Supporting employee relations, respect and resolution, disciplinary, capability and sickness, advise on flexible working, annual leave, TOIL, NHS terms and conditions, managing attendance at work, flexible working. Empower managers and give them confidence to make decisions. 

	P4
	HR representative
	Advise, support, guide, coach and mentor, understanding where managers may need that support. Provide training and coaching, refer them to policies. 

	P5
	Line Manager
	ESR compliance, audit compliance, KPI, return to works, sickness management. Initial assessment progression, disciplinaries, respect and resolution cases, fleet, resourcing, UHP management

	P6
	HR Representative
	Support EMS business areas. I'm the senior advisor, advising on managing attendance at work or employee relations cases; disciplinaries, respect and resolution cases, capability. I advise day to day managerial queries but it's mostly complex case work that I advise on.

	P7
	Line Manager
	Ensuring staff welfare, payroll side of things and ensuring that's done, expenses for staff, dealing with their sickness, return to works for staff and also any queries that they may have, on a day-to-day basis, any grievances they have, any kind of concerns that staff may want to raise.


	P8
	Line Manager 
	N/A

	P9
	Line Manager 
	N/A

	P10
	Line Manager 
	It's the day to day running of the operational side of EMS operations in x . I'll deal with slightly more complex things so that the long-term sickness cases, the more tactical parts of the role, the wider WAST role. Overseeing more of the locality picture and budgets, rosters, absence when they become long term or complex. 

	P11
	Line Manager 
	Sickness and absence monitoring. All the one to ones, PADRs. There will be a used to be known as grievance and disciplinaries, but it's the respect and resolution is it now. Coordinating workload for the team, delivery of objectives. Running the department, meeting objectives. Job evaluations and re-evaluations, recruitment, retirement processes. 

	P12 
	Line Manager 
	Managing attendance at work policy, decision making.



[bookmark: _Toc178265324]Appendix ix – Theme findings 
[bookmark: _Toc178265325]Theme 1 – Developing Effective Line Managers 
	Participant ID
	Quote 

	P1
	“I think that again we are, we are changing in our approach, and I think when I first started with the organisation, there wasn't that much support for managers. It was very much kind of on the job and you just learn as you went along and I think there are more opportunities now, but in my opinion, we're still not where we should be”


	P2
	“I have asked the question, could I have a top up leadership module funded and there's no money for it at the minute cause all the money is being absorbed by clinical”

“We're getting far better than it. I think we are. Could you do something we could do more regularly? Absolutely. Could there be bespoke training packages in? Yes”


	P3
	“So, I think for me there's lots of resources out there in NHS Wales, that we don't use, that you could use without a doubt. But as an organisation, we're heavily focused for the right reasons on EMS because that's the bulk of our organisation. But actually, when you get promoted into any manager role, we don't really show them how to do the basics”


	P4
	“There could be some development of leadership training, how to have difficult conversations, that type of thing and I call it training but like webinars, you know, or links saying have a read of this, this will give you an idea of things. I don’t always agree on training on policies, and this is my view I suppose, people who will attend, will attend. I'm not sure how much of it they take in” 

“I honestly do feel at times that we go through policies, and we can talk about a process, but the best way to learn is real life situations”


	P5
	“No. We bought in iPads and didn't show people how to use them, there wasn't a course for how to use an iPad”

“I think we do really well with that because they've got the bite size sessions and that's down to individuals to turn up and listen.  They can't put people in the seats, they can just facilitate the courses, and they are really well run. You know, they really listened to the length of the course is only a bitesize session, so people aren't overwhelmed with information and you can go to as many sessions as you like”


	P6
	“Probably not, to be honest. There could be more training and guidance for out there and do you know what, if we were equipped with a big enough team, big enough resources, you know, we could absolutely do it” 

We put together the bitesize training sessions, delivered over a period of time. People came on to the training. Was it the right people on the training? Probably not, just the people who like training but again, we try and capture all the DOMs and everybody, but they're shift working. It's really difficult”


	P7
	“Sort of hit or miss on training as well. And how good the training is because some of the training stuff I've gone through over the years, it has been more questions asked at the end, than answers given kind of thing”


	P8
	“No, I don't because you go on a session, and I think of when the current managing attendance at work policy came in and it was a case of here’s an hour session. Here's the policy. Go away and do what you want with it in a way”


	P9
	“They've given us slots to book in forfeit training and questions and answer sessions and generally I feel that those go quite well up until the point where you go to access the process, somebody will always throw a spanner in the works”

“The investigation officer role, I think that we had almost a full days’ worth of training, but the training was, I don't think it was suitably specialised, I think it was quite general and certainly I've only done two investigations and certainly I've come across the same issues in both that have affected me personally as an investigating officer, which is not something that came across as a potential impact of the training”


	P10
	“No, we're not. It's more experience-based learning and you know when I came into the locality manager role there was no, It was just in at the deep end and learning from experience with no training package. I know they're looking at it at the moment and there's no current leadership training and formal…. there's some elements of training, so there's there was bite size learning for managing attendance at work. And even x can come in and deliver sessions when we have our team meetings here. So, you can get it, but it could be a lot better”


	P11
	“Yes I think because it certainly been offered. I've sat in on a couple of them. It was very disappointed, I felt for x one day there was a training session. I think there was four of us on there, you know, fair play. But the offers there”


	P12
	“I think it's always easy to say more training, more training, more training but we don't have time for all that in the Trust, people services always have a section within any training”

“I'm going to say no, we don't offer enough, purely because until I become confident, I don't feel I've had enough training. And I still don't”

“So, we have to learn on the spot and unfortunately, that's where we get our experiences. Learning on the spot, gaining the advice and support”









[bookmark: _Toc178265326]Theme 2 – Establishing and Exercising Autonomy 

	Participant ID
	Quote 

	P1
	“I probably see both sides of the coin and I think it probably depends on where managers are in their own career, and by that it's probably their confidence”

“I think a lot of the time we do support the managers in the discretion that they've applied, but I don't think all managers apply discretion….. we are trying to do some informal coaching around that where we do come across it to, you know, kind of explain what it's there for and when it should be applied or when you should consider it”


	P2
	“I think there could be more black and white in policies, but I obviously am very, very conscious of the fact that we’re a massive organisation and only like 60% of us actually working in patient, facing roles. We've got to have a one size fits all and we unfortunately have to because of being such a large organisation”


	P3
	“It all depends on the level of experience of the manager, and I think sometimes what I feel is missing and it's something I'm working on with ambulance care is that you have a policy. Everybody interprets policies differently”

“So, when somebody makes a decision, it's never for me about whether it's overturned. It's about the right decision. What is your rationale? But when you talk about managers discretion, it is open to interpretation. Quite often I would say it does get appealed”

	P4
	“We're very clear with managers that, that’s their decision and every conversation will be different. And so and I know I've used the managing attendance at work and we use the word discretion, but it's understanding the managers don't use that inappropriately as well”


	P5
	“I think they've got the autonomy. I think it's understanding that they can use it in some roles and then other directorates might question them, and that's not somebody overruling your, decision making it's just asking for some further detail around your decision making, but yeah, I think that people do have the autonomy whether they know how to use it or do use it is the question”


	P6
	“I think our policies are well written. I mean, we obviously need to keep updating them as much as possible, and that tends to fall on the back burner when there’s so much going on. So, I think there's enough guidance. I think there are flow charts available. I think a lot of the time with the policies is that interpretation is different from person to person, so the policy says the same thing that you will get two different managers reading it, two completely different ways”

	P7
	“My initial thoughts are a lot of the policies are outdated. The review dates haven’t been reviewed for years. And in regards to support wise, they have lots of grey areas in them.

“Once as a manager, I've made that decision, that decision sticks, doesn't it, you know…..There might be a little bit of criticism as well, and I have to justify then to others and why that discretion been given”


	P8
	“People interpret different policies in different ways and I don't think that the policy is fit for purpose within WAST and the challenges around it are further exacerbated because as a manager, you're told to follow the policy but not to follow the policy”

“It's always due to interpretation and I think that interpretation leads to different expectations, which then can result to animosity and resentment and in a number of cases that I've been involved in, it fractures the relationship because people have different expectations of the policy”


	P9
	“I feel like a lot is actually perhaps too much is left to managers discretion and certainly when it comes to me and my position, it's usually because there is a big grey area and a decision is having to be made and you're looking between the lines of a policy to try and work out how it applies to the individual”

“Nobody likes to hold responsibility for a decision that is being made when it could potentially be the wrong one, and that's understandable. The insecurities attached to managers discretion are quite significant”

	P10
	“I think the autonomy is there. I certainly say in my role and I feel I’ve got that autonomy. But again, I think that can differ from who your line manager is. There is that disparity across the patch because different managers work different ways. So, you know the service manager in another area may not let their LM's have as much autonomy” 

“Another LM I work closely with made a decision based on the staff members sickness who then bumped into someone from the executive team in the car park, they'd made that their moans and gripes to them and everything was overridden above us without our say so”


	P11
	“Policies are being reviewed. They're not always absolutely clear, and that's why they sort of guide you towards maybe a procedure document or the managers toolkit, because by design, policies are a bit overarching. So, they're not always absolutely clear and that's why I contact people services who then point me in the direction of the policy I’ve already read that's not clear”


	P12
	“I'd like to think I'm quite confident individual, so I'm confident to make decisions. Last week I went completely against people services earlier desires not to do something, and I went with my decision”












[bookmark: _Toc178265327]Theme 3 – Mastering Effective Communication and Relationship Building

	Participant ID
	Quote 

	P1
	“I am there as a first point of contact for managers”


	P2
	“You’ve also got to weigh up the fact that if you are not willing to have those difficult conversations and make operational change, it'll just fall apart”


	P3
	“I don't think we think about communicating with the entire organisation, whether it's email or anything, but our organisation doesn't communicate only by email”


	P4
	“I'm conscious of when we put things on Siren, they're not always picked up….. I suppose we could do better on communication”


	P5
	“No. Oh, it is communicated well to line managers in the fact that it's an email, and I think once people sent an email that's a tick box, then if I've done my bit I’ve shared it, now you've got to share it. Whereas actually if maybe some understanding or a session was put on and I know it's time, but to really make sure that the people sharing the information understand what they're sharing”


	P6
	“Yeah, I think so. I think that's, it's always hard for anybody having difficult conversations”


	P7
	“In regards to communication, I think there we rely too much on, you know, siren. I and by the time you look at Siren, you know, some of these news feed stuff goes flying through and you might miss a lot of what's important” So yeah, communications could be a lot better tomorrow to be honest with you”


	P8
	“I don't think it's, it's just say, well, here's a new policy. Read it. It's on the Internet. Any questions, email or contact”


	P9
	“Again, I'd say it's 5050. Probably there have been some things that have come out where they've been advertised on Siren, email has gone out to all line managers. They've given us slots to book in forfeit training and questions and answer sessions and generally I feel that those go quite well up until the point where you go to access the process”

	P10
	“Yeah, I'd say that that it's pretty good. And I I'm lucky enough in my role that I'm sat at a computer, so I get all this information. I've got Siren readily available, but whereas when I try and communicate things to my staff, who are on the road who haven't got time to be looking on Siren, they'll miss things so the communication is not as good depending on what role you're doing”


	P11
	“I think I'll get emails occasionally. I think it is on Siren, but that's hard to keep up with because the that doesn't stay on the news very often”


	P12
	“I will always get the advice and an honest advice from the individual I'm seeking support from”



[bookmark: _Toc178265328]Theme 4 – Cultivating Motivated Line Managers 

	Participant ID
	Quote 

	P1
	“their reason for doing it probably determines how successful or not the action is, and I think you know we've got such a drive on compassionate practices and the culture change that I think the motivation of the manager will play an even bigger role and whether that motivation is aligned to the compassionate practices and the culture change”


	P2
	“it's a difficult one to answer that I see, because I think we're very much compliance driven and we have seen as the less favourable side of the organisation”

	P3
	“I think for me, if we were as performance driven like a KPI dashboard as much as the operational performance side, I think we may see a change. But obviously with then we've got to take apart the KPIs. I think you're very much does depend on that, but also for me it depends on the manager”

	P4
	“I would say managers are motivated because they want to help people. They want their workforce to be happy and comfortable in work”

“So I think managers are motivated to do the right thing, but sometimes our processes make it more of a tick box, which then maybe takes away some of their motivation”


	P5
	“It does have to be shared and I think as well it's what always motivates you is, is the reason that you hear, you know you work for the Welsh Ambulance Service because you want patients to get to definitive care or to their appointments”

	P6
	“I think it's very individual and I think people have I think it's down to what their passion is”

“I think you need to be able to see the difference and the value that you're adding as a manager”


	P7
	“A little bit to do with, you know, seeing that we're doing well, you know your return to works are 100%, your PADRs are at 94”

“I'm just motivated about doing good job and making sure everybody as much as possible enjoys their job as much as they can”
”

	P8
	“: I think what motivates the reason why I come in to work is to try and make things better for the patient”

“But unfortunately, as I said, with a 7030 split about staff, that's often a conflict of what you do and what you can achieve because it's the staff that take up the majority of the time, not necessarily being able to improve things for patients.


	P9
	“I think I'm very lucky in that it is a motivation to do well for such a lovely team…. Because a lot of talk and sort of activity is created in the stepping up into the leadership area at the moment led by x, led by the execs and that definitely does feel supported and that's quite a big drive, a quite a big motivator to perform well on the people, services perspective.

	P10
	“Actions that you take to keep staff happy or solve some of the problems or you know stuff will come to me and say I've got some issues at home going on. Don't worry, we'll sort it and they say. Thank you so much. And you liked that, that motivates me”

	P11
	“Well, my motivation comes from providing sufficient support to have a happy, productive team so that they don't feel under pressure, that we complete high quality pieces of work….., striving to deliver good patient care with the support of my team”

	P12
	“Simple and cheesy. I love my job. I've loved it since day one…., If you got a happy workforce, they're going do the best they can do”











[bookmark: _Toc178265329]Theme 5 – Improvement in Workload and Efficiency

	Participant ID
	Quote 

	P1
	“That's been quite a significant change and I think more recently there's 
been a lot more focus on change management and the support around that and the activities associated with that” 

	P2
	“Absolutely increased because we've got more staff, and I would say, and this is probably controversial, I would say the behaviours of the new staff, not exclusively”

	P3
	“I suppose there will always be role conflict with anything that you do, because it's all about what priorities are set and for me, it's about the leadership”

	P4
	“I think there's too many demands on managers times. So as I said, you know, if they're having a demand about why is it KPI like this, why is it sickness like this? Why is that happening? Do we, as an organisation, trust the managers to manage and prioritise what is actually needed? Not what maybe other departments or areas deem as a priority”

	P5
	“I think it's the way you manage it and you structure it and how you organise yourself because there's the recruitment as well that now sits with operational line managers. So yeah, it's about, it's about effective structuring of your time” 

	P6
	“I think for line managers there's a lot going on. There's a lot going on in the organisation. There's a lot of focus on so many different things, and I think people management for them once it's obviously the centre of their job role it, it is only, you know something, something that's quite you know, central takes up a lot of time and so I think it's difficult for them to balance people management with their other targets and tasks that they've got to do”

	P7
	“I’d say a lot of great deal of my day-to-day stuff like it's probably about. with all the changes forms we have to do, the recruitment side of things and just all the other stuff that we do chasing up is probably about half of the time I would say”

	P8
	“I find a lot of my time is just now talking through, even though I only direct manage a very small number of staff and, they themselves within my portfolio, you know you're looking at between two hundred to two hundred and fifty staff and so I think that a lot of my time is talking things through with managers because some of them feel unable to manage effectively”

	P9
	“It does feel like recently, especially I’d, say, within the last six to twelve months, there has been a significant increase in the amount of work line managers are having to do on the people management scale then when I first started the organisation”

	P10
	“my work is probably not always the best because it's rushed. It's just a rush to get it done all the time, to move on to the next thing, rush rush rush”

	P11
	“I think there's a huge impact. It's difficult to manage time, so there are some pieces of work you can take far too long over. So, there's a balance between saying that's what we need there, finished there or spend a lot longer trying to get it to the gold standard. You can't always do that, but then conversely, you can have so many pieces of work on that you rush and you've completed lots of pieces of work, but not to have very good standard at all in any of them”

	P12
	“There’s always. I think I'm the same as most people in the organisation. There's always role overload, because every time we think we're about coping, something else gets put on us”



[bookmark: _Toc178265330]Theme 6 – Working with the complexities of a public sector organisation 
 
	Participant ID
	Quote 

	P1
	“there's lots of core training and some of it's quite lengthy, some of it's quite technical in terms of like legalities which isn't really what line managers are interested in, they're interested in the nitty gritty”

	P2
	-

	P3
	“If we did that even on one little thing in the organisation, we've got a lot of bureaucracy because legally with health and social care, we have to and it is what it is, is the government. It's the law, but we can make things much smoother, but get rid of those barriers” 

	P4
	“I think sometimes we are too bureaucratic as an organisation and I think it does inevitably have an impact on people because sometimes you just need an answer. All you want to do something, but I have to go up the chain, back down the chain”

	P5
	“I think we've got we've got set compliance really it's just we cycle through them and then the focus and spotlight is on one”

“Yeah, the time it takes to do the investigation and the investigation report because the expectation is it's done alongside your day job”

	P6
	“Yeah, there's a lot of governance around what you know we do when what they do and yeah, it's needed, you know, like for example on disciplinary, you know, policies and procedures have to be adhered to”

“We are heavily unionized, you know, so it's completely different to private sector and sometimes it's not always the best either for the person involved or for the organisation but I don't think it's going to change” 


	P7
	“Stuff like R&R's can take an absolute time to go through.. No, it's this one at the moment that's probably coming up to ten months old and it hasn't been properly heard yet, you know, so it's not good for the member of staff. They have to wait for the outcome and that relationship then between them and myself isn't good because it needs to be dealt with”

	P8
	“Think that the policy is written NHS wide and the majority of the NHS is a fixed work profile.  So the main majority of staff within their NHS work out of hospital sites…., And I don't think that the policy is fit for purpose within WAST”

	P9
	“Yes, absolutely. Some areas, definitely more than others. Job evaluation being one”

	P10
	“The investigation process is so long and I know the impact that, that has on individuals, especially if they're suspended and things like that, you know, it's a huge impact. It impacts people at home and mental health. Yeah, they can be really drawn out”

	P11
	“First thing comes to mind for long winded processes is recruitment but  that is something that's like, yeah, it's quite difficult. There's so many hoops to go through with that and I'm not sure whether people services probably support us enough on that I think”


	P12
	“there's things that are outside of our control, but yeah, there's a lot of processes which are timely, and it is normally to do with anything that's sort of progress timelines for sort of sickness meetings. We give people seven days’ notice. We'll give them 21 days’ notice” 



[bookmark: _Toc178265331]Appendix x – Transcriptions

[bookmark: _Toc178265332]Transcription Key – WAST specific Terminology

DOM – Duty Operational Manager 
Trac – System used for recruitment 
ESR – Staff Management and Payroll System 
Payroll Exceptions Form – Staff Changes Form
REAP Level – Escalation levels aligned to demand
GRS – Resourcing System 
PADR – Staff Appraisal
R&R – Respect and Resolution (previously grievance)
Managing attendance at work – absence policy 
ADLT – Assistant Directors Leadership Team
Datix – Adverse incident reporting system 
KPI – Key Performance Indicators 
TU – Trade Union 














[bookmark: _Toc178265333]Interview Transcript - Participant 1

Date: 31/07/2024 
Location: Microsoft Teams 
I = Interviewer 
P1 = Participant 1

I: So, thank you for agreeing to be a part of the study, and just to confirm, I have received your consent form already which confirms you want to take part and that you were provided with an information pack beforehand, which gave a brief about this study and the kind of the things that we would be covering. This is recorded as you know and all personal and identifiable information will be anonymized, it will last about 40 minutes and if you want to take a break for any reason, let me know and we can reconvene. 

I: So, can I firstly confirm that you are here either in a line manager capacity or are you here representing the People's Services Department?

P1: I guess I'm probably here representing People Services. I do line manage somebody, but I would have thought it'd be representing People Services.

I: Brilliant. Have you been with the organisation a long time?

P1: eight years, I think it is.

I: So, the title of this study is the role of line managers in implementing HR practices or functions within the Welsh Ambulance Service? When you hear this title, what initially comes to mind?

P1: Repeat it again for me.

I: The title of the study is the role of line managers in effectively implementing HR practices within WAST.

Okay, so I guess what I immediately think of is how line managers support their teams and everything that's associated with that. And then also how we as People Services would help to coach line managers through that, guide them through some perhaps difficult conversations and just support them generally in them supporting their teams. 

I: Thank you. I wanted to get a sense of kind of what you thought of that and the kinds of things we were going to be discussing. 

I: In your role, we'll say, as a People Services representative, could you briefly cover some of your primary duties?

P1: Yes, so I guess primarily I am there as a first point of contact for managers for anything ranging from managing attendance, flexible working, misconduct, disciplinaries, concerns around respect and resolution and also supporting people with organisational change. Working on job descriptions and the process behind that. 


I: So quite a wide variety of tasks? Do you feel your variety and volume of tasks has changed over the over the years within the People Services Department, do you feel that some tasks have been aligned to other areas?

P1: Yeah. So, it definitely has changed during my time in WAST. We, I guess when we first started, we didn't have the more specialist areas of the team. So, for example, recruitment, we were involved in recruitment and that was done regionally rather than centrally by the recruitment teams. That's been quite a significant change, and I think more recently there's 
been a lot more focus on change management and the support around that and the activities associated with that.

I: What sort of activities would be included?

P1: So, it feels like we are constantly going through OCP for one department or another, so that, there's an awful lot of OCP's ongoing, some of them relatively minor some of them much larger and will obviously then have more impact on people and I think we're trying to be perhaps more supportive as an organisation to how we implement the change. And so training managers up on change management and helping managers to perhaps be more aware of all the different emotions that come with change and that people aren't saying no to the change, it's just supporting them along that journey and making sure we're communicating. 

I: You mentioned specialist areas, and more specialist areas whereas before you would have dealt with things like recruitment, do you feel as an organisation we have enough specialist advice, or enough specialist experts in the area to maybe assist with certain things like OCP? 

P1: It's, it's difficult, isn't it? When you said that it sparks off a thought that I haven't mentioned before, but we've also obviously had in terms of change or the culture work and the sexual safety work and the freedom to speak up and that has generated a significant amount of work for People Services. We have just recruited three investigating officers, so there's more specialist roles coming in, if you like. So, I don't think there has been enough. But again, work is ongoing and hopefully that you know what I mean.

I: Yeah, maybe that's a place where we're moving to maybe rather than where we are maybe at currently now, but we're getting to that point when you mentioned culture as well, obviously you've said that's generated a lot of work for People Services, do you feel that that’s had an impact on any duties that line managers have had to also conduct? 

P1: Yes, definitely and some of it is more isolated and will probably have just impacted on one or two individuals, but there's also through the freedom to speak up been some concerns raised that have impacted across whole teams. So that will have had a significant impact on line managers in terms of supporting people who might be going through a formal process but supporting people who perhaps in their view have been harassed or something.

I: That was going to probably prompt my next question to you was that do you feel that line managers are provided with adequate guidance and training to be able to manage scenarios such as these. So, with other scenarios you know relating to absence, things like that, are they provided with enough in advance or is it more of a we come to the scenario and then we learn but do you think we should be more proactive rather than reactive? 

P1: Yeah, I think that again we are, we are changing in our approach, and I think when I first started with the organisation, there wasn't that much support for managers. It was very much kind of on the job and you just learn as she went along and I think there are more opportunities now, but in my opinion, we're still not where we should be. I think the NHS in general is probably quite unique because a lot of our managers are clinicians, and the clinician skill set is so different. It’s how we support you know if people do want to then become managers, it's how we support them on that journey, and I don’t think we are quite there yet. I think we’ve improved a lot, but I think there’ still more we could do to help people. 

I: Thank you. Do you think that there's anything that you personally have thought of that we could be doing differently to support managers? Any additional resources to develop their ability as line managers?

I think we could use technology more and but I'm not sure how because I'm not (laughter) that affray with technology, but I'm pretty sure we could use it better than we do. But you know, if I take training as an example, you know there's lots of core training and some of it's quite lengthy, some of it's quite technical in terms of like legalities which isn't really what line managers are interested in, they're interested in the nitty gritty, the specifics of I've got this problem and how do I deal with it? So, for managing attendance, for example, we developed bitesize training sessions for managers to try and support them, but we're now trying to put them onto a digital platform so that they're there for breath in because you go on the training and then last, you use it, you forget it, don't you? You don't remember what you're not using, so it's about it being accessible to them when they need it and maybe even 10-minute videos on, I don't know, review prompts or something within the managing attendance at work policy.

I: Yeah, that takes us to another point really about opportunity. Because do you feel that unless they are faced with, getting opportunities to deal with these things and as you said they don't regularly, then you don't remember how to deal with that scenario and in particular do you think that, how you feel about whether line managers have the time as well, how much of a factor is time in terms of opportunity to undertake these tasks? 

P1: I think that is a massive barrier the time and especially again because so many of them are clinicians like if you look at our LM role, when we escalate into reap 4, if they are clinical, they're often asked to go out and respond, but then that takes them away from the task of managing their people and their teams and I understand you know that there's an immediate need and they need to go and do that, I get that, but for them they're like split into two because they've also got people coming to them who are going, ‘I've got this problem, can you help me and that's what they're faced with two.

I: So that takes me to role conflict, and do you feel that there's large instances of staff, obviously, due the nature of the work of the organisation where line managers are experiencing role conflict between their maybe not only clinical duties but maybe say an operations manager who looks after something maybe slightly different, but the two elements have to become intertwined? And do you think that then one may be impacts the other? 

P1: Yeah, yeah, I do, and I guess you see it with another example would be when we ask people to do an investigation and to be an investigating officer, they are doing that on top of their day job. That often then slows down the investigation because it's not what their manager is pressing them for, if that makes sense. Their manager is pressing them, I don't know around performance or other things and so it impacts on the person who's being investigated.

I: It's like a domino effect, isn't it?

P1: Yes, I suppose, But hopefully with the appointment of the new investigating officers, that bit might ease a bit, hopefully.

I: So that's another example of like more specialisms kind of coming in, isn't it?

P1: Yeah.

I: Do you think that role conflict causes stress for line managers and whether we've got appropriate mechanisms within WAST to be able to support managers with those two often conflicting roles?

P1: Yeah, I do think it causes them stress and I'm not sure what mechanisms we've got to support them. Obviously, we've got all of the wellbeing support that managers can access the same as anybody else. Few managers have voiced concerns to me, around freedom to speak and the fact that they're almost now scared to manage because they feel that if they manage somebody without doing anything wrong, they're scared that they're words will be twisted or manipulate, used against them. They are concerned that they will be reported and that'll be investigated and so on and that must create a lot of stress for them as an individual.

I: As line managers are working so closely, there's not that separation then, as you said, you're afraid to manage. They're afraid to do things. So, do you know if, say, People Services were more involved in some of those tasks, would that create any distance and make it easier, do you think or not? Or do you think it's better for the employee to have their line manager as they person? 

P1: Yeah and I think a lot of it comes down to our culture and how much everybody trusts everybody else because I don’t know, from what I see and obviously I'm only going to see snippets of things and what I do see is probably more formal because of the role that I have but it's like nobody trusts anybody to have just a one-to-one conversation. There always has to be a witness in the room if you like, whether it's People Services, whether it's a trade union rep, whether it's another colleague. It feels that we've gone so far one way, and I know we're doing the work but culture change will take a long time. But I think we need to carry on that journey to get back to where we need to be to properly support everyone, yeah.

I: Do you think that line managers have, enough, too much, too little autonomy to make decisions that are supported by the organisation? 

P1: Yes and no. I probably see both sides of the coin aum and I think it probably depends on where managers are in their own career, and by that it's probably their confidence. So how empowered they do feel, and I think people who have got less experience in the role, probably feel less empowered to make the decisions and that they'd be supported. Whereas I think people with more experience will feel more empowered and will sometimes, perhaps, I don't know what words to use, the words are what to use probably aren’t the right words, but to like to go against the grain. They'll make a decision based on the facts presented to them rather than 

I: Sticking to the black and white of a policy?

P1: Yeah.

I: There's often the phrase, managers discretion. Do you think that we apply that appropriately or do you think that when managers discretion is applied that we fully support it? Where we say, you can go ahead and use managers discretion but when that actually does happen, do we support managers in the choices that they do make? 

P1: Yeah and again, I think that that is difficult. I think most of the time, so a lot of the place where you get that discretion is in managing attendance and I think a lot of the time we do support the managers in the discretion that they've applied, but I don't think all managers apply discretion. So, when they do, I think it's supported, but not all of them do it.

I: Okay, So do you feel that we have strong policies and procedures in place to support the managers that aren't using managers discretion?

P1: Again, I think it's more. Perhaps it's missed opportunities or their perception that the discretion should only be applied at the last stage of the managing attendance at work policy. So, as you progressed through the review prompts, I think there's a perception from some managers that at the informal first and second stage of the policy, you don't apply discretion, and you only apply it at the third stage. So, we are trying to do some informal coaching around that where we do come across it to, you know, kind of explain what it's there for and when it should be applied or when you should consider it. 

I: OK, brilliant, thank you. Do you think that when we give advice that we are consistent in the advice that we give across the organisation. So even, departmentally, geographically? Do you think that we give, do you think we could get the same response wherever we went?
P1: And I guess the short answer is no, because it's all down to interpretation. There is no black and white or you should only apply discretion in this case and so you may get different answers. For example, if you spoke to me or x or x, you might get three different answers, or we could all give the same answer, but because it's down to your human intervention, it’s difficult to say. 

I: D you know when you said about how experience plays a part in how well they would be able to adapt.?

P1: Yeah.

I: How much support does this organisation provide to new line managers, so people taking on positions like this with little experience? I know you've said we've moved from a long time ago where we just learnt on the job, but do you feel that we give new line managers enough to start with? 

P1: Yeah, I think we could give more. You can always do more, can't you? You can always definitely do more, and I don’t know it's difficult because I I don't know how you would do it because you wouldn't want to do like l the training program, you know, to be an EMT or something. That wouldn't work to be a manager because it's, you know, it's different skills that role. You know what I mean?

I: Yeah, as we’ve established, everything situation can be very, very different. 

P1: Yeah, and even, you know myself, who's got loads of HR training sometimes if you're asked a question about policy, you don't use that often. I still need to look it up myself so there's no way that you could give a manager all the skills needed to go into that role. But I do think sometimes we don't give them anything. They're just kind of popped into the role (laughter). 

I: So how do you think that we would get the best out of line managers?

P1: I think it's probably coming up with, so we did all the ILM level four, I think it was for the DOMs and so on. So, I think that that gives them something, but I don't, I don't know whether you need that or something equivalent. It gives you something, but that's not the be all and end all. You do need some of it on the job, and it is only experience that gives you the confidence and it's the coaching before that conversation. And whether that coaching comes from People Services or from a more experienced manager. Because again, I don't think we use that peer-to-peer support very much. I think that that we are missing a trick there potentially.

I: Could we improve communication between different parties?

P1: Yeah, Yeah. 

I: As you said earlier about encouraging them to learn and then empowering them to do that while they're learning, what do you think motivates them because obviously different people are motivated by different things? Do you think that managers are motivated to be involved with the implementation of these practices, or do you often see a reluctance to want to do some of these tasks?

P1: I don't think we often see a reluctance to, and I think that, you know, some managers will try and push it on to People Services to do the doing in and we need to be clear now our job is to advise, but you’re the decision maker. It's your decision and you need to do what you want to do and all we can do is advise in terms of policy or legislation and point out risks. And it's for them to make the decision that, I think generally most managers are happy to do that, they just need that support beforehand.

I: Do you think that it's clear throughout the organisation what the roles are? Like you said, you know you need to sometimes say, no, we're here to advise and you're there to make the decision. But do you think that is clear throughout the organisation and that, what People Services capacity is there for? Is that knowledge amongst everyone?
 
P1: No, I don't think there is amongst everybody, and we are trying to do bits in the background. So as part of compassionate practices, we are kind of working on a one page of who is the role of a disciplining officer, what is the role of People Services in a disciplinary, the role of an investigating officer, type of thing, just really breaking it down to try and support people and whether it will help I don't know but.

I: Okay, in terms of motivation, do you see motivation as important when line managers have to, as part of their role, have to do a range of HR practices? Do you see that motivation is important factor of its success?

P1: Yeah, I think it is. And I think their reason for doing it probably determines how successful or not the action is, and I think you know we've got such a drive on compassionate practices and the culture change that I think the motivation of the manager will play an even bigger role and whether that motivation is aligned to the compassionate practices and the culture change.

I: OK, I'm just a final few questions from me. Are there any particular tasks that you think line managers should complete? Do you think there's anything that particularly shouldn't be sitting with them or should be sitting with them or would be better aligned anywhere else?

P1: I mean, there's a few anomalies. Which I know some of them We're trying to work through. I think the bulk of the tasks are sat in the right place, but in terms of the few anomalies that I can think of, like the first one, I can think of is the transfer policy and I know we're trying to move that out of People Services , but I don't really understand why that fits in People Services  because it's not up to us to say who can transfer, but do you know what I mean? and People Services  do work with the localities to facilitate that and I think that there's an awful lot of duplication in terms of who owns the person’s file. So People Services have a file for everybody and I'm sure that everybody's line manager has a file for everybody. There's not really any guidance in terms of who should own that file. What should be saved on it? How it should be saved and there's a whole host of data.  I think that could be something that is sat in the wrong place. 

I: Do you think that teams has enhanced the way that we interact with line managers and how line managers can access People Services support. Do you think that it has improved for the organisation?

P1: Yeah, I do think that. Well, I think the technology has helped, but some feedback we had recently from trade union colleagues was that and because for example, I could be supporting a manager in the South East and the trade union colleagues, were at a meeting that might lead to dismissal, whether it's sickness related, or misconduct, their view was it would be really nice if we could be in the room, which I understand, but where we are at the minute and how we and People Services  are structured, which is based on the use of the technology, it isn't feasible for us to be in the room, so there's a bit of a conflict there.

I: So geographical challenges to consider? 

P1: Which is probably because we're a pan Wales organisation, isn't it?

I: And that's another thing really, do you think there are geographical challenges for line managers, do some line managers cover a wide patch of a of Wales? Can that impact the level of service or quality, that they can give to each member of staff when we've got some very rural areas in Wales to contend with and then some very built-up areas with large amounts of staff.

P1: Yeah, I think that presents a whole another challenge to which manager is in that area and especially if it's rural because the manager can spend a fair chunk of their day just travelling you know to go and speak to people in person and the travel time is not really accounted for in terms of their job. So, I do think that presents a challenge for them.

I: One more question really. Do you feel that as People Services and vice versa really. Do you feel that both are, respectful or aware of what the other’s challenges are? So, do you feel that line managers fully understand the challenges that you face as the department and that people's services fully understand some of the challenges that line managers are experiencing?

P1: Yes and no. Though I think that everybody is respectful of the pressures of the other party, the other side is under but in terms of do we all really understand what those pressures are? Probably not. Again, I think because from our perspective, because so much is on teams, you don't go into the stations. I don't know when I first started you used to, I used to be staying at the stations and we did the sickness meetings in the stations, but because you spent, I don't know, the day with the LM, other people would pop into the office or you'd hear them on a phone call or you'd pick up snippets and then you'd say, oh, what was that about? And it would give you a better understanding of the operational world, whereas because you're not part of that anymore. 

I: So, do you see that as a downside of teams, as good as some of the benefits are that it's brought, are we missing that awareness and as incidental chat with other people and learning what's going on in each other’s worlds maybe?

P1: Yeah, I do think we miss that, yeah.

I: Well, that's the end of the interview x. So, thank you very much, I'll just stop the recording.
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I: I have received your consent form, which confirms your agreement to take part and that an information pack was provided to you in advance to cover some of the brief areas of what the study was looking at. As I said earlier, it's going to be anonymised so nothing can be identified and it should last around 40 to 45 minutes, if you need to take a break for any reason, let me know. For the purposes of the recording, within WAST, HR are referred to as People Services.

I: So, can I just firstly confirm you are here in your capacity as a line manager? 

P2: Yeah, as a locality manager for Operations.

I: Brilliant, thank you. How much experience do you have of being a line manager? 

P2: So, in this role as locality manager, I've just gone over four and a half years and prior to that I did four years as a clinical team leader, which was, which is the previous abbreviation for a duty operations manager.

I: The title of the study is the role of line managers in implementing HR practices within WAST. Generally, looking at the principles of ability, motivation, and opportunity. What do you initially think of when I say the role of line managers in implementing these practices? What initially springs to mind?

P2: So, we’re the Guardians, basically. It's one of the common things that's levelled at the locality manager role is that especially for operations and I'll quantify that as we go through the conversation, is that okay? You can be managing the behaviours and the expectations of the staff in operations, so these HR policies that come in, I'll give you an example if that’s alright? The social media policy for example. So, I would manage the expectations of staff during COVID, for instance, when people were all of a sudden, locked up, cooped up and their outlet was limited to just that social media and then we had a number of breaches of social media. Incidents where staff were out with marches or being out in public places where they shouldn't have been. So unfortunately, these HR policies, People Services policies are in place and then we become the guardians of those policies because it's always us in operations, line managers, normally the locality manager where you have these conversations, the difficult conversations where you have to invite staff in and have these conversations now and we work very closely with the Health Board clinical lead, who is an equivalent line manager but clinical incidents are dealt with differently. They're still people and there are services policies for you know, the clinical agenda and your clinical audits and so on and so forth. But they are far found more straightforward, I think, because their behaviours aren't involved.

I: In terms of policies, do you think that the policies are up-to-date, strong enough? Also, do you think that line managers get enough involvement in the development of these? What is your view on the current policies and procedures People Services have in place at the moment? 

P2: Yeah, for me, you know, for me, I think I could be more black and white in policies, but I obviously am very, very conscious of the fact that we’re a massive organisation and only like 60% of us actually working in patient, facing roles. We've got to have a one size fits all and we unfortunately have to because of being such a large organisation.

P2: Do I find them hard to manage? No, not at all, because they've all got a flow chart on them and they've all got a yes no answer because when you're dealing with people's behaviours and expectations, there is always unfortunately a difference of opinion. There's always a difference of opinion, so we are trying to manage our reputation, especially on social media and I've had conversations with people and very recently I’ve just said I've seen your post on Facebook, take it down now because you're in uniform and you're misrepresenting the Trust, and unfortunately people use social media now for mental health support and for, all sorts of things and unfortunately, they’ve got to be so careful when they put on there, their representing WAST and then they put an opinion on there and you know it's like being in a political environment, isn't it? So going back to your question, x , I understand to managing these, they might not be a niche part for some specific occurrence that has happened, whether it's normally a negative is someone's reported, didn't they come under a policy? So, it's a one size fits all. So really, you've got to then manage them as best as you possibly can. I've got a really, really good and strong relationship with my People Services partner.
 
I: Ah, that's good.

P2: You know, I won’t mention the name, but you who it is but obviously it’s confidential. We have really, really robust conversations about what I can and can't do should and shouldn't do, if that makes sense. Can I invite someone in, for instance, without a weeks’ notice for an initial assessment? Yes, I can. Can I invite someone in for a long-term sickness meeting in without a weeks’ notice? I've got to take my personal beliefs out of that then, because I believe that you should come into work, do your job, behave and go home. 

P2: So, I've got to take my personal biases away, and again you know we talked about the values, and some things I find that abhorrent, some things I don’t, and I've got to try and remove my personal opinion out of things. I’ve been a manager for eight years now, so personally, I think I'm very, very good. The staff might say something different, but I think I'm personally very, very good at removing emotion from that conversation, even if inside I'm really, really disappointed with the member of staff or on the other side, I totally, totally understand. Well, I'm empathetic about why I've got to bring them in to have a stressful conversation with them.

I: So earlier, you said that you have a very good rapport with your People Services partner. Would you say communication is really strong between the two of you and the level of support that you receive?

P2: It's a running joke I have with x and I see her and I tease her and call them support services and she bites my head off every single time It's just a running joke, I've worked well with all of the team, x who is now x’s boss. Before it was x. So, I've got a foster these relationships and I use them as a policing mechanism. So, when do I need to do this by? What are the expectations of me and can I, can’t I do this?

P2: As I've explained earlier, so if I've got someone in, if it's a real severe allegation. Say we'll talk about the safeguarding incident. What do I need to do immediately? What can I put on the back burner until I've had more information? And that's where x and I work in partnership, because outcome letters, for instance, outcomes from investigations, it's going to be sensed check via x. 

P2: Do we get it right all the time? No. Am I confident we getting it right 95% of the time?
Yes, and the proof is in the pudding there that, as I said to you before we started this conversation, I done a lot of investigations in the last 4 1/2 years for WAST and I wouldn’t rather have done honest here, but all of them have gone to, let's just say all the ones have been severe, high end and they've gone to appeal. My decision has always been supported and the process has always been supported

I: That takes me to earlier, when you said your decision was supported.  What do you feel about the element of managers discretion? What is your experience of managers discretion and where it has been applied, has it often been supported, or it has it been overridden? 

P2: So, discretion wise, I would say it's been broadly supported, you know, I don't remember making a decision. I'm quite certain I haven't made a decision on discretion that has been, umm, revoked by my manager, you know? But I'm conscious of reporting up, you know, the reputational damage on what you know, that's what I will say is, though, that I've made decisions, process decisions normally around industrial injury claims and they have been overturned via ADLT, so that for me is disappointing and I would say that, that is a negative impact in this place, in this Trust where I've made a decision and then someone has gone off to the Chief Executive.

I: Senior management?

P2: I’ve made a decision, and they’ve just reported me straight to the Chief Executive and this has physically happened to me x, and the Chief Executive has then sort of reverse engineered my decision. There's a new term I've coined today. They’ve then gone to People Services and gone well, what's happened here and then I have to justify my decision, even though x and I made what we thought was a robust decision and then it's gone off and it's been overturned.

I: So how does that affect your confidence in line managing? Has that had a positive or negative impact? 

P2: It's that it's happened to me twice now, and both options are two separate members of staff, both gone to the Chief Executive and have both had you know ‘cry’ and saying it's not fair and then they got involved and I've then had to justify my decision making. One of them has been overturned and the other one wasn't. Sometimes I'm making decisions, I'm following the process, and an industrial injury is the classic one where I've gone well, is it wholly or partially attributable to your workplace? And the answer to that is no. On the balance of probability is it works fault. No. One of the questions is, would it have happened if I had been in work? Well, it may have but you may have been walking down those stairs in your own personal life.

P2: So, there is a nervousness around there, but I'm still confident and experienced enough to make those decisions and I don't take it personally. It's just a little bit disappointing when I get and the way that I was challenged over it was disappointing to because I had to do a timeline and rationalize my decisions. 

I: So, these sort of tasks you've mentioned, You've obviously done a disciplinary, you know, investigation into industrial injuries. With these sorts of tasks, what do you think should be sitting with line managers or do you think that they should be sitting with members of People Services or specialists? Do you think that there is enough specialist advise within People Services?

P2: I would say that People Services support is fundamentally good, you know, and that very rarely do I have a conversation with x or another People Services partner, where we don't come to a joint decision, but I'm also conscious of that I'm very experienced.
I've got eight years’ experience as a manager in WAST now and I've sat on both sides of the coin, whereas unfortunately there is a senior pool now at the moment, especially in the x region, we've got x and x moving on to different posts and that's great because that's internal promotion. I think I sat down in the room, the other day, and I had more experience than the other five managers put together. So, in myself, I'm confident, I'm a soundboard, so that peer support that we get as locality managers and we meet twice a week at 9:00 in the morning and we have like a ‘moanathon’, we go what would you do? So that peer support is vital you know.

I: You said you've got good peer support in your region, but from your experience, do you think that level of peer support is present pan Wales?

P2: Yeah, I would say no, because we went out for our locality managers meeting a few weeks ago and we met in Newtown and it's not, it's not lack of desire say I think it's down to geography. Teams has made that a lot easier, so we've put this meeting in place on Tuesday and Wednesday, we literally sit there at quarter to nine and we’ve got 45 minutes, and we just have a problem solve and if someone's having a bad day, someone’s saturated, someone’s got too much on, we'll go can I help you? Can I do this? I think that's really vital. I don't know that actually happens in other parts of Wales. What I am aware of, for instance, is that down in x, x, a service manager, brings them all together on a weekly basis and says well, off you go, have it out in a room where you just get it off your chest. That's got a really, really positive impact. 

I: Would you use the peer support network to ask for advice regarding People Services issues? 

P2: Yeah, absolutely, absolutely. So, with little things like that, you may not have read the nuances of. Let's say that we'll talk about the special leave policy. Now I've got two members of my staff who've done volunteer work in India and someone asks for advice and you can say, No, I've dealt with this before. There's a few of them, so there's one from x and we are entitled to offer them special leave to support them, to go and do charitable causes and they didn't know about that but again, because I've used the policy before and it's still classic in that you don't know what you don't know, do you?

I: So, what about you? You've obviously got a wealth of experience, how do you think the organisation supports line managers that are new to the role of line management, as it's you know it's quite a niche skill. How do you think the organisation supports people coming into those positions?

P2: I I've said in the past that, being a good paramedic doesn't necessarily make you a good manager and then you also don't have to be a paramedic to be a good manager. In this post, my predecessor, x wasn't clinical either, but I, but I believe it does help. It does offer some things if you understand what people do on a daily basis. I'll start with the Senior Paramedics. Clinical managers are fully supported to do a PGC where they go off, they have a one-year course once they take on the role, they expected them to complete, and it's funded by the Trust and that gives them a managerial leadership qualification. Do we do the same for everybody, operations managers? And do we do the same for our locality managers? And the answer to that is no, we don't. So, as you know, you've been here your long enough. Now, we used to do the ILM, didn't we, the NVQ ILM that was resounding across the board, hated because of the work that went on in the background, the supplier and the assessors. I had five separate assessors. 

P2: So, there's an ongoing conversation now and perhaps when you publish your dissertation at the end of this piece, one of those recommendations, maybe I'm not trying to write this for you. When you come to your conclusion, your recommendations may be that we need to invest in an induction course for the locality managers, because we do it for the DOMS we do it for the SPs, but nothing for the locality managers. But I think it's because they normally come from the DOM pool, but there's an understanding that they’ve got a certain level of experience and that's fine.

P2: Or maybe some shadowing cause what we don't do very well is a handover process.
I understand the financial implications, but that would be great, wouldn't it, if every single person had that opportunity? But as Locality Managers you come in and there's no I haven't got to manage. What configuration will you have when you finish your masters? 

I: It’s in Business and Administration

P2: So, there's an understanding that you have a level 7 education and there will be research modules and leadership modules and all of that. But I have asked the question, could I have a top up leadership module funded and there's no money for it at the minute cause all the money is being absorbed by clinical? If I get that job tomorrow, can I do my prescribing?
Yes you can.

I: What do you think about consistency across the organisation?

P2: I don't think we consistently find, although I don't think we consistently offer operational managers the same education or support that that clinical managers have.
I'm quite confident in saying that, but again I've got, I understand the financial implications of that. You know, because obviously sending someone off on the master’s as you know yours with the cost, which is probably nine grand, wouldn't you know that was that was funded and we've invested in you and that's great. But we don't invest that same money, and I think my peers, I may be wrong, and this is not going to be controversial, I think quite a lot of them won't have masters. You know, I think a lot of them won’t have their level 7 education. 

I: But do you think in terms of being a new line manager, would a level of management qualification be beneficial, and do you think that would apply, I know you're clinically based, but do you think that would apply to say line managers entering a corporate environment as well?

P2: Absolutely, absolutely. If you were to attain a role and now part of that role, entered at band 8a, you've got oversight of one hundred and seventy staff and then that expectation in the 1st twelve months is you will be enrolled upon a Manager 20 credit, 40 credit whatever it is a leadership and management course with the partnership university paid for by the trust you would feel great wouldn’t you? We know that we invest in their money and we’re getting empowerment in their managers, making them better managers and also they've got that investment and what's going to attract someone from outside of the trust and we'll support you with your education to become a better manager. Surely that's going to be a positive, isn't it?

I: We’ve discussed new managers, but what about updating your training? Obviously you do CPD hours clinically, but what about maintaining your level of training on things like training on sickness? Do you think that the Trust provide line managers with enough, regular, consistent, appropriate training on these areas?

P2: I think I we are improving. You know, there are regular seminars, you know, going on about managing attendance at work seminars. You know what we do with x now? And she's doing it across the x region, when we have our duty operations managers days, we're asking People Services to come in and say how do we manage sickness, how to? And then x comes in with a spreadsheet. And sorry, a PowerPoint that says like this is what we do, and this is why we need to do this, these are your points, triggers so on and so forth. So, from that point of view, we're getting far better than it. I think we are. Could you do something we could do more regularly? Absolutely. Could there be bespoke training packages in?

P2: The information is there if you're looking and you want to go and find some training about how to, you've got all of the tools available to us. We've got Siren and the policies are all embedded there. The touch of a finger you can find if, I'm not sure what to do with someone who's been on the sick for 30 days. You can find that the managing attendance at work policy it is available to us, so I think it's embedded, you know, maybe a bit more one to one training, maybe a bit more seminars you know. 

I: Is there any areas that you personally, or your team or colleagues would welcome further training in relation to being a line manager? 

P2: I think the big one and where the pressure is, is managing attendance at work, and you know compliance for CPD and this sort of stuff. There are physical things that you physically have to speak to a member of staff about, but managing attendance at work, making sure that that process is right, because you get it wrong, and people get dismissed or people go off on the sick. You know, we've supplied staff with that. My sickness was appalling up until now and has been for 12 months. I'm in special measures for success in this part of the world because it just seems to happen that all of the long term sicks are in Cardiff and they are all sat under my umbrella. So, on a weekly basis, I’m sitting in front of the ADO and justifying it. I'm accountable. It's coming down now because we've had a couple of redeployments and long-term sicknesses returned and so on and so forth but unfortunately the spotlight was on me. Has that changed the way I practice managing sickness? No, it doesn’t, because I do it via the policy.  So, for new staff, for new members, I think, yeah, managing attendance at work training would be a big one I think.

I: You've mentioned a few times about geography, you line manage in an urban area where you are, but what about the line managers based in very rural areas and having staff particularly spread out and also accessing a People Service department that are also pan Wales. How do you think that impacts both line managers and staff?

P2: It's easier for me, living in an urban area because I've got a couple of stations in my area. It's very, very simple for me to abstract the member staff if I have to have a difficult conversation with them. I always prefer to do it face to face because it's more personal and if you go through any investigation. for me opinion and it doesn't happen, you'll return to work.
In my opinion, If you've been off on the sick, your return to work should be done the moment you step foot back on station but if you're manager is in Builth Wells and the station you're in is say Newtown, well, that's a bad example. But you know, you know in Anglesey you can't physically do it, so why would we go around that? This us, isn't it? Before, you would have to come and meet me and we'd have to get a form out, wouldn't we? Wouldn't be able to record it and we'd have to have conversations, and you'd have to make time in the diary.

P2: It’s nice to have these days and I know you have them in the clinical directorate, and you recently had one the other week but teams has made our life a lot easier. 

I: Do you see all aspects of teams as beneficial and the access to People Services? Has it made things more accessible for you as a line manager?

P2: Yeah, absolutely. I routinely now have my long-term sickness meetings and if I can, I'll drag x down from Swansea and have a day and I'll buy her lunch and so on and so forth. That's absolutely fine, but you'll know yourself, you very rarely come to x now, x doesn't come here anymore.



I: Have you experienced any feedback from staff that would prefer face to face interaction? 

P2: No, and I know this to be true is that when we spoke in that LM forum, you know, you're trying to have a one to one. Your PADR, for instance, your development review with the member of staff but if their stations 2 hours away from you, the cost and time implications on the trust to go and meet them and then they may be on a job stuck somewhere outside a hospital. So, the geography, it really does impact the staff. So, your PADR should be done in persons. It's your personal development review, it's your chance to sit with your line manager and say I want to do this and this but if you're in Anglesey and they're in, you know, sort of Wrexham or whatever, you’ve got absolutely no chance.

I: Part of the study looks at the impact of opportunity to be able to conduct these HR practices by line managers, how does time impact your ability to carry out these roles, how big an impact does it really have?

P2: As in how much time the People Services work takes out of my dial-in?

I: Yes. How much do you would you say? How much time does completing all of your HR tasks take, if you could roughly quantify how much that contributes to your overall workload?

P2: I would say probably 50 percent, 50% of my time, maybe even more of dealing with staff through all the myriad of things and that’s from the negative to the positive, you know for instance dealing with the disciplinary, dealing with the sickness, but then on the other flip of the coin, dealing with the maternity, dealing with you know the special leave and career breaks, you know there's a whole myriad of information there. Tell you if you're doing this in the future, that might be a question you preload. If you've got more people doing it, I don't know if you've gone through your interview journey, but it might be a question where you just say a pre question with how many hours out of your 37 and a half a week.

I: That's why I've asked you because, my next question is, has that changed, increased, all has it stayed relatively stagnant?

P2: Absolutely increased because we've got more staff, and I would say, and this is probably controversial, I would say the behaviours as of the new staff, not exclusively. Obviously what they would put a Datix in for, wouldn't be something that someone of my generation, you know, who's been in for 25 years, would put a date Datix in for. When they've had a disagreement with the crew mate, they'll just say I'm not working with that person rather than sit there and see what different approaches, where back in with my time when I was working on a bus, I would sit in the front and you, and I would have a conversation. You should be able to have that freedom to be able to say, challenge and say no I’m not particularly happy with that. But for now, we'll put a DATIX in and then I’ve got to interview two members of staff. Then I've got a to come to a conclusion and the correct policy.

I: Do you think the change in culture of the organisation impacts the behaviours or do you think it’s generational?

P2: No, I think we're doing the right thing. Generational I think we are trying to police something. It is very, very difficult to police now and we are trying to play catch up with all of our culture champions and all of our speaking safely, all of these things that you need to be in place. But I think unfortunately, we're playing catch up for a lot of it because, for instance, your role, 10 years ago didn't exist. Can you tell me that you sit on your hands all day and don't do any work? No, your slammed busy all the time. So, this is where we're changing. So, whereas before we were all just like you have a station officer, they did absolutely everything. And then you went out and you were feral in the community and you just there was no governance over us at all. There was no auditing, there was no safeguarding. There was all of these things where we have now gone to 40% corporate to become this modern mega national company and we're still not exactly where we need to be here. We're still moving towards where we need to be. And we'll always have the, you know, the odd wrong un.  We'll always have people who make mistakes, but then we got to understand that EU safety report that, yes, but there's certain things and it might be me being old fashioned saying it might be me going well that's not even the world is anymore.  Would you rather fill a report in and let someone else deal with it rather than have a difficult conversation yourself.

I: Would you want any further support from People Services with some of those things? 

P2: I’ve got absolutely no problem having those difficult conversations at all and what I do is when I have meetings including x and I will chair. But it's very, very clear that we work in partnership. It's very, very clear that I always made the decision. I always make my decision with support from x. Ultimately she’s supported my decision, but she will say we made it together but what I'm conscious of is that, you know, people say this is, you know, they thought that the advice comes into that but x has a voice in that room.

I: Do you think the organisation encourages you? You've obviously got a very good relationship with your People Services partner; do you think the organisation as a whole encourages accountability and empowers line managers to be able to do that? 

P2: I would say yes, yes but I think that I would say yes from a place of confidence, you know, and whether someone who's only newly into the role might not give you the same answer. So, if you're interviewing someone who's got a 12 month experience, they might say, well, no, I don't feel supported and have the decision, I don't really know what I do and I'm looking for information, but you can't buy experience, can you? You can't buy time served in the job, you know, and that's not saying that I do everything right all the time, because I obviously don't and I've got a certain way of doing things, but you know, I do like to think that, you know, the conversations that I have with x and x and x you know, we've got it. So, it's a two-way conversation and I think that when those new policies come in, I'll be going what do I need to know?

P2: x is the gatekeeper. It’s like x is the guardian for me not to go out and make mistakes because she will say no. If I say something in a long-term sickness meeting, you know I did it a couple of months ago. I said something about pay. I forgot what I think it was. Industrial injury pay and I said, oh, you'll get paid this and she said no, you won’t. I said sorry, my bad.

I: You’ve said you have done a myriad of tasks, maternity, paternity, a range of different things. Are there any particular tasks that you perceive should not be sitting with line managers and should be sat with the People Services department or other departments?

P2: Yes. So, the one bug bear I've got is the ESR changes forms you know and don't work, do they? I know they're changing them in September, but processing absence forms, processing new appointments forms, changes to assignment forms, they shouldn't be anywhere near me.

I: So, do you find you spend a lot of time on paperwork, so to speak, even if it is electronic or?

P2: I'm a bit of a control freak in that instance, so writing outcome letters for instance, I know other colleagues of mine, their locality administrator will do them.

I: Yes, Do you will delegate at all, to administrative staff? 

P2: I do. When everyone's got their own tasks and their own skills and they, you know, my DOM team for instance, they’ve all got their specific tasks but if I've had a long term sick meeting, for me to then communicate that to my locality administrator, to type a letter for me to input that information, it would be easier for me to just write the letter and send the letter to x.  For instance, you'll speak to someone like x, has got a good relationship with her locality administrator. For instance, when x was working in x, she was so amazing at the role, and I used to sit in the same office at the time. I'd come in, in the morning and my day's work would be there on the desk waiting for me, sickness, returns, outcome letters. 

I: Is there an awful lot of paperwork?

P2: Absolutely. But unfortunately, if you don't do it and it's not recorded somewhere and it's not signed, you go through process, and one missing letter and it's happened to me, we'll go back to an appeal. One of the very first disciplinaries I did, I missed one letter out as part of that process, and they got 1500 pound paid out. It was still dismissed, but because I hadn't sent them one letter and the process was missed. 

I: Do you think the importance of things like that is communicated well throughout the organisation?

P2: No, because the unions will tie us up on process because it's in black and white. Yeah, as you well know with clinical it’s far better than we are because it's seen as a supportive mechanism, not a punitive mechanism and that's the difference between operational and clinical. Let’s say you've got to take minutes with x or x, you do it because you know what you’re doing, and they trust you implicitly to what’s needed. Unfortunately, I haven't got that trust and support with my locality administrator here, and that's through no fault of her own. It's just it easier for me to do it myself. 

I: Do you think trust is an issue throughout the organisation? 

P2: I wouldn't say it's trust. I would say it's correct process because what I could do is send it off to her and then review it myself and then send off. 

I: Do you feel that there is duplication of effort? 

P2: Yeah 

I:  Obviously you've got this huge element of line management within your role, as you said, almost probably 50% of your time. Do you experience or do you know of colleagues that also line manage who experience role conflict with the clinical element of their role and the other management elements?

P2: Again, you’ll find me a bit of an anomaly here, because I have still got a desire to work clinically, but a lot of my peers in the Southeast region, they don't, they don't go out on vehicles too often but I know that's different, in North Wales. I know in North Wales, they routinely go out, x, for instance, and x regularly go out and work clinically to keep their registration. They keep themselves current and it is vital, it is really, really important. You’ve got to understand why you've taken this role. If you've taken this role because you no longer want to be a clinician, you no longer want to work shifts. You don't have to be a registrant to do this role. You don't even have to be a technician to do this role, and so I respect that. That's absolutely fine.

I: There’s a huge amount of tasks that you're undertaking and how does that conflict with other areas of your job that you are supposed to be focusing on?

P2: I think it's just part of it. You have to understand that in this job you only have four years in this job, don't you? It's a great wage Monday to Friday. You know, it's interesting.
It's varied, but you know once you have a day off, you know that the day after, you're coming back to 150 emails. So that continuity, that break from the role is difficult and we have to manage that accordingly. How would you manage your time if you had a day?
If you had two days a week clinically you wouldn't be able to. You wouldn’t have an option to do the rest of your work. As I said at the start, I'm saturated because I've got a disciplinary, an investigating officer's role for x in x. She was looking for someone to do it and then Friday afternoon, all of a sudden I’ve got a concern coming in, the safeguarding one and I would say it's probably taken twenty hours of my time over the last three days.

I: What motivates you personally to undertake these tasks, or do you? Do you sense a reluctance to do some of these things? 

P2: Yeah, because why would you? Why would you want to be an investigating officer? It's part of the role that needs to be done, but why would you want to be an investigating officer? Because it takes up so much of your time, you've then got to have very, very difficult conversations with members of staff who you may or may not have an existing relationship with. I've got no problem having conversations with either or but ultimately it costs you more work and then your work is then scrutinized, what lunatic would want to be? There’s six of us in the industrial group in the x region and as I said earlier because there's very limited experience and we haven't put on training for those managers to be able to manage conflict and processing investigations, ultimately muggings here, gets a lot of the investigations you know.

I: Do you think the organisation motivates line managers or are they self-motivated and actively want to spend time with their staff? Do you think they value a lot of this good work?

P2: And it's a difficult one to answer that I see, because I think we're very much compliance driven, and we have seen as the less favourable side of the organisation. So having that desire to ring someone up who's having mental health problems, and you know that you're going to be on the phone doing for 45 minutes as a manager, you've got to steal yourself to have that conversation. There's certain members of staff who were really, really difficult to deal with, and you know full well that conversation that you have with them is going to be manipulated. And then all of a sudden, there's no desire to ring them but someone has to.  But I think the general feeling across my managerial experience is that people here do a decent job, people are here to do what's right and that is to make sure the people are well equipped to be out on the road, providing a service to the public.  I might be at the top in my field, but I'm at the bottom really trying to make sure that those people on the top have got the tools to do their jobs properly. Have they got an ambulance? Have they got uniform? are they trained?

I: So, have expectations on you as a line manager changed from both your employees and People Services? Do you think expectations of you as a line managers has altered at all in your eight years of experience?

P2: I would say yes, I would say I’m far more involved with People Services than I was three years ago. I do wonder how much COVID has affected that when I was first added as manager and as a DOM, I didn't really have a lot of People Services interaction, it was normally via email. That has changed, I think for the better. I'm conscious about how many she looks after her, she's got another 20 of me, that she's dealing with, and she is absolutely saturated. So, I don't go to her unless I can absolutely help it. In terms of expectations from the staff, I think they want far more from us as managers now than they ever did, and nothing's their fault anymore. Not all of them, of course, but there's a lot of them. I had a discussion yesterday with a member of staff who hadn't booked himself on study leave, and he had an exam yesterday and he said, ‘But it's not my responsibility’. In my opinion, we're paying for you to do the paramedic conversion. We are paying you to go back and forth to university and you haven't bothered telling us you've got an exam on and you're telling us twelve hours before.

I:  What do you think are some of the core skills required of both departments to make it effective for the organisation, So what do you feel line managers and People Services should exhibit to work well?

P2: For me I think you need to have the ability and the desire to have difficult conversations and manage staff and that's going to be supported by a good general knowledge of policies and procedures. You've also got to know where to look for these policies and procedures. Then on the other side, comes my partner agency, People Services, they need to have a high end understanding of the policies and procedures and the processes to be able to support me to have those difficult conversations. Some people would rather not have those difficult conversations at all. Because who does? Let's be honest, but it is difficult. You’ve also got to weigh up the fact that if you are not willing to make those difficult conversations and make operational change, it'll just fall apart. I'm in a very, very privileged position where I earn really, really good money. I work Monday to Friday, and I've got loads of autonomy. So, you've got to weigh it up and the running joke with the staff is that I say you work 168 days a year and you're on 44 grand a year. You know, if you're on 12-hour shifts, you only work 168 days a year because of leave but you do deal with a lot of naughty stuff. So, we’ve got to look at it about how privileged we are. I think a lot of that is lost. 

I: Just one more thing, you mentioned that you have autonomy, do you feel that you've got enough autonomy to make decisions? Or do you think you could do with more?

P2: No, I'm pretty good. I obviously understand that I'm a conduit, where you are between the Ops staff and the senior management and that why in four years, you are normally done and broken by.  But ultimately, if I want to work from home, I can. If I come in late, no one is questioning me. If I want to work from home in the evenings or I need to make my time up. That's fine. Where the rest of staff, the DOMS for instance, they are tied to their shift pattern because of the civil contingencies of the road staff, there's an expectation that they're in on time and they don't finish till they go home. But what I will say is that they get paid for every single minute that they do, don't they? And someone at my role doesn’t. I'm quite militant with my hours, If something happens I’ve got to come in. Fine. I've got a family to go home to. I'll do my hours and then I will go home, you know, because I don't think working 60 hours a week is good for mental health.

I: Thank you for your time, I’ll now stop the recording. 
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I: Thanks again for agreeing to be a part of the study, to confirm I have received your consent form, which confirms that you've read the information pack that I provided you with, which gives a brief summary of the study and the areas that we're going to be looking at. The meeting is being recorded and as already mentioned, all personal and identifiable information will be anonymized, and this conversation should last about 40 to 45 minutes. For the purposes of the recording within WAST, HR are referred to as People Services.

I: Can I firstly confirm? Are you here representing the People Services department or line management? 

P3: I’m a People Services representative. But I'm also a line manager as well.

I: How much experience do you have in this area, x?

P3: So, I’ve been a line manager probably about 20 years, HR space, probably about 5 to 6.

I: The title of this study is the role of line managers in implementing HR practices within the Welsh Ambulance Service University NHS Trust, and particularly utilising the ability, motivation and opportunity framework. But in terms of the first half of that question, what initially comes to mind for you?

P3: In terms of, I suppose with HR practices, when you look at line managers and I suppose what I think about, is, as a line manager, it's about leadership and it's about how does a line manager implement those HR practices and whether it's on its own or rather with support from People Services to navigate, I suppose some of the employment law things. Employee engagement is obviously a big thing for us at the moment. I would say it's operationally how to look after our staff in the right way, so policies and guidance type thing. 

I: OK, thank you. So, could you briefly cover some of your primary duties as a People Services representative?

P3: I'm a senior People Services advisor and my job is primarily focused on supporting employee relations within the organisation. So, respect and resolution, disciplinary, capability and sickness. So, I support directorates to support them. It's almost like an enabler in terms of the organisation and those are my two primary focuses. However, I am a generalist so I can deal with all of the other queries, so we've got flexible working, annual leave, TOIL, NHS terms and conditions is something that is prevalent because it's behind all of our policies, especially managing attendance at work, flexible working. My job is mainly about advising managers on how to proceed. So, giving them options and also my role is about how to empower managers as well. So sometimes it's about giving them the confidence to make those decisions in an evidence-based way as well. So, it's all about supporting.

P3: I'm doing some projects at the moment. We're looking at a more strategic level of standardizing processes. So, for example I'm doing some work with ambulance care at the moment around standardizing and having consistency of the processes throughout Wales. So, we've noticed a difference between Central and West, South East and North, just slight differences, but some of that could come through in terms of an appeal. So, we're doing standardization of processes, and I also support organisational change. So, when we do structure change, and alongside that job evaluation is probably one of the biggest things in the organisation since COVID, there's a lot of modernization we need to do and a lot of focus because our service is not financially sustainable going forward. So, a lot of change needs to happen.

I: You mentioned policies and procedures. As an organisation, do you think that the policies are currently up to date and are they enough to support line managers to be able to make decisions and use them appropriately?

P3: Well, it all depends on the level of experience of the manager, and I think sometimes what I feel is missing and it's something I'm working on with ambulance care is that you have a policy. Everybody interprets policies differently, and sometimes there are bits which are not up to date, so it can sometimes be conflicting with terms and conditions. So, you need to keep your eye on the ball.

P3: So, what we're kind of doing with ambulance care is we're going to kind of strip it back and almost talk about the doing part behind it. So how do you get to some of these points? Because it will tell you in one policy, you need to do a + b = C but how do you do A? and it's those little things within the policy and some managers who have been here for a very long time have very certain ways of doing things. Some managers will interpret the policy how it should be interpreted, and it is about interpretation. But I think sometimes it's that missing link on how we support them and then the boundaries have to be very clear. So as a HR professional, I am constantly in meetings. Every meeting I say my name is x. I'm the People Services Senior Advisor. My role is to support both the member of staff, the manager and the organisation to ensure those boundaries are clear, because sometimes our policies flicker between the two, so respect and resolution says HR asks to appoint the chair. Well, actually the issue has come into the manager. It's the manager's area. They should be able to make that decision. Yes, you're going to need support from us, but put it back to us to put something independent is not helping that situation. It's actually then it's trying to make it independent, but it can be a bit of a double-edged sword about, so interprets that at a later stage within the policy or process.

I: What do you think of managers discretion in terms of some policies as well?
How well do you think that we not only have the confidence to apply that, but then when a decision is made, how does the organisation support managers with that decision that manager has made using that discretion? Is that decision always supported or is it overridden? 

P3: I think it's really difficult because what I've always said to all of my managers, is for me, when you make that decision, I can only give you advice on what you tell me. If you don't tell me something that you don't think is important, but I think it's important, I will ask you that question. However, I’m not a mind reader. I don't know the ins and outs, so for me it's about how do we audit trail it. So, when somebody makes a decision, it's never for me about whether it's overturned. It's about the right decision. What is your rationale? So, when we go into a disciplinary, we've got deliberations documents, which helps support the decision and the justification from an employment law point of view. I think sometimes that's a bit missing from some of the other policies. So, in managing attendance, I asked them to audit trail on the return to work, why are you holding this person back? Because there are only three reasons why you should be holding them back. But when you talk about managers discretion, it is open to interpretation. Quite often I would say it does get appealed, but I think for me when I look at an appeal, I don't think it's disagreeing with the decision because everybody has a different view because when you go to appeal, you may have more information it. You can only do it on the information you have at the moment in time, but what I'm trying to demonstrate with some of the teams that I'm supporting is, so I used to support EMS coordination. We've done quite a few case reviews because we had a really unique case where a decision was made which might not have been the right decision and I think I'm probably still 50/50 on that decision. However, it was overturned at appeal, so it's about the learning from everybody involved in that process from the start to finish to understand that bigger picture. Because when you go to a hearing, you will only do it on the information that you have in front of you and the questions that you ask, we always go away and ask more questions. But sometimes the managers know things that they don't write down, so I actively encourage managers to audit trail and document their thought process because, I speak to lots of people about different processes every day. So, my rationale will be based on what they tell me, but I'm not a decision maker, so I think it's a safe, an audit trail is what I tend to say to the managers. 

I: You didn’t say disagreeing with their decision but possibly reaching a different outcome. Do you think that when there's a different outcome from an appeal this has a potentially positive or negative impact on the manager after they've made a decision and been given the autonomy to make a decision and then it’s revoked? 

P3: Well, I think it depends on the manager. So, a manager I recently supported, we disagreed on the way to go forward, and they went ahead with what they wanted to do. That's completely within their discretion, however, then when it went to appeal then it got overturned and I felt very strongly, it had a negative impact and the only reason for me it had a negative impact is because I don't think and it's taken time to do this with the manager, to get to the crux of actually the decision making because this may sound a bit harsh when I say this, but it's not intended to be harsh. But as a leader, sometimes we have to make those difficult decisions, and sometimes we have to admit we're wrong. And I don't think we’re good at that, all we hear is right, that's got appealed. So why do we bother doing that process? The key point of it is actually the complexities behind it with this, this and this, I don't think and that's why I'm trying to instigate more case reviews I suppose in some of my areas, because for me it's about what did you learn now and in 12 months’ time what did you learn? Because that's when you see whether somebody has truly reflected on what has happened rather than, oh, do you know what, every time you put somebody forward, it gets appealed? It's not always about that, appeals, the grounds of appeal could be around process. There could be new information that's submitted. There could be information not considered at the hearing. I think for me it's that learning element, which is not quite there yet, but it depends on the manager. For me, whether or not they're in a position to understand, really, because sometimes it takes and it can take several months for it to manifest itself, but it came out about what they actually did learn, because if you've got two managers saying, well, I didn't overturn it but, they will focus on the but because they feel they're being, not disrespected is not the right word, but they feel they're not supported. But it's not about that. It's about being objective, and I think the organisation sometimes can be very command and control and it can come across quite strongly.

I: Do you sometimes think that we don't always empower those managers, if we're using more of a command-and-control approach?

P3: Sometimes I think what happens is, that we've got the best intentions in the world, but do we set our managers up for success? I don't know always think that we do, because I think there's a lot of things. So, for me, there's two things that stand out for me in the organisation at the moment that we need to move on, dealing with difficult conversations for all managers and professional behaviours in the workplace. Those two things would really transform us as an organisation because a lot of the issues we're dealing with, we need to get to the root cause. But if you don't get to the root cause, you're going to have lots of disciplinaries. We've seen a rise through the sexual safety element, rightly so, but we need to be getting into the root cause of what can we do to help because when somebody comes into the organisation, when is the expectation set? What are we doing? Because that's how the first day is, how they see the rest of their contract, and you can't blame people for doing things they've done for 30 years. And it just happens, you've had a new manager and we're going to pick you up on it. It's a culture thing, isn't it?

I: Do you think the culture of the organisation influences line managers to be able to carry out such practices? 

P3: Yeah, definitely. And I think sometimes for me, what I see is a lack of confidence because sometimes some managers lack confidence but then some managers, it's not about confidence, it’s what they say and it's quite interesting from my point of view. What I hear is don't worry if this person sits on the panel, it’s going to get overturned. And I'm like, what? And they're like, well, the thing is, this person is very risk adverse. And I'm like right, first of all, what? have an appropriate conversation about that. But to me, what we should be saying is, right, okay, this person is objective and looks at it, but I think do we give enough time to reflect on that? It feels like sometimes things are rushed, but then when you look at our processes, they take so long, I think there's a bit of bureaucracy.

P3: So, when you look at ACAS guidelines, you don't need 21 days for a hearing or seven days. Actually, you need 24 hours, so we could do a lot to manage that employee experience, but also have the honest conversations. If we dealt with difficult conversations in the beginning, you wouldn’t get to a lot of these issues. And even though they are serious, the ones we've got, those can't be helped. We have to look at, well, what is the organisation? How are we working? Because if somebody said to me right okay, you can't do this. Well, why am I thinking that? Because you know what? It doesn't matter.

I: So how do you think we get the best out of line managers to be able to carry out such practices?

P3: Well, I think with HR practices, what I tend to do is, I've got different types of managers. Should I say there are very different in their style? So, one manager and he does make me laugh quite a bit, because when somebody more senior than me comes in and is directive, oooo he reacts, and I know that, he likes clean questioning. So, what I do is I get him to think about it. Is that more effective? I don't know, but that seems to work for him to get to the right decision. So, there's more, there's less, there's less toiling with it later on. I suppose that's what I do. But I think sometimes it's the lack of confidence to do something, but also do they think it's their responsibility? A lot of managers I'm interacted with at the moment don't feel it’s their responsibility. So, unless we use our language to emphasize that you've got to be careful because our policies don't agree with that, our policies are more like HR says no. If this is unusual, go to HR. 

I: Do you think that there's a lot of tasks that line managers don't think should sit with them and should sit with the People Services Department rather than them and do you feel that some are more responsive than others?

P3: Yes, I say it’s probably a mixed bag. So, I think because of the way the policies are written, I think a lot of people think that a lot of it, they are doing our job for us.
So something I was spoken about to the other day was ‘I shouldn't do an exception form’. This is something people and People Services should do, so I was very clear with them in my previous organisation, managers have been doing it for 10 years, I think WAST probably have kind of realised that probably this is what it needs to be. And the reason for that is, there's so much pressure put on line managers to do these. But how often do you do an exception form? How often do they use ESR? So, I think they don't use it often enough and that's why you've got the experts, People Services behind it, but also then when they're not confident, because they've not done a process, you have to be very clear about what the whole process looks like rather than give them bit by bit because some managers, they won't learn from that. It's all about how you coach the managers, I think in terms of some managers, if they want a yes or no answer, it's pretty clear but also if somebody wants a yes or no answer, I'll say to them right, what we need to understand is, this decision is yours. I will support you to help you rationalise this decision, but sometimes I do think there’s pressure to make a decision quite quickly when they need not be when there need not be.  It's hard to reflect because the time pressures.

I: Do you think in terms of opportunity is the factor of time, have they got the time to be able to be involved in such tasks; disciplinaries, forms.  How much is time a factor in all of this?

P3: Well, it is, because I guess, what I do with my teams is that I will, respond quite quickly to some things because I think right they've only got like today, This is their hour, this is where they are concentrating. Whereas me, I might be in the middle of something for People Services, but it's not something I can't put down and pick back up. Even though I shouldn't because it creates havoc for me, but it works for my managers because their time is precious. So, when we talk about role clarity, there's nothing behind it. So, when you look at it, it's almost like, you know, like you do a suite, and you were new to an organisation. We don't have that detail behind it, so if we don't have the detail behind it within our areas, how can we explain that to the rest of the organisation? And that's when practices and things go wrong. So, for example, a manager the other day, put the wrong leavers reason on there and we've only now picked that up through an audit trail and stuff like that, but also what are we doing to give them that right information? Because if you don't do it often, you can't blame them for doing it, because no guidance here.

I: Sorry to interrupt. Do you feel the organisation, when there's changes and updates like the payroll exceptions form, do you think the organisation do well enough in communicating these changes and these reasons? 

P3: I don't think we do, but I've come from private sector where I've always been trained. If we have this going on, you have a launch date. You have a launch date, and everybody gets trained before you launch.  You do the training and then after the training within a week or two, you kind of do a review. What's working? What's not working? We seem to as NHS because this is what I've seen in the NHS. We're going to go live on the 1st of September and we're going do all this, but nobody's actually thought about, you know, the whole project plan. Okay, before we go live, what are the physical things we need? What do we need to do? And it tends to be will it only do this type of managers? Yeah, but it's not right the whole organisation needs to know about what we're doing, whether they're involved or not, leading up to it is irrelevant. It's about that communication because if you don't communicate, for example, the SMA app and it's a massive thing that we're doing. So yes, we've got training leading up to it, but we know in the first couple of weeks, there’s going be a lot of queries in it. So, I don't think we always think that through. I think it's almost like right, we've got a job to be done. We've got a sign off by that date. I don't think we think about communicating with the entire organisation, whether it's email or anything, but our organisation doesn't communicate only by email. We've got lots of people on the road, so how do we get to the people on the road, the people in stations where the Wi-Fi is horrendous. Not everybody uses emails, corporate guys do, but I think that communication, we don't think about that. It's a project plan. When you launch something, it's the activity planning, preparation before, implementation when you go live reviewing it, reflections, how do we move it? Because I can see examples in the organisation where we don't do that quite clearly.

I: Do you think that it would be of any benefit from your perspective that they would be involved earlier in the implementation of these processes, when these things are being developed? Do you think that would make them feel more valued potentially? 

P3: Yeah, and also involved. And I think what we tend to do as an organisation we call these task and finish groups. And I said to a manager the other day, why are you stuck in Task and Finish groups. You need to be communicating to the team. Get out there. Communicate to your team. Go when they do, and all of these things that are basics that we've got because they're on site, we seem to have lost that. It's like, oh, we need a task and finish group to say, oh, we need a term of reference to do this and this. And I was there going ‘right, OK,’ so it was a roster review I was referring to. I was like, okay, so we've got a representative, have we given that person the time to go out to tell the team, it should probably not be on top of her day job? That’s not acceptable, you know. It's obvious things, but because I'm not, I'm not close to that, if that makes sense. I can see things which go oh hang on a minute. Do we need to think about that differently? Because I just think you're doing all this fantastic work but you're in a task and finish group and I would decide on two things and that's not off your tick list. That is one of four things you need to do as part of your plan, but I don't know whether people know that as well, because that's again, it's your project planning, that's the strategic element of how you do change leaders in the organisation about how you land in change. Communication is the key thing, and you've got to get your change leavers moving because otherwise it's not going to land. And then when it lands it, it goes buh buh buh. 

I: Yes, Would it be beneficial to involve them earlier, then maybe we would avoid such scenarios potentially? 

P3: And its different ways, isn't it? It's not. Everybody's got to be spoken to, if that makes sense. Everybody's got to be able to have a voice. How do you guys want to be communicated with? How do you think this is going to work? 

I: Do you feel that line managers voice is valued?

P3: I think we've got a lot of, it's very top heavy in the NHS as an organisation. I don't know, to be honest. I think it's a mixture because I think, I do think it's valued, but I don't think we demonstrate that very well sometimes. But also, as a line manager, you are almost the first line of defence against the senior managers and the ones in terms of you know if anything happens. And I think sometimes we don't always, take the time to talk. We go in with this assumption and often when I get something through and we encourage managers to be objective, there's a bias there, but you can't. You could try and mitigate that, but sometimes then you'll get oh well this this manager's always been the way they've been. They've always done this, have you actually said anything to him? No, we haven't, right. So, do you think we need to change that? What do you think we need to do? And there's a lot of commentators, but nobody will follow through with it then. So, it's almost, it's a perception, but nobody feels confident to have that conversation.

I: Is there a confidence and openness issue to be able to approach more, senior member of staff in relation to such issues? 

P3: Sometimes it depends on the relationship, but yeah, it's very. I think there's sometimes a lot of people, don't feel I don't know whether they feel safe. I think most people just want to be getting on with the job. They don't want to rock the boat. but essentially sometimes when it gets into the behaviours, it's like they can say, oh, I'm I know about this and I'm like, right, how would you and its third party, it's not facts. There's a lot of probably gossip is probably the better word. Yeah, there's a lot of gossip and actually when you get to it, there's no facts and I think that's, that's culture in the organisation, yeah.

I: So just touching on another other couple of things. We've talked about time and different elements of the role. Do you feel that many or some line managers within this organisation would experience sort of role conflict? Some have got a strong clinical element to their role and then trying to balance that against line management and having to complete HR tasks. Does that cause stress and how does the organisation support them with that? 

P3: I suppose there will always be role conflict with anything that you do, because it's all about what priorities are set. And for me, it's about the leadership. So, what are your priorities of your directorate? So, when we look at People Services, to me, people and culture plan, that's like, that's where we go, right? Everything we do has got to be linked to it. If you're not doing it, why are you doing it?, that's my kind of question. I don't always think sometimes priorities can be right because operationally things change quite fast. So, for example, when we go into reap level 2, it was more noticeable when I first came here. You don't really see much activity when we start going into the threes and fours, you'll see a very different complexity around the operational and you've got managers which are firm on what should be done and managers who are firm on what should not be done at that point and there’s that conflict as well. It's always there. Right. You've got 10 million things you want to do. What's your top three things that you've got to do today, but then, like me this morning, you'll have two people phone you, right? You need to drop all of that. I know you're going off next week, but you need to do that. It's priorities and that's life. That's how we deal with it. And you have to be 70% reactive, but it's trying to get that 30% proactive with line managers to get them to breathe. But in all fairness, when you've got operations at one side from obviously x, you've got x obviously People Services on the other side. We've got a disciplinary, we've got to get these letters out. Sometimes you've got to dig with managers about what I right. What are your priorities? What do you think? Because they might not know what was the priority that you've got to get this letter out in seven days. 

P3: There's almost unwritten rules. You can see it in the policies, there are unwritten rules that they put in there that are not clear. So, I talked to somebody about Occupational Health the other day. I said there's a three-month review on it, so if you don't go into this process within those three months, you've got to get a new one. That's not actually, I think, written anywhere. All of these little things you can't have everything in the organisation written down, but it feels like we need kind of like what we are doing with ambulance care is just some basics around, If a long-term sickness comes in, where do you go and just a bit of working with them to untangle it? Because that clarity is really, it's a basic something we shouldn't be doing, don’t get me wrong, but that clarity to help them prioritize, will help them build the foundations, and they can work out where they need to go. So that's what we're doing to try to get to, because the clarity behind it is obvious when you know the policy, it’s not when you don't, but to them is that it's the how to do the doing. I say behind it, but not being restrictive is like right? This is a general guideline, and this is what it looks like. Go away and do it. And then they will build on it. You've got to start that confidence and it's almost a sensible manager or somebody who's been here a long time, will go and sense check that graph there and go. Ooh, yes, I’d forgotten about that. Right, I need to do that. Those points are not there for us.

I: We've talked about clarity, but in terms of consistency. Do you feel the advice that is provided to line managers across Wales, because we are a Pan Wales service, is consistent? Do you feel that we provide consistent advice? 

P3: I think it's a bit of a hard one because I think, what will always happen when People Services advice is we will only advise based on what they tell us and what questions I ask. So, I am a very different practitioner to one of my peers, x. We get to the same outcome, but we approach it very, very differently. I'm a green. She's a yellow. Very different in the spectrums. It's not to say my approach is right or x approach is right, but we may give different advice to different points based on what we know when I think what I find is if line managers don't like the answer, they will go to somebody else and omit a few details to get the answer that they need and that's absolutely fine as well. But what I do with that is, right. If somebody's been advising on you, I will not get involved, at any point.

P3: I'm like, right? You advised on that. That's absolutely fine. I can answer a generic query. So, for example in the managing attendance at work policy, does it state that they can use annual leave during sickness? Yes, I’ll answer that, but I won't go into case specifics because there's history behind it. So, the problem with consistency of advice as well is which we've picked up with my teams is that everybody's got a different view about who does what. As a directorate, you need to break that down and understand your scheme of delegation, because that's, that's you. That's not me, and we've got scheme of delegation within disciplinary. Don't get me wrong, but that's scheme of delegation is what your directorate wants. If I know that, that's absolutely fine, because I will only guide you on the scheme of delegation that is within that policy. Do you know I mean? cause some managers want to do and you can do it different scheme of delegation. When you go through the board and stuff for each directorate, which is fine, it's not something that’s quite known, but I think people think that we know all of that and it's that boundary between actually that's you as a directorate should know that. 

I: Do you think, the expectations on people's services has changed? Has it increase, decreased, changed, from line managers and what they expect of you as a department?

P3: Ah, well, I don't know really, to be honest. We've recently gone to a structure change which was very bizarre because it was just one of us for one area covering a couple of areas and now there’s is a team of us and I think what I kind of see from my interactions with my managers is there is an expectation to do a lot more, of the admin based of it because we've got other people in post now. But I'm very clear we're setting expectations, and I always have done with my team. Is that as far as I'm concerned, we can help you, and coach you to do that, but we're not doing it for you. We're not going to write your outcome letters for your long-term sickness meetings. We're not just going be at a meeting because you want us there. We need to be adding value so I'm very clear with my teams about right. This is what I want to do to add value, and then have a conversation with them about how do you think this is going to work? So, I've recently had conversations about something that’s not working. I've said to them right, we've got the same approach and not working. You need to think about what are you going to do differently? I'm going to think about what I'm going to do differently. We're going to look at the data and we're going to go forward with it. I know, it's incredibly bossy as well, but it's called, and it's started a conversation with them. Right. What are we going to do? Because essentially, and that's why we've got to standardisation of processes, because everyone's doing their own little thing, which is why there is this chatter amongst the organisations. Ohh EMS do that, they do that. It doesn't matter what EMS or anyone else does. You are your own directorate, but there's a lot of, understandably. oh, they do that. We shouldn't do that, but it is. You need to do the right thing when nobody's looking, and it’s trying to instigate that with them sometimes across all teams.

I: Thanks. Are there any tasks that you believe that shouldn't sit with line managers that deal or do you think that everything is aligned well? 

P3: I'm I think I think it's hard because I think managers don't understand it's all aligned. So, it's a real struggle uphill and sometimes. the only thing I would say is my job, I try to encourage managers to think differently so succession planning, recruitment. So, for example, if we keep turning over people, what's going on, like trying to get them to think outside of the box. So I had a conversation with the manager The other day about WTE and I said right, how many people have you got? because your sickness is going to be based on if you don't have, say, you had five final formals and they were dismissed, that five is going to impact your figure because you're absence is going to go up because you will have less people, which is obvious, isn't it? It is obvious, but to a manager they box them. They almost don't see it altogether, so the customer which is our patient, the operational side, the people side and finance is all like little blocks.

P3: They don't join them together, so I think I try to as much as I can, try to get them to think differently. And my motto as a manager is, it's a really famous John Maxwell quote that I use. So, I want to teach them to pour water over stuff and stick gasoline because when he took gasoline, it goes up. And that's my purpose that I try to, but it's really hard sometimes because I feel for them because they have. If you don't have experience, I've got line manager experience, which I think makes me a better People Services person. But if you haven't got any line manager experience, the only way you will learn is when something goes wrong and that can be really tough because you're up against it.

I: as an organisation, do you feel that we assist, when somebody's coming in with little to no experience as a new line manager? Do you think we've got the infrastructure there or the sources or the training to be able, you know, how much training do we provide? Could we provide more? Not only for new, but for current as well. So that's kind of split into two questions I suppose.

P3: So, I think for me there's lots of resources out there in NHS Wales, that we don't use, that you could use without a doubt. But as an organisation, we're heavily focused for the right reasons on EMS because that's the bulk of our organisation. But actually, when you get promoted into any manager role, we don't really show them how to do the basics. So how to look at the finance spreadsheets? How to turn around and have a conversation? How to track your absence? How to deal with the ER? cases? They've all got it through word of mouth and experience rather than any formal training. So, but I know that x and x were developing in a program around that and management essentials, which I think is currently on hold at the moment, isn't it?

P3: That there's so much resource out there that we could use in there and as much as you can signpost, you still need a leader to be driving that through. It needs to be part of our plan, but we can't do that with the capacity issues that we've got with the OCP's going on at the moment because were fighting the OCP's with the JDs going on to transform the organisation’s because financially. We can't continue with our structure. Understandably, every NHS position is the same. It's no different. It's trying to work out what is the real priority. I think isn't it, but.

I: do you think that the change in demand sort and expectations of the organisation affect these individuals’ motivation to want to carry out these tasks?

P3: Yeah, definitely because sometimes there's. Sometimes there's no follow up or consequences. Sometimes what we're not good at doing is organisation is reviewing. So, a lot of time I spend with managers is getting into a place where we are identifying, right. Where are we now? Where do we want to go and what kinds of like is there any training? Because I want training, it's not always about training. It's about behaviours, so it's much as you can do the training and stuff with them. The next stage is then, reviewing so you can support the manager to review and then it's stepping back, and the manager will still review and I don't think managers are able to do that, confidently because, do they think it's a priority? They think it's an additional need rather, it's an extra. It's not a necessity, so that plan do review is a fundamental. Their fundamental in the organisation basics, but in all fairness, do you see that happening at higher level? No, we don't. But also, there's a lot of talk around bands as well. Who does what? it drives me mental? I don't get it. I'm there going, I don’t know what a band 7 or a band 8a does because I’m a band 6. sorry and I just get on with what I need to get on with.

P3: You know, I mean, yeah, I don't. It's always a lot of talk about that and the organisation well, how do you know the 7s? Well, I don't know because that's the job. I don't know what they're doing. I don't go and if I shadowed them for a day. Yeah, but you still wouldn't know anyway, would you? But I think there's a lot of negativities about, you know, they're not doing anything. How do You know that?  if you've got time to do that, I'm just thinking, if you got time to do that, you're not doing your job. That's my opinion, but that's a personal opinion of mine. Hang on a minute, there's a lot of it, isn't there? I think sometimes within the organisation it's not helpful.

I: Two more questions from me, touching on sort of motivation. What do you perceive that motivates line managers to want to or to carry out these tasks? Do you think their own individual leadership style or their own managers leadership style or does the organisations do you think that influences it at all?

P3: And I think there is some, I think for me, if we were as performance driven like a KPI dashboard as much as the operational performance side, I think we may see a change. But obviously with then we've got to take apart the KPIs. I think you're very much does depend on that, but also for me it depends on the manager. So ethically and morally, what do they think is right? Because some managers will have a tick box exercise, I've got three people on long term sick. I will meet with all of them, and they will go and meet with them to. I mean, they have fruitful conversations, then you have the managers that will meet with them. But I've been doing welfare calls, so this is a genuine reason why they haven’t done that long term sickness yet. Yeah, but they need a bit of push. It depends on, if they ask questions and held to account about it If I'm being honest, but also if not you know and coming down from above, if there's an issue, then it comes down quite quickly, but it should be business as usual review rather than do you know what you ER cases are really extreme? What's going on type thing, isn't it?

I: I'm just about kind of touched on a bit of like red tape, which is an expression that you probably use in public sector probably quite widely. Do you think that this impacts on both probably HR and line managers ability? Do you think that there are a lot of unnecessary or necessary rules that we've got to adhere to or delays? We've also already discussed time frames for things being done. Does this impact also opportunities really to do things?

P3: Hmm, I think it does, because I think there's a lot of things that if we will look at it, the human side of and thinking, do you know what, is it right to make somebody wait 21 days for a hearing and they're already anxious it is, it's a very. It's unsettling whether or not you've done something or whatever. Yeah, it's really unsettling. It is, but I think I don't think it needs to be. I think if we thought differently, I thought, right, OK, what are our actual barriers as an organisation is not taking everything down? What’s really getting in the way At the moment?  what's our key thing getting in the way? Right. Let's look at this. Let's look at our root cause and remove it. If we did that even on one little thing in the organisation, we've got a lot of bureaucracy because legally with health and social care, we have to and it is what it is, is the government. It's the law, but we can make things much smoother, but get rid of those barriers. And digitalization is probably one of them where we could quite smoothly move into it, but we've got a GDPR compliance in that, haven't we so.

I: Do you think teams has helped impacted People Services and line managers relationship?

P3: I think so, because when I came into the NHS a month before COVID, and teams was introduced straight as COVID happened. So, I think it does. So, I cover pan Wales so I can't be in North Wales, central and West and southeast. The same time, managers do think I can do that, but I can't. I keep reminding them no, I can't be on site because I can't because of our meetings. I can't be in and office with six people having a meeting. About what I do, I can't do that. Even when I go to beacon it's frustrating because I can't be in an office on my own in the darkness. But yeah, but I think it does help because it's accessibility. But also, I think as an organisation there’s quite a need to put in meetings all the time and you don't need meetings. It's like this is an email. This is give me a quick teams chat.  You know, I mean, do you need a team? But it's because the manager feels uncomfortable. They want to talk through it because they manager above them as put out in their mind because they manager above them Got a different viewpoint, which is fine, absolutely fine. But I think they're always worried then and some managers, not all, but always say, oh, I've spoken to people service, doesn't mean your decision is right. My love, you’ve spoken to us, but it's a lack of ownership Again around this is my decision. But you know, when they make a decision or you've made the wrong decision, but then we don't learn from it. So, people will always go.. What's the point of making a decision? I might as well go with what that assistant director said, because they're going to get their own way anyway, and that might not be what the assistant director wants. But actually, when they are getting pressure from above, it can come down quite

I: Thank you, x. I'll finish the interview. 
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I: Thanks again for being agreeing to be in part of the study, I’m confirming I have received your consent form, which confirms your willingness to take part and that you've read the information pack that I provided which gave you some brief information about aspects of the study. It's all recorded, and all personal and identifiable information will be removed, and it lasts about 40 to 45 minutes and following the interview I'll transcribe everything and then I'll send you the transcription just to make sure that you're happy with the content of it. For the context of the recording within WAST, HR are called People Services. 

I: Can I firstly confirm if you are here representing People Services or as a line manager? 

P4: I'm involved in a lot of the People Services functions, but I'm also a line manager as well.

I: How much experience do you have in People Services/ HR?

P4: So, I've worked in WAST for 14 years and prior to that I worked for x as a business manager and HR was part of that function and that was for about six years before. So about 20 years?

I: Wow a long time.

P4: Yeah, too long.

I: The title of the study is the role of line managers in implementing HR practices within WAST, focusing on the ability, motivation and opportunity areas for line managers. What do you initially think of when you hear the title of the study?

P4: So, I would think of our operational managers and our directorate managers. I'm doing it more from a People Services perspective not me as a line manager because hopefully I would know what processes to take.

I: Could you briefly cover some of your primary duties as a People Services representative?

P4: Our remit really is to advise, support, guide, coach and mentor, so it's understanding where managers may need that support. So, we may provide training, we may provide coaching, we may refer them to policies, cause the policies have processes within there to follow, they are clear what needs to happen when and that if somebody is unsure, you know, as I said, we put training on or we may coach individual managers.

I: Thank you. There's a couple of things you’ve already mentioned that we will draw upon. You mentioned policies, are the policies and procedures within the organisation up to date, relevant, supportive enough for line managers to be able to make decisions?

P4: I think they are and bear in mind that yes, we have policies and there's a process within it but when I speak to managers the policies are guidelines. So, there are some things within them which are legislative. So, they know the Equality Act and things like that. So, there is a process, but it's about then understanding. So, for example, if I use the managing attendance at work, it's very clear about the process. So, if somebody's off, you look back. Have they prompted but before you even look at that, have you looked at what support they need? You know, all of that is within the paperwork. There's prompts there for managers to go through. But when they then look at the if, somebody's prompted, the guidance will be in the process is, if they've hit that prompt, you take them forward. That happens, but then the manager needs to use their sort of conversation to decide whether or not to progress that person. So, we can provide, like I said, the process and the guidance that we're very clear with managers that, that’s their decision and every conversation will be different. And so, and I know I've used the managing attendance at work, and we use the word discretion, but it's understanding the managers don't use that inappropriately as well. So, it's a fair process and what I mean by that is we don't want people to feel that somebody's been treated differently to them, and they may well think they've got the same and it could be that it's different. But we need managers to understand this. They need a rationale as to why they've not progressed. Somebody, not just that, I've used my discretion. So, it's that level.

I: Do you feel that there is manager discretion in a lot of the policies and when a manager makes a decision based upon managers discretion that the organisation supports them fully with that decision? Or are there instances where that decision is overturned when they had to use their own discretion to make the decision initially?

P4: I don't know of any that have been overturned per se, because once the discretion is spoken about and agreed, then we can't really go in, you know, that not our role to overturn things.  The line manager though may have a discussion with them to understand their rationale. So, but and I think that's the bit where we are there to guide and support, but we're not there to manage them either, so.

I: Do you think all managers understand the difference in the roles between what the line manager has to do and what People Services role is and how the two work together? 

P4: No, not all managers and I think there's different reasons. For some managers maybe they don't like making a difficult decision. It's this is People Services or HR, you know, and other managers may make the decision. And maybe they understand that line but that they don't necessarily discuss it or you know, so if we're talking and I know I'm coming back to managing attendance at work. But if we're looking at, for example, how many times somebody's been off and we can look at a report to see how many times somebody may have prompted and then as part of our audits, we may ask, where's this person in line with policy. And they would say ohh well, they’re on informal stage because I've used discretion. It's not then for us to look at why, but that is for their line manager and I'm clear with managers and I'm not saying every manager, I don't deal with everybody, but I'm clear that within job descriptions, there's the HR section and it's very clear that the staff are their staff, they're not ours and we are not there to manage them. It’s the manager who knows them better. Who has dealt with them? And they are person who is best placed to make decisions, but they just need to make sure that it's a fair process.

I: Do you think that their expectations of you as a HR department have changed increased over time?

P4: I think they have changed; I would say for some managers, some managers understand that part of their role is the HR aspect of managing people and the other managers may still see us as more of a personnel department. So yeah, it's some people say, it's a personnel department and everything transactional is for us to do or for us to make decisions. But I'm clear that that isn't our role and we're not there to make the decisions, we’re there to support.

I: As a personal department cause, that's been a shift over a long time, hasn't it? You've just referred to them as per as yourselves as personnel, and that was from many years ago and it's, you know, it's devolved, isn't it a lot since then?

P4: A lot. Yeah. So, I'm that I would say I think when I first came in to WAST, I was surprised at how much I suppose HR still did because I was used to working with managers who did take that responsibility.

I: Do you feel are there any particular tasks that currently sit with line managers or currently sit with People Services that you feel should be sitting in different portfolios?

P4: I think it's very clear that the people management side of things are with them, and I think. There are some processes, so for example, and we're in the process of moving the transfer policy sat with us and it's actually moving to Ops because that's a better fit for them to be managing the transfers rather than us be like an intermediary, I said that wrong, but you know what I mean.  then the transfer request come into us, we had to go back to managers. So, they've worked with digital so they're now going to have a digital system to do that, and that makes it. Well, it's fit for purpose When we move it across where it is at the moment, it's just it's a very clunky situation, managers will say. Can we have a list for this this station? They will then say these people have moved, but we haven't been updated. So, you know, there's a lot of miscommunication. 

I: You said about being clunky. Would you describe some of our processes as still being clunky? 

P4: Yes, I think we need to understand and streamline things, and we are moving forward with some of that and some of it is being driven. So, another example is, and I don't know if you used it, our Payroll exception form is not the best and doesn't work for all managers. And then we have a lot of queries saying it won't save. It won't send, that shared services have developed a Payroll app, which will come in in September as being used by health boards across Wales. So, we are one of the last thought it worked and on this now will be new appointment forms, changes and leavers in one app and the other good thing is, that at the moment there's I think there's probably like four payroll addresses changes go here, leavers go here, there'll be one route to speak to payroll within the app. So, it it's going to, you know, I'm not saying they won't be teething problems, but we're moving forward and then again, People Services won't be involved in even having the new appointment forms or anything else, it'll be the manager and Payroll.

I: Sounds positive

P4: And if payroll have a query so now maybe you have to send a new form, they will just move it back into not actioned with. Why it can then be edited and put back to be done. So it's streamlining and making it a user friendly.

I: Do you know in terms of when we have had new processes this app for example or maybe when the payroll exceptions form was introduced for example? How do you think as an organisation, we communicate and explain these changes to the whole organisation, accepting that there's a variety of different staff with different communication methods? How do you think as an organisation we do that or how well we do that?

P4: I'm conscious of when we put things on Siren, they're not always picked up.
It depends. It's somebody's been in, What else has been posted? How quickly it disappears? Do they go back and look at anything they may have been on there previously? So, one of the things that we have done is put these reminders out. Then we also use an email address which is only for communication, so it's not. It doesn't receive anything, and we email managers with. So, we take the managers from ESR and then there's an email that goes out specifically to all of those people. I suppose we could do better on communication, but with the exception form for example, the communications went out, it went on Siren and also there was some communications about training that was available, and I think that's where with sometimes there's no not the take up we would ask for and it's surprising that sometimes people who will work with the system will attend and others won't. And then, you know, they don't engage. So, we need to look at that engagement and coming back to the managing attendance at work, that's one of the things that we're working on. So, at the moment we do bite size learning for reasonable adjustments and all of those things, but we're looking to move them on to an e-learning package so that any manager can look them when they want to when it's relevant and they'll be able to access it anytime. So, for example a DOM working a day shift, they can have a look at it at any time. So, we're we are conscious of not everybody works like a nine to five, Monday to Friday. So how do we ensure that we've got resources there that people can access?

I: There's two things there, really. So firstly, technology, how well have we embraced it, but has it also made a positive improvement to your role with line managers or as it inhibited it at all? Has it as it brought any challenges having teams as our main sort of function now? 

P4: So, I would say it's enhanced a lot of things using teams and the only downside is sometimes you are too available as you know, like when I've just had call, yeah. So, it is like ohh I'll just ask. Ohh I can see that person's free and that I think is actually aided better communication across Wales rather than just in the area that you work, so personally I've developed relationships more with people in the north that I may not have had before so. It's that balance.

I: Have you ever come across anywhere the reluctance for teams and wanting that to face to face interaction that we obviously used to have pre pandemic?

P4: At times, I think is essential. We do face to face meetings and if we are support in the contentious, you know, all complex and case, then we do try to say we will do it face to face. But we're also mindful of where everybody is so we are an all-Wales organisation, our team is relatively small as are many teams in the corporate area and so, but I can give an example like I've gone up to North Wales for the meetings, so it's not that we won't travel, we have to look at that case. And if we can't be there? Sometimes we will say to manager you need to do a face to face, and we will join on teams and so we're very clear that people need to speak to people at times and not feel like there's a barrier of a screen in front of them.

I: Do you feel that geographical challenges is something that line managers also have to contend with when having to do some of these HR functions. For example, when they need to see a member of staff in person or they need to carry out an appraisal and some managers Have large teams in very, very rural areas. Do you think geography, plays a role in the way that they can provide an equal service to everybody in that team? 

P4: No, I think it may be more difficult for some of the corporate functions where everything is spread across Wales and people may be managed by somebody in the north and they are in the South. But I don't see that as a barrier for our operational staff because they're managed within their localities. They are managed by the DOMS and the operational leaders who are around so. Yeah, I suppose I'm saying operationally, I don't think, but there is maybe, some barriers with more of the corporate functions because of smaller teams and how far spread they are.

I: Thank you. Another thing on Geography, not geography sorry, but Wales as a whole service. Would you say that WAST are consistent in their approach, would consistent advice be received pan Wales?

P4: Yeah, it's consistent. But what I would say that as a caveat, it depends what story somebody is imparting. So, we are aware that sometimes managers or staff may go to a number of different people, and they may say something slightly different and then they will say I've had different advice, but it's based on what we are hearing but the other thing I would say we do speak to each other as teams and there are times when we say but that person has spoken to me and they've spoken to you, but then it's up to us then to go back to them and say, OK, what is the issue and less of a discussion because you were appear to be going to different people and we just need to get an answer for you. So, and I don't mean as an answer, we're going to solve it for you, but we can talk you through.

I: Brilliant, Thank you. Do you think line managers are provided with enough, sufficient or too much training? Or could the organisation be better with this specifically relating to HR practices. Is there more that we could do? Are they given enough? 

P4: So, I think it's about when somebody is being developed that they're ready to move into a role. So, there could be some development of leadership training, how to have difficult conversations, that type of and I call it training but like webinars, you know, or links saying have a read of this, this will give you an idea of things. I don’t always agree on training on policies, and this is my view I suppose, people who will attend, will attend. I'm not sure how much of it they take in and I would say maybe that is a barrier of teams because I don't know how many people switch everything else off. I'm guilty of it. I've just answered, you know, a message. So, are we completely focused? What are they taking from it? And then when will they need to apply it? So, if they don't apply it for six months, have they forgotten actually some of the things that were talked about in the training and that's one of the reasons that we're looking to try and provide more eLearning. So, if for example somebody and I'm using sickness again, does somebody wants to look at I I'm aware that this person may need reasonable adjustments. Not really sure, but I can look at this webinar. You know, this eLearning. Let me just have a look and then if I've got any questions they can then speak to one of us. That's what I think it should be and I honestly do feel at times that we go through policies, and we can talk about a process, but the best way to learn is real life situations and it worked again, In some ways it worked better. So when we were doing the managing attendance at work training in 2018 when it first came in, we did a face to face as groups and my approach is to say right, this is the policy, this is the process,  let's talk about cases that you've got and I encourage them to talk about the case, obviously not giving names, but then had the managers and other people present and TU could have a debate on what do we need to consider? What else could we have looked at?

I: So, do you think if managers had regular opportunities to maybe deal with some of the more complex tasks, do you think this would potentially motivate them or give them confidence when these things arise? 

P4: I spoke, my answer is maybe, but what I would say that we have some managers who are really Good at managing people and that's what it comes down to. It's about understanding your staff. It's about working with them. We are there for advice. We're there if they need that support. 

I: To do you think leadership style comes in x and how they lead they teams, do you think that plays a big role?

P4: Absolutely. And there's times as well we, you know, I understand there's times when any Manager, any leadership style, is autocratic or democratic or, you know, all of these different ones, transformational, every different style has to be adapted. And it’s the emotional intelligence of the line manager to understand how they need to adapt, maybe to that certain person, to the situation, and how you deal with a performance issue, you still need to understand do you need to listen? Umm, but then if you're directing somebody to go somewhere because something needs to be done, like I don't know if they're operational and there's an incident and they're scene commander, they'll be very much. You will do this. You go there, you do this and but when they are talking to a member of staff about an absence maybe it's about sitting back and listening, asking how you are. What is stopping you may be returning. What do we need to do? But also asking the member of staff what they need to do.  I don't know if I've answered that probably.

I: Do we give line managers like some of like you said, it's natural instinct and style, but for others maybe do we give that support that enables people to understand the difference between that autocratic approach when you're in an operational scene from when you're dealing with a member of staff in a sensitive absence situation?

P4: Or they're worried about their children, and they're asking about special leave, or something is happening. I don't know. So, we can do training, and I know OD are developing a suite of training about leadership qualities. And you know, there's going to be some more training and OD have done some, like the managing the bespoke conversations, conflict management, which we all, you know go through.  There’s so much training you can do, if somebody doesn't recognize that they need to change their style, we can say this is what you need to think about it. We can say you need to listen. You need to actively listen and ask the right questions and be appropriate to the situation, but I don't know if we can actually train somebody to do that. They can learn them. They can learn them. I'm not saying they can't.

I: Is it a natural instinct in some?

P4: Yes. And I think some find it and I'm going to say in the way it is, some find it easier with some staff than they may with others, but it's ensuring that they're consistent in how they approach things. So, they may see some staff as I know this person, I can speak to them, you know, maybe they'd worked with them prior to being promoted and then others they may see is, I don't know, you know, but it's approaching it with the same way, still giving that respect, listening and not almost doing a checklist.

I: Do you feel that some line managers are more receptive and willing to carry out these HR tasks than others and there's some potentially, no, not saying if there is, you know they prefer the other aspects of their role? 

P4: I think it comes down to their personal style, but I would say there’s very few managers for me anyway that are not willing or able to have those conversations in adapt and where we may have somebody new or were aware of somebody and it might be through their line manager, or it could be a concern that comes in from a member of staff. So, if we're aware that maybe some manager or a manager is, appears to be and I'm not going to use word struggling but not able to diversify how they do things, that’s when we would need to maybe speak to the line manager, speak to them. Can we provide any further support? Do you want just to support you at the next few meetings? Do you want us to discuss the case before you go in with a member of staff? And so, it's that level really of recognizing as well, though I suppose, and if it's very difficult because we are all Wales and if somebody doesn't recognize it and then there's never really raised as in, I'm not happy with the way I'm spoken to then we don't know what we don't know, yeah.  Sometimes it is observing, I suppose I'm just clear that we're not there to tell them how to do it or why we are there to explain this is, you know, the approach that you need to take that and that's how you get the most out of people and the more that is shared, the more we know, then we may be able to support. And I have been in meetings where I've said to of the members of staff, you're not sharing anything with us, which may limit our options moving forward. And I'm not saying you need share with me, but you need to have. You know, I think about maybe there is somebody that you could share something with? 

I: Is there a challenge with confidence and sharing information throughout the organisation?

P4: I think. All this is something we're working to improve with. I think it's improved, but I also think again that's down to an individual because some people may not feel comfortable sharing with anybody, but I approach it as in you don't have to tell me, you, you absolutely don't. But if we are not aware that there's something which may be impacting, then we can't do anything about it and when I say that I do also say it's not the royal we, you manager will be supporting you, you know and so you need to have that conversation with the manager. And there have been instances where they may not feel comfortable with speaking to the line manager, and I encourage really the line manager and them to say, well, is there a TU colleague who could support or is there a work colleague that you do trust to speak to and not give all the information for you, but to maybe just explain a little bit that there are other things going on and how that could impact. 

P4: None of us want, people off sick, you know, and there's going be times when people are ill and different things. But we have a lot of anxiety and stress reasons for absence, as you know, and part of what I would like to do more of is and it's not driven, but look at if they're more personal or is it work related because we may be able to have more with work related stuff and we can look at that and we encourage managers to do stress risk assessments and then if it is personal do we need to look at is it the work life balance? Is it causing issues, for example with childcare and are they carers for, you know, older adults? So, there's lots of things going on that people may not share and they'll use sickness, not as a cover. I don't mean that but they just can't cope being in work because there's so much going on. So, what can we do then and to look at that? And you know, I have spoken to managers in the past when somebody maybe struggling with childcare or something and their leave has been refused.  And then it's like it's over the 18 percent and I'm like the why don't you grant the leave and go over that because they're going to go sick and you're not going to have them anyway. So, it's this level really of think outside the box and think of the bigger picture and I know its 18 percent and you may be questioned why you've gone over there, but you've got a good rationale as to why because you'd leave me have been correct, but your sickness has shot up so.

I: Does the change in expectations or demands of the organisation drive some of the decisions and the way that line managers implement some of these practices?

P4: I think, I think locality managers and service managers, they are questioned about performance, and you know, UHP, they question all of us are questions about KPIs and everything else. But sometimes it's like I said, it's stepping back and saying, yeah, I may not have hit that. But I supported four people over here by doing the right thing and as an organisation, that's where we need to go on the flexible working now has come in and that's going to pose challenges, but we need managers again to think, especially our operational staff because it's far easier. You know, I'm being honest, flexible, working for somebody who is a support function. If you're doing a 12-hour shift and somebody says flexible working, I want to work a 6-hour shift, how do you actually manage that? It is far more difficult in some ways to, I think the drive is there to support, but the practicalities sometimes. 





I: That brings me to the next question, are line managers presented with role conflict between the clinical nature of their job and then the time that it takes to carry out a lot of these tasks and then as you said, performance is driving some of the decisions also. So, do you feel that maybe some experience role conflict?

P4: I do think they sometimes have role conflict because they have got, you know, what's the performance? Why have you done this? Why and then I always feel like we come along and go what is the sickness though? You know, I know I'm apologizing, but again, if we step back and we sometimes allowed managers to make decisions, like I said, go over their annual leave allocation or then I'm not saying it will happen straight away, but our sickness could decrease because staff are happier. And then the manager isn't spending so much time having to work on that, and they've got more time to look at some of the other issues that they, UHP could go up because they haven't got staff off sick. And so, it's not like a magic wand. And I'm not saying it is, but sometimes we need to step back. and managers Definitely they need to make difficult decisions but do so for the right reasons and not be always. For example, with leave ‘no’ it takes me over the 18% and I'm not quite sure how it works if I honest but if it's mad, but for example I know there's sometimes they've asked for a week off, but there's two days which goes it over and then they refuse it. It's about looking at it and going OK. There's those two days, but this is what we'll do so. But as an organisation, I think we need to align for want of a better word what we're saying in like with flexible working and respecting people and people wanting to be here with then some of our performance type pushes.

I: Do you think time has a significant impact on the tasks, for example with absence management and their involvement in more complex scenarios such as disciplinaries or, you know, grievances, even day to day management of, you know things, PADRs. What impact do you feel that time has on their opportunity to deliver? 

P4: So, I think there's too many demands on managers times. So, as I said, you know, if they're having a demand about why is it KPI like this, why is it sickness like this? Why is that happening? Do we, as an organisation, trust the managers to manage and prioritise what is actually needed? Not what Maybe other departments or areas deem as a priority. So you know when we get requests in and we get them from all different managers, everybody's request is a priority, but we have to then say actually no, the priorities me doing this, not that, but I'll come back to you next week and I don't always think that some of our operational managers more have I'm not saying the ability, but is it accepted that they can say Well, I won't get back to you till tomorrow because it's like I need to know like now about why that's been done or why your UHP isn't up. Have you got enough staff in on the weekend? Why haven't you? You know, it's if this type of understanding really and support.

I: How do we quantify it?

P4: You not and, but also sometimes there asked similar for want of a better word. Similar questions from different departments and I think we need to align more on what are we asking for what information is passed on. What are in reports. Why is there some areas asking for this information, but you've just presented it in this way there, so you know, as an organisation, sometimes I think we have duplication, and they may be asked by several people. And I know I'm concentrating more on OPS, but that's where I think some of the pressures are and I'm not saying there's my pressures in our corporate functions. There's certainly are because of the support that's required that I recognize that I am pulled from pillar to post. And may be pulled from politics both, but I can still manage it to some extent and not always, but I don’t always think some of the operational managers are able to manage it as well.

I: The public sector can be described as having more red tape. It doesn't have to be really specific, but do you feel that we experience any unnecessary rules, time frames? Formal things that prevent that change the way we operate and has potentially negative impacts on people that are involved? 

P4: I think sometimes we are too bureaucratic as an organisation, and I think it does inevitably have an impact on people because sometimes you just need an answer. All you want to do something, but I have to go up the chain. Back down the chain. And yeah, yeah, it's a bit bureaucratic. I'll leave it at that. 

I: One more question, about motivation. Do you think some managers are just self-motivated to carry out these practices effectively? Is it leadership style, it's their natural instinct to be fully immersed in the management or as an organisation Do we value some of the good work that line managers do to motivate them?

P4: No, I was thinking about this one so. I would say and I this is a generalized comment. people are motivated to be here because they want to make a difference, and there's, I would say, I don't think there's many and I'm sure there are some but would come in just because it's a job because I think people choose to work here. and even though some people may not be that happy, when we talk about staff morale and things that are going on, but if we step back and you talk to people, then they are proud to work for the ambulance service and it's just sometimes the bureaucracy or things they don't understand, that causes them some angst. So, to come back. I would say managers are motivated because they want to help people. They want their workforce to be happy and comfortable in work. They don’t want the distractions of dealing with an R&R.  Actually, why haven't you spoken to me? They're less. Let's talk about this. That's the level I think of motivation, because I think people care. Maybe not all managers and some managers may see it as a job, but then for me that's where we would be talking about. But You need to ensure you look at this. You need to do the process you need to not just to tick box. And I know there's a lot of tick boxes that we have to do, you know? Yeah, and that's another thing, because I mean, going back to sickness, when they're doing a return to work, there's a lot of tick boxes or when you're doing a sickness meeting. Have you had seven days’ notice? Have you done this? and it's a sad state of affairs that we can't think that has happened because I know the letter went out. But that's because if they're not, then sometimes it comes back and somebody says I didn't get that, you know, and for different reasons. So, I think managers are motivated to do the right thing, but sometimes our processes make it more of a tick box, which then maybe takes away some of their motivation.

I: Thank you, x. That’s the end of the questions. I'll stop the recording
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I: Thank you again for agreeing to be part of the study confirming I have already received your consent form, which confirms that you were willing to take part and that you read the information pack that was provided to you, which kind of give a brief about what the study was trying to cover. This meeting is being recorded and all personal and identifiable information will be anonymized from the transcript, and it should last around 40 to 45 minutes. As I said earlier, I'll share the transcript with you post interview to make sure that you're happy with all of the content. For the purposes of the recording within WAST, HR are referred to as People Services just because the headline of the study uses the term HR.

I: Can I firstly confirm you are here as a line manager? 

P5: Yes

I: How long have you been a line manager for x or have experience of being a line manager?

P5:  I’ve been in WAST 20 years, and I think probably the last 10 in line management and then before that and I was. I have management. So yeah, about 15 years.

I: Thank you. So, the title of the study is the role of line managers in implementing HR practices within WAST, particularly looking at the ability, motivation and opportunity areas. When I initially say this title, what comes to mind for you?

P5: So, it's a collaborative approach comes to mind for me, working in partnership with another directorate, information sharing.

I: How well do you think information is shared throughout WAST in terms of HR. So, if there's a new policy or a new procedure, how well do you think that is communicated to all levels, perhaps?

P5: Probably a five at the moment, I think Siren’s quite heavily used and operational crews especially, a lot of the NEPTS crews, don't carry an iPad with them because they don't need to complete a PCR. So, unless they log on to a computer terminal they're not going to see it routinely. So, I think probably missing a lot of the workforce just by relying on siren. But then there are there are other ways to bite size sessions are really good, so it's a mix, really and then there's obviously emails from line managers.

I: Do you feel that information filters down well enough when a new policy say we had the new introduction of the of a process, do you feel that that is communicated well to line managers?

P5: No. Oh, it is communicated well to line managers in the fact that it's an email, and I think once people have sent an email that's a tick box, then if I've done my bit, I’ve shared it, now you've got to share it. Whereas actually if maybe some understanding or a session was put on and I know it's time, but to really make sure that the people sharing the information understand what they're sharing.

I: Thank you. Could you briefly cover some of the primary duties that you are responsible for as a line manager?

P5: So, it's things like ESR compliance, audit compliance and KPI compliance a lot of compliance return to work sickness management. So that's managing attendance at work and ensuring that we've got management of initial assessment progression, disciplinaries, respect and resolution cases, fleet. Resourcing, UHP management.

I: In your experience has the variety of these tasks changed over time?

P5: I think the management of the budgets have because they've aligned differently to each area and the responsibility held within each and the accountability but yeah, I'd say most of them have changed over time, yeah.

I: In terms of people management, have the tasks that you have to do in relation to HR practices, have they also increased, decreased or stayed the same? 

P5: Yes they've increased because from an ops perspective and now the newest thing that's changing is the transfer list that's coming across now from HR. We don't have the HR hub anymore. We have the changes forms, and the new appointments forms they came across, whereas historically People Services completed them. So yeah, there is more and the sharing of information about the managing attendance at work and the bitesize sessions, they're still run by People Services and they're really good.

I: How do you feel that the structure of the People Services department works effectively for the organisation?

P5: I think it's better, it's going to be better now that people have got assigned directorates to be responsible for. I think it was just a never-ending task before, whereas now people are just responsible for their locality areas or their health board areas. So yeah, I think there's a better framework in place and an escalation as well. There's new people joining the team, which is good.

I: Do you feel that in terms of the structure that there's evidently, there's new people joining the team? Of we are we developing or is there enough specialists?

P5: I think you’ve got to be careful with specialist because then we get a single point of failure. Also, there was a single point of access. I think that that did work well previously you knew who to go to for say, initial assessment disciplinary advice. But then if they were off, you the expectation was that somebody else knew just as much. So yeah, I think it does work well the specialists in some in some streams but to have a general overview, it's so important.

I: Thank you. If you could roughly quantify how much time in your previous role and this role, you spend on undertaking HR practices?

P5: A lot, because I think in in the role service manager role, whether it's EMS or ambulance care or any other directorate like EMSC or 111, you're responsible for disciplinary hearings, progressing, you are the commissioning manager. So currently I've got a number of those, but also you have to take on the responsibility of the appointed Investigation Officer. So, I’ve got two cases of those running plus then the sickness absence management, which does fall. It's not doing it for HR because it's. my role, yes, but it's People Services linked cause it's managing attendance at work and then the hearings as well.

I: So, you know you said earlier that the variety has changed? Has the time spent also increased?

P5: Yes, it's increased.

I: Do you think that time is one of the biggest factors in line managers opportunity to conduct such tasks and fully conduct these tasks?

P5: Yeah, I think it's the way you manage it and you structure it and how you organise yourself because there's the recruitment as well that now sits with operational line managers. So yeah, it's about, it's about effective structuring of your time.

I: If there was an ideal scenario, do you feel that there are any tasks that currently sit with line managers that would be better sitting somewhere else or with People Services? 

P5: Yeah, recruitment.  Recruitment because it's very labour intensive because of the trac system and if we took on some additional support for recruitment and it would mean that whole workstream could be passed across to the directorate that leads on it.

I: Earlier you mentioned obviously that a lot of the work that you do is compliance driven, Obviously, the nature of the organisation do you feel that this has an impact on the processes that we conduct or our ability to conduct them? 

P5: I think we've got we've got set compliance really it's just we cycle through them and then the focus and spotlight is on one where is actually if you keep a spreadsheet going and they'll background with all of your KPIs and your audits and you can then get the trend and the theme appearing through that and the ESR reports, I think that's a big block for a lot of people because they don't access them often enough. And ESR is although I don't say it outside it is a little clunky to use still so it's difficult. So, if people want to run a quick report, it's not pictorial like Qlik was. So, I think that's quite time consuming.

I: In terms of, you know, this multiple strands to your role and many other line managers role, do you or others often experience role conflict between the different elements of your role? And having to achieve both sides?

P5: I think some do, yeah, but. I think it's about the working relationships that you have cross directorate with your partnership working. So, you can just go to somebody within People Services and say look, it's stuck with this or just you know sense check something and vice versa. Yeah, possibly there is that out there, yes for sure. 

I: If you don't use systems regularly, you don't keep your skill level up with it if you so do you think that we are the organisation provides, not just in ESR, adequate training to enable line managers to do these practices?

P5: You get skill decay. No. We bought in iPads and didn't show people you know, there wasn't a course for how to use an iPad, although granted, most people can book holidays on them, but I think from the software perspective that we use, it can be quite daunting. People don't know how to fill out spreadsheets. Most people learn from YouTube and there's no course for a spreadsheet. There's no course for Word.




I: So, do you think the Trust could do more? 

P5: No, I think we do really well with that because they've got the bite size sessions and that's down to individuals to turn up and listen.  They can't put people in the seats, they can just facilitate the courses, and they are really well run. You know, they really listened to the length of the course is only a bitesize session, so people aren't overwhelmed with information. And you can go to as many sessions as you like. So that's really good and I know the Excel spreadsheet course is online, so if you're not great with an iPad or a computer, you've got to figure out how to get to it, and even the course on how to use your iPad is held within LMS 365. 

I: Are there any particular areas in relation to these practices that you would welcome further training, or your teams would have welcomed? 

P5: Definitely spreadsheets and excel. ESR it's difficult because if you don't use it it's so complex that well, it's not complex. It's just everything looks the same on it and I think a lot of the, you know, a lot of the, the systems they're not, they don't look user friendly. They look like you've got to read JavaScript to understand them. So yeah, I think just a bit of, what would they, what they appreciate and training in, we're doing a lot now with culture and civility and incivility, but then there's only one of x and you know, she's brilliant. But again, that's another aspect that we need more to share that message because, you know, when you speak to people, there's not much understanding or comprehension about culture yet we're doing so much work on sexual safety but to speak to some operational people, they're just not aware of it at all. So somewhere there's a block in the system of that.

I: Is that relating back to our communication that we talked about earlier and information flowing through the organisation and to all levels? 

P5: Yeah. I mean, we've had the road shows, we've had it on Siren. We've had emails, we've had posters and still people you ask somebody what's WAST doing about culture and they're like, I don't know.

I: So, in terms of having information readily available to you?  What about policies and procedures when you need to make a decision or you need support when, say your presented with something, it could be anything from absence. maternity. Do you think that WAST’s policies are up-to-date, easy to follow?

P5: No, but not every time you're in a hearing, you get, you get question by a TU partner, because then the review date is out of date. But they are easy to find on the system. I have got a little concern. Some of them you will access them on Siren and you'll get two different ones come up with different dates and I think people are working through trying to, you know, trying to standardise it, but you there is still a potential that you'll use an out of date document because but I know that the platform is being updated.

I: It in terms of using them, not just the date, but in using them and the content, and they're easy to read? Do they enable you to confidently make a decision or use it to support your decision? 

P5: Yeah, the disciplinary one does. Yeah, it supports it. The resourcing policy doesn't, and it desperately needs support, and people have talked for years about yes, we're going to update it just the bit about toil, you know, you can use it or book it within three months. Well, does that mean you book it within like if it's January, you have to book it by April. Does it mean you can book it for three years’ time as long as though you book it by April and it makes a massive difference, yeah.

I: Do you think it’s a lack of clarity in some of the in some of the documents?

P5: Yes, yes, and the same with the bit about the 11-hour rule in between the 11-hour rule. I know it was updated recently but still it's not. Some people are saying it's not clear. I haven't gone back to that long, so I had a question recently on it, but yeah, I like reading the policies because I like to know. Yeah. I like to know. I'm saying the right thing.

I: Out and some when some of these policies, such as absence management, there's the element of my utilising managers discretion. What is your opinion on managers discretion and whether if you apply that discretion, is that particularly always supported or is it often difficult to apply?

P5: It doesn't seem to be difficult to apply. It seems difficult to stop people applying it. That's the difficulty, you'll look at, you know.

I: So, are there too many people applying it?

P5: You'll review a case and the amount of tolerance somebody's had. People are very nervous. I think about disability and Discrimination Act and what constitutes a reasonable adjustment, and you know, I'm mindful that you have to be capable of doing the job you're employed to do with the reasonable adjustment. But yeah, some people are concerned about that. So, they're just, they give tolerance each time, and there’s friendship groups. so it is, it is misused, and you know, is that fraud? Potentially yes. And it's identifying trends and themes really. I think People Services did that piece of work in a wider scope and realized there was so much tolerance being given that they've actually didn't focus sessions now on tolerance. And then bitesize sessions. So that was really good.

I: So, do you think more awareness on discretion needs to be?

P5: I think People Services have really tried by offering the bite size sessions, but maybe it needs to be as black and white as that as they're subject heading and then people questioned as to why they've given that tolerance again and again, which, does happen in some areas, but others it's not challenged.

I: You've also mentioned that and something else just come up about line managing, like making discretion on in certain for his friendship groups. How effectively can we line manage friendship groups? How difficult can that often be? 

P5: What we've got the new policy, haven't you we for relationships and the new, I think it's a Microsoft form now you fill in, isn't it? Now goes to the ADO for any relationships on the bottom of that it says used to declare any friendships but close friendships. But people are going to be hesitant to do that because what constitutes a close friendship? I mean, we all know people are going out in groups after work together, social groups, and I think unfortunately that's known by staff groups who then feel there's no point me raising that because.

I: I didn't catch your last minute. You said people go out together as some people are aware of that and they. But then I stopped from there.

P5:  Yeah. and then the problem is when tolerance is given, does that well? Is that fair because They're in a friendship group and is that why I haven't been given their same tolerance? People do shoulder check, and I think align with tolerance should come confidentiality because I really feel quite poor as an organisation on that when actually that needs to kind of be gold standard.


I: Are you aware of have you ever experienced any instances where the discretion is overridden when you're confident the decision has, you know they've made a decision confidently in partnership and potentially that decision has been overridden?

P5: Only in the industrial injury process.

I: In your role now or in your previous roles, are line managers provided with enough autonomy to make decisions and are well supported? 

P5: I think they've got the autonomy. I think it's understanding that they can use it in some roles and then other directorates might question them, and that's not somebody overruling you your, decision making It's just asking some further detail for some further detail around your decision making, but yeah, I think that people do have the autonomy whether they know how to use it or do use it. 

I: Do you think that someone would lack confidence in using that autonomy? 

P5: Yes, but then we've migrated people because bandings have moved from one to another instead of maybe possibly re-interviewing for those positions.

I: So, do you think that the organisation in actively empowers us to make those decisions? 

P5: No.

I: Is any more do you think could be done?

P5: I think we could run some focus sessions on decision making and confidence and have bring something completely different into the training and the CPD element. You know, not always about fact and policy and clinical skills, but also weaving as well. The cultural element really, and attitudes behaviours as well, yeah, yeah.

I: I just want to take it back slightly in terms of when, you know there's a new manager fresh into the maybe not the organisation, but fresh into being a line manager. What mechanisms do the organisation or how well are new line managers supported with little to no experience?

P5: I think we're far better than we were but for me it's all about succession planning as well as you know, integration of that manager. It's how we maintain it and I don't think we always do that well. There's a lot of confidentiality around some of the conversations that are held because of sickness absence management, that the disciplinary hearings. But I think what you can do or you should be able to do is ask if somebody can shadow, because that's the way most people some similar it depends what type of learner they are. I think we need to dig down into that a little more as well about what best way suits each individual, not just one shoe fits all. So, if somebody is better watching a video or reading the policy, then let them do that.  But if someone's more practical, you know, based for their learning than you know, sit in on a conversation or a meeting and just listen and learn that way.

I: That's really interesting. Do you think that we use peer to peer support well or could we use that better?

P5: If the peers know their job, yes.


I: What motivates you to undertake, I know obviously it's the It's the core of your role, but what personally motivates you? Do you think that whether the line managers, do you think leadership style plays a role in them delivered to deliver these HR practices well to staff? 

P5: Yeah, I think what motivates me for them is the fact that that's somebody’s one, probably once or twice a year. It's the only opportunity they have to document their aspirations and what they need and if we don't know what our team needs, we can't move them forward because I really don't believe in that one shoe fits all, so yeah, it does have to be. It does have to be shared and I think as well it's the what always motivates you is, is the reason that you hear, you know you work for the Welsh Ambulance Service because you want patients to get to definitive care or to their appointments and you need a team of people in place to do that no matter what directorate they work in, but also from the employee perspective, we just see such a high turnover in some areas and it's probably due to the lack of shared information, training and lessons learned. That's a massive thing, you know, sharing lessons learned so mistakes aren’t made again.

I: We talked about PADRs and being your once or twice a year opportunity.  Do you feel that the geography, I know we are a Pan Wales Service, and from some managers having very rural team very spread-out teams, does this have an impact on being able to access staff at all for some of these particular tasks, like return to works or PDARs for example?

P5: The return to works if it's somebody who's just returning from say D&V or something low level. I don't see anything wrong with using Microsoft Teams for that, PADR, I would never do a PADR on teams and where you're saying about large geographical areas. I’ve just moved from looking after x and x so I'd from x down to x, x across to x. I think the expectation is that if you're taking on that role, you know the geography of where you're applying for and you subscribe to having face to face PDRs with the teams there, nobody's got, I think the DOMs and OTLs are probably got the biggest team sizes, but then they're responsible for one area of that health board. So, it's manageable to do a face to face PADR and you know to go on to the training and learn why it's so important needs to be done as well. That should be mandatory. because so many people feel their PDA's tick box exercise and you hear people saying I don't know what to offer them. Well, look around you. Ask you know, chat with other people.

I: Do you think that's an area that some line manages we could do with more support in in you know investing time in that PADR with the member of staff?

P5: Yeah hugely, I I've heard people say I can't offer you anything. There's nothing I can offer you and you think, wow, that's so much. It doesn't have to be university, you know, even if there's nothing else, ask them if they want to shadow you or somebody else or another role. Do they want to go to another directorate to have a look, not to move them on, but just to get an insight and see it from that, that lens? So, there's a big, big piece of work there.

I: You mentioned Microsoft Teams. Do you think that's been really beneficial? And also, in particular accessing HR support. Has that been beneficial for you and your role?

P5: Yes, definitely. It's when it works, yeah. It means that hearings can be run in a far timelier manner because sometimes if the local HR business partner is not available here and I'll have x dialling in from North Wales to a hearing.



I: Have you had any instances of having that face-to-face support? 

P5: I'll always do here in face to face. Yeah, I don't think it's. It's just my personal opinion. If the member of staff says they prefer to hold it on teams and they don't want to come in, I've even gone to matrix and sat in the room just in case they turned up because you just, you know, that's the kind of for me that's the gold standard is to have a conversation face to face. If team fails as it does so frequently, things drop out, but likewise it it's about their personal preference and some people don't feel confident talking across a desk. You know they're not used to that corporate kind of environment and so its whatever people are happiest with really. This just really, yeah, acknowledging that people have got preferences that might be different.

I: You've discussed hearings and investigations, and various different processes, are there unnecessary steps or time delays that you experience that has an impact on both line managers but also the employee? 

P5: Yeah, the time it takes to do the investigation and the investigation report because the expectation is it's done alongside your day job. It's great that they've got people in place now, but that won't cover everyone, but it still won't cover everyone. And then also we think those sorts of processes, we put people on the investigation course, it's run on teams, they and I'll get my soapbox now, but they're really should be an expectation that people have their cameras on because I've known people, they've gone on the course, they've continued to do emails, tick the box that they've now got this, yes. Then they're asked to do an investigation. They didn't listen on the day, so the investigation they do is substandard quality, so it has to keep going back. So, then you've got more people involved in it. So, it's not just really that one IO report then and then also you've got that the issue as well that they did it because they were told to do it, they don't want to do it. And so that's really difficult then for the member of staff and that’s going to be the basis of their investigation and yeah, we have to, we have to do better for people. Also, there's no shadowing and I think that's the confidence thing as well and I've got a big thing. Give me and we're soapbox now. I've got a big thing with confidence and competence, and if you haven't got confidence, then you tend to either appear to be incompetent when you're not, or you are incompetent because you've got such lack of confidence in what you're presenting or what you're undertaking. 

I: Do you think opportunities for shadowing in lots of different scenarios could really improve confidence and competence?

P5: Hugely, yeah. because people will know what they're talking about, and we do have this umbrella of confidentiality, but I think I'm offering it to the TU's now. Do you want to come and sit in on as hearing? And likewise, we can ask, you know, people who've done, let's say let's use with stick within investigations. So, somebody who's done the course but hasn't actually done an IO report, they could come, and they could be note taker for the hearing. So, they get to hear, then somebody else's IO report, see it presented. They'd see the pack, but they wouldn't just be sat there feeling a little on display. So, we could do a lot more of that. I think it's just we are working our way around the confidentiality aspect, but then, you know, especially the operational based people we've got patient confidentiality that everyone's meant to adhere to so it should be already gold standard and that's what sits now within attitudes and behaviours.

I: Thank you, x. One finally from me. Do you feel that not only you, but others are sympathetic to the challenges that HR face and People Services, are they sympathetic to the challenges that line managers face on a day-to-day basis? Do they fully understand each other's worlds?

P5: I don't know if people have got time to and I think that's the crooks of it. I can't speak highly for the teams that I've met with People Services. You know that we're so willing to support or, you know, put a Teams calling even after hours to help. So, I personally haven't got any poor examples to share because I think it's the joint working and the relationships you build up over time and that mutual respect for each other's role but yeah, I think probably for some people it might be a challenge, but for me not so. 

I: Do you think are some don't understand the role that HR fully is and the responsibilities of what each is supposed to do is in what the role of People Services is in this scenario and what the role of the line manager is. Is that always clear?

P5: I've known a lot of line managers in ops who will go to People Services. Say, what should I say? What decision? And that's their role. They're meant to be, so it's role reversal and so that needs to be made clearer, that you're the manager, you make the decision, HR will just offer you some advice, but you have to make the ultimate decision.

I: What do you think are some of the best strengths of our People Services department within WAST?

P5: The people who are employed in it, the individuals, because that's what it comes down to because we're not robots and people have got to be personable, but they've got to know their, as you’d expect for anyone to in WAST you'd hope they'd know their. The best word to use? Well, their knowledge base and their skill base and that they're honest cause a lot of times I don't have the answer, I have to say it at I don't know but I'll find out and I think that's really helpful because not everyone knows everything and.

I: That's why we all do different roles, isn't it?

P5: Definitely, but I don't think they should be looked down upon, though I think there's a lot of that that comes from ops that if you're not frontline then it's like, you know, your just another part of the ambulance service, when actually it really is that kind of analogy of the cogs all turning to make the reel. 

I: That's why I was trying to say, do we fully appreciate everybody's role in how the service operates? 

P5: I don't think people do because people will be critical of directorates and let's use People Services an example but if you took away all the People Services, support and advice, people would soon notice what they did, and that's the wrong way round, isn't it?

I: I want to say thank you very much for taking the time to meet with me, that’s the end of the interview. 
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I: So, thanks again, x, for agreeing to be part of the study. To confirm I received your consent form to take part, which confirms that you've read the information pack that was provided to you. The meeting is recorded as I just said, all personal and identifiable information will be anonymised. It should last around 40 minutes. If you need to step out for a reason or take a call anything, let me know and for the purposes just of the recording, obviously within the title, within WAST, HR are referred to as People Services.

I: So, can I just firstly confirm? Are you here representing People Services department or as a line manager?

P6: People Services department.

I: How much experience do you have in this area?

P6: I’ve got eleven years of experience of working in People Services or HR. 

I: So, the title of the study is the role of line managers in implementing HR practices within WAST. So, I'm particularly looking at areas of ability, motivation and opportunity. When you hear this title, what do you initially think of?

P6: I'm so in terms of HR practices in work. So, was it in relation to ability? And so obviously we've got our PADR process available to staff. We offer a lot of programs in terms of measuring. You know where people come in terms of kind of capability and capability processes and things like that. You know, we've got a lot of different elements in People Services, you know.

I: So, could you cover some of your primary duties as a people service representative and your role?

P6: Yeah, of course. So, my primary duties in my role, so I support x business areas. So, when I mean what I mean by support is that I I'm the senior advisor, follows areas. So, I advise on anything to do with our managing attendance at work policy or employee relations cases that may be disciplinaries and respect and resolution cases loud and compasses capability and under that as well and I also advise on any day-to-day managerial queries as well, but it's mostly complex case work that I advise on.

I: Do you feel that line managers or the organisation often are able to clearly define what the role of People Services is and what the role of a line manager is in dealing with not only complex cases, but even things like managing attendance all come into you with advice for a query? Do you think there's always a clear understanding of what each other's roles are in doing certain tasks? 

P6: I think it depends on the manager and their ability, because what you'll find is that some managers, well, especially new manager, say will come to you with everything and will want you to give them an answer and they'll often go well HR told me this. They want you to be the decision maker, you know? The managers just take ownership, and sometimes you have to reiterate as People Services we are an advisory service and that sometimes gets blurred. You know, they want you to be the decision maker, so they kind of washed their hands a bit but like I said that's depends on the manager really.

I: Do you think we could do better as an organisation in explaining the difference, as in spreading their knowledge that what People Services are here to do and what you're not? What your role of a line manager is to do?

P6: Yeah, absolutely. Yeah, I think there's a fine line between like x managing the expectation of us in people's services and what our role actually is and I think we could, we could definitely promote that a lot more to get me wrong. We try and manage it ourselves in our roles and but I think when you look back at HR or personnel as it was back in the day, it was very much, you know, handholding and transactional and I think it takes a while to embed like a new way of working, so yeah.

I: The organisation has obviously moved away from that personnel function, but do you think that everybody has moved away from that expecting that service and the tasks that maybe used to do as personnel that you no longer do?

P6: No, I don't think so, I think a lot of managers still see us as that, where is the policy for this? Where is the policy for that? You know very transactional like work and so I think some managers still see us in that and as that and I think that's just because of maybe their experience and where they are in the organisation now and not understanding what we do. But I would say the new manager is coming forwards, understands that we advise but like I say you will get ones who will revert back to us being the decision maker and we're not, you know.

I: Thank you. You mentioned two things there, so firstly expectation. Has expectations of you as a department increased and you could reverse that as well. Do you think expectations of line managers from staff has also increased, which is then impacting the level of what practices they’ve got to do, but also the variety, the volume?

P6: Absolutely. The expectation is that we are there 24/7 giving advice and are available and managers struggle with the fact that they you know I can't pick up a call straight away you know they do struggle with that and it's like I can't hold of x today and it's like no it's not that I'm in another call advising another manager you know and I think because of the past and they've had such there was a lot of us in the team at the end of the day. You know, at one point, there was a People Services business partner for every health board area.

P6: Well, that is now not the case. You know, I cover, well, I cover, you know, full have full diaries really, you know, x, x, x and you know, so it's a huge area. So, I can't give that attention and whilst that's good in some ways because you let in, you know you've given them the tools to try and do their jobs and you know everything's available online and whilst that's good, I think. What then? We struggle with in People Services is having that local knowledge, so have a local knowledge is key to understand. Like, what's underlying, whether it's cultural issues, sickness? Is there something going on in that area? Are they going through a roster review like it's difficult to get into that detail then you know. 

I: Geographical challenges is a challenge for yourself, as you just said, doesn't it? Do you think line managers experience geographical challenges when they manage such some very large teams in some very rural areas and like you just said you cover a huge patch, across Wales?

P6: Yeah, absolutely. I think when you when you cover in such a large patch and especially for line managers, again you know you I always go back to is about knowing your staff. It's about knowing them as individuals, knowing you know what's going on in their lives, what's going on in work and keeping a year to the ground because when you know what's going on, you can kind of get in there and try, I don't know dissolve anything that's potentially going to become an issue. So, we are always like I think line managers are nursing people. That's weird, you know, because by the time we get to know about things, it's already become an issue, you know? And then yeah, and it's moved on.

I: So obviously to cover this wide patch, you've moved maybe towards, your work is done via teams now, isn't it? So, has that enhanced or, you know, reduced? What do you think of the impact that that's had on access in your communication with line managers? Has it improved or has it also got its drawback?

P6: Yeah. So, I think having teams is great in as much as we are constantly available, and you can see when you know. So, for example, my managers know by looking at teams, if I'm in a call or if I'm busy or you know and things like that and they know they. So, if they can't fool me, they'll drop me a message in the background. So, you know, so this is going on. So, I think accessibility wise, once we're not in patch, we'd available I'm available and it works. And what I will say works for the managers, but what I tend to do, so if I've got a disciplinary fast track, you ring if I've got a complex case thickness case, I'd like to be there in person. So, I will go out and attend those because I can, you know, I manage the South, I can access the South. Obviously that would be different if I was supporting North, I probably wouldn't go up there. And so, I know a lot of the managers like us, like me, to be in the patch. I know that because they tell me all the time and I'm like, right, there's only one of me. This is what I can do, but I always try and be as available as I can possibly be, you know? And so, it's good. So, I say I say it's good from that perspective. What's not so good is me managing my own time and having another things to do. Like you know, in the background you know, because you tend not to have a break, you tend to just think, oh, I'll pick up this one, call a message, this person back and you're just on a bit of a hamster wheel. 

I:  So, have you ever had you've mentioned you look good and proactive, you like to go to site because it's within the x. Have you had instances where people have specifically requested like it'd be better if People Services were here face to face and not virtually?

P6: Yeah. So, we do have those instances where people managers request face to face meetings and where possible I'll go up to wherever I need to be, you know. And yeah, and I try and book in like so if I'm going up to x for the day, I'll, you know, meet with the LM up there, you know, or a couple of LMS and the service manager on the same day and we just get a ton of stuff done. So, you know, I would get the most out of being out, yeah.

I: So obviously your workload has changed over time. Do you think the role that line managers and the tasks that they've also have to complete have then subsequently changed over time? Do you think that's increased or?

P6: Yeah, I think for line managers there's a lot going on. There's a lot going on in the organisation. There's a lot of focus on so many different things, and I think people management for them once it's obviously the centre of their job role it is only, you know something, something that's quite you know, central takes up a lot of time. And so I think it's difficult for them to balance people management with their other targets and tasks that they've got to do.

I: Do you think the fast-paced changing priorities of the organisation influences their ability or knowledge, ability, time to do things? 

P6: Yeah, I think so. I think you know they get caught up in so many different things that are ongoing and you know, like you say, priorities change.

I: Like escalation levels, isn't it? Like we, we've discussed when it goes to REAP, at REAP levels, things have to have to drop and How does that impact them? Their teams? 

P6: Yeah. And that's the thing. Like you know, if we reach reap 4, everything is cancelled. They all down tools. They go out to fit operational and, you know, stick to speak and get cancelled. We tend not to cancel disciplinaries and, but it does impact, you know, on the preplanned people tasks really.

I: Do you think that many managers experience role conflict and whether that causes them quite a bit of stress?

P6: Yeah, absolutely. I think they find it hard. I think I think it's hard to balance all the conflict and priorities. You know, we've got us from a people's perspective as focus on sickness and there has been for the last, you know, since COVID we've been doing it, you know rigorously weekly week by week, trying to get the sickness figures down for Welsh Government. So, we are putting, you know that pressure is there from a from a people perspective and then you know you've got we've had obviously the industrial action in amongst everything else going on like it's just something else all of the time. Yeah, it's hard. It’s really difficult for them. 

I: Thanks. Do you know if there are mechanisms in place within the organisation to be able to support these line managers with that level of stress or managing conflicting priorities? 

P6: I don't know whether we've got enough. I think they I think the key thing for them as I think the thing the key thing for like manager is that you've got direction and support from your senior manager and I think that varies across the organisation depending on the roles and the teams that are under them. And but I you know, I certainly would expect them to have clear direction on priorities for that week set out and you know support they need support from their seniors to say, right, if this is this is taking priority, then this is going to drop off, yeah.

I: Do you think that that's not always the case everywhere? 

P6: I don't think that's always the case. No, I think again I that depends on the, the senior structure. And the relationships within that team and the expectations. 

I: Do you think that information filters well enough, you know from senior managers throughout the team if there's a change in practice, so a change in priority, do you think that information flows well enough?

P6: I don't know, I think it depends again, I think it depends on. I think it's directorate differences rather than local and cause what I will say I like I support you know, predominantly EMS and they tend to be quite good, uh filtering information. I know they have like regular meetings. They have weekly meetings. You know what I mean? There is a lot going on and but again that can change and that can slip depending on the pressures elsewhere. Yeah, it's hard to say it.

I: In terms of sharing information, if we have a new, say, practice, HR practice or HR policy, do you think that as an organisation we communicate that well enough? Or have we got the appropriate channels? 

P6: Yeah. I think we could always do better without communication channels. I think well, you know, recently we've set up like people, services, email account where the email will go out but obviously we know not everybody reads the emails and you know, we put it up on SharePoint, but again that's only you know live until something else gets posted. So, we quickly moves down. we put out training and things like that. And as much as we can, I think the difficulty is because the nature of our workforce is really difficult to capture everyone and like we'll go in. So, I'll go into like a local meeting and be like, right, this is the headlines for this month and go through right. We have got a new flexible working policy. This, this and this. You know, I'll do my best to email out the locality managers, managers for example, and be like, right? This is coming through whether they read it or not is another thing. Yeah, but you know, we try and target and capture as many people as possible, and I yeah, it's difficult, isn't it? You know, I think just because of the nature do.

I: Do you think that line managers are provided with adequate training and guidance on certain elements of really all relating to HR practices? 

P6: Probably not to be honest. There could be more training and guidance for out there. And do you know what if we were equipped with the right members, you know, big enough team, big enough resources, you know, we could absolutely do it. I think it all comes back to capacity and time for us as a People Services function and you know for example, we put together the bitesize training sessions, delivered over a period of time. people came on to the training. Was it the right people on the training? Probably not just the people who like training, you know, umm. But like again, we try and capture like all the DOMs and everybody, but they're shift working. It's really difficult.

I: Do you think people have also got to be motivated to improve their knowledge at work?

P6: Yeah, absolutely. I mean, you take it now, if you look at the DOM role, we probably employed a lot of duty operational managers who have no managerial experience and no qualifications. We put them into that role and then expected them to manage a team of staff, you would never do that in another organisation. 

I: What do the organisation do for those individuals that are new managers with little or nothing you know little or nothing experience. 

P6: There's nothing in place so. So that's something that really needs to be developed and worked on for us as an organisation. If you want high performing managers, you need to put in the training, especially if it's a requirement to the role and that's not the case. We haven't got that structure in place that I'm aware of. I don't know whether it's being worked on again. People and Culture directorate are very good in sharing what people are working on, you know, but we could do more to support new managers.

I: Do you think there's a reluctance at all from some managers to do some of these tasks where they maybe they've had little or no training? 

P6: Yeah.

I: Are there any tasks, particularly you think maybe shouldn't sit with them and should sit with not only maybe you, but another department?

P6: So, I think from a managerial perspective, I think you get a lot of managers who come through because they've been in the organisation for a while and yeah, expectation is that they move into managerial positions but like I said, I potentially younger managerial skills are just moved up just because it's like a natural. They think it's a natural progression and I know the managers like we have tried to change our transactional processes. So, like Payroll Changes for example, which is obviously the SMA stuff that's going to be coming out like that was such a big thing going over, just they were like why on Earth are we doing? That's like the forms, but it's like this is people saying it says its our role to inform payroll of our departmental changes and stuff when in actual fact it’s the manager. 

I: Do you think it’s confidence sometimes or do you think it's sometimes like it's just not my task?

P6: I'm I think it's confidence in ability.

I: Do we have maybe enough experts in specialisms within People Serves and the organisation? 

P6: I think we are not really overly specialised in People Services; we are jack of all trades master of none because we just tend to just, have to get involved in everything and anything and it's difficult, you know, and you managers expect you to have the answer to everything as well. 

I: Do you think having specialties would be improve things? Or do you think it's better to be more generalised?

P6: I could see positives and negatives of both. I think if you'll specialised.
So for example, you know if we had an employee relations case team and obviously you know you are the forefront of you know all the employee and employment law stuff then you know that is your bread-and-butter day-to-day work. I think you obviously lose other knowledge then or you know you decay. You have a bit of a skill to decay. I’d like to have a rotational model where like yeah, you're in for a year. You move on to something else. Maybe I don't know whether that would work.

I: Thank you x.  Just a couple more questions.

I: So, in the policies that the organisation has, do you think are they up to date, workable, user friendly? 

P6: I think our policies are well written. I mean, we need, we obviously need to keep updating them as much as possible, and that tends to fall on the back burner when it's so much going on. So, I think there's enough guidance. I think we are flow charts available. I think a lot of the time are the policies. Is that interpretation is different from person to person, so the policy says the same thing that you will get two different managers reading it, two completely different ways. And that's where we come in. And you know and just try and say right. Yeah, you've been treated in this way, but we need to think about XY and Z as well.

I: What about the element of in some of the policies of managers? Discretion. What's your kind of viewpoint on how we apply that or don't apply it, or if we do, do we then support managers when they have applied managers discretion?

P6: So, I think managers discretion is a tough one because that's exactly what it is.
But there's a really fine line between discretion and an easy option for them, and a lot of the time, like I couldn't understand if there's any delayed health issue. But when there's discretion and there's no rationale, then that's what I struggle with. And they shouldn't just be default into discretion and applying it, and that's what I tell them, don't default to that.

I: Is it sometimes used as an easier way of managing through a policy?

P6: Yeah, absolutely.  So rather than having those difficult conversations because I forget a lot of them have worked, you know, managing friends, you know, when we've worked with these people for years and they really do struggle to have difficult conversations, and they struggle to move out to that managerial friend element.

I: Do you think difficult conversations is something common that people struggle with across the board?

P6: Yeah, I think so. It's always hard for anybody having difficult conversations. But I always say some luck. If you've got the facts, if you've got, you know if you're well prepared, then it shouldn't be too much of a difficult conversation other than the human interaction because of the relationship or whatever. But people can’t argue with facts. That's what I say.

I: Do you know of any instances where decisions have been made and things have been overridden when discretion have been applied?

P6: Yeah.  I've been a case where discretion has been applied and yeah, gets overturned and the manager gets disheartened with it all you know or we get to a final formal meeting and they don't get dismissed for whatever reason, but.

I: Did you think it as a negative impact on the managers confidence in making decisions? 

P6: Yeah, I think so. I think so because I think they obviously feel they've got it to a point and then for whatever reason, it's been overturned or, you know, or put back and it's not the upcoming they've expected. And I think they then struggle to think well, why am I making you know, making these decisions if they're not even going to get anywhere. But it's the wider impacts of getting to that point.

I: Do you think it impacts consistency? Does that affect the level of consistent advice we provide then or the actions that we take across the organisation?

P6: Yeah, I think so. And I think I what I would say is that you've just got to bring it back and just look at everybody on a case-by-case basis, you know, and what you made you for one person may not be suitable for another. So, it the big comes down to that and you know they can't take it to heart like they have these conversations. You've just got to accept it, learn from it and move on. And you know, if we need learning, we'll have earning on it. You know, if we need a case review, we'll do a case review, you know, and we'll go from there. But it does affect that. But managers, especially because they're senior managers, a lot of the time you know.

I: Do you think we maximise, lessons learned? 

P6: No, I think we could be a lot better, 100% could improve on that. Don’t think we do that very well.

I: What do you think motivates managers to be responsive? What do you think motivates them? Is it the organisation? Or do you think it's just something that's in built in the way that they are?

P6: I think it's very individual and I think people have I think it's down to what their passion is. And so, I think you know, whether it be people management, whether it be, you know, data statistics going out clinically like they got different experiences and passions that they bring into a managerial role. And so I think it really does vary across the organisation and I think from a motivation perspective, when we see results or you know, for example, sickness when we see sickness dropping, I think that is you know alternately, you know it's great, that's what we've set up to do and they can see it. Yeah, I think you need to be able to see the difference and the value that you're adding as a manager and because obviously they're all working towards the same thing as a, you know, for the way they're organisation, you know, so.

I: That's really good. thanks.

I: Do you think time is a huge factor in conducting all of these tasks?

P6: Oh yeah, absolutely. Look at the end of the day they’ve got a 7- and 1/2-hour working week. We're expecting them to, you know, meet with their staff, do sickness meetings, do all their day job, sometimes do investigations and you know, then they have meetings about anything else. They'll have people call into their offices, you know, just on a whim. Like you know, it's daily issues. It's hard. It's really hard to manage.

I: The NHS is known to have a lot of red tape, Are there any unnecessary steps, processes or time delays that puts a block in the way of the line manager or some of the things they’ve got to do? 

P6: Yeah, there's a lot of governance around what you we do, when we do it, it's needed, you know, like for example on disciplinary, you know, policies and procedures have to be adhered to. It's difficult to get away from it when we've got all the policies and we are heavily unionised, as an organisation, so it's completely different to private sector, you know and sometimes it it's not always the best either for the person involved or for the organisation, but I don't think it's going to change.

I: And finally, for me, what are your some of your main challenges that you face as a People Services department? 

P6: As a People Services department, I think challenge wise is having the capacity to add as much value as we could possibly do, and I think we need to whilst we need to recognise where we need to pull back from certain things and we've got to be conscious of the balance in terms of being feasible. It is a really hard balance to strike and again that comes down to capacity and simply the size of our team. Our teams aren’t big enough and that's what it comes down. And do you know if you want to get into the local knowledge and provide a top-class service and want that detail and then it needs to be more of us available and that's not to do the doing for the managers. That is simply to get any cultural issues and stuff you know but again, I don't know whether it's going to change.

I: Thank you for your time. I'll just stop the recording. 
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I: So, thanks again for agreeing to be part of the study. Just to confirm, I've received your consent form to take part, which confirms that you've read the information pack that was provided to you before the study. Which covered some of the key areas that we will be discussing. The meeting is recorded. All personal and identifiable details will be anonymised, and it should last around 40 minutes, but if you need to pop out at all, please let me know. For the purposes of the recording within WAST, HR are referred to as People Services. 

I: So, can I firstly confirm are you here as a line manager? 

P7: Yes, I do line manage staff.

I: How much experience do you have in this area?

P7:  So, I have been working for Welsh Ambulance service since 2008. First of all, as an x manager and then since 2010, was like x manager, but it's sort of morphed into this current role I’m in, I mean which is the x manager, and I currently manage staff wise over 90 staff and team leaders

I: So, have you had quite a lot of interaction with the People Services Department? 

P7: Yeah, because I’ve got so many staff.  Obviously there's of lots of movements and changes happening on a weekly and sometimes daily basis. So yeah, I would say that I have contact with HR/ People Services definitely weekly. It's probably more often than that as well, you know, queries and this, that and the other and conversations and obviously they attend long term sickness meetings with myself and support in other ways as well. So yeah, plenty of contact.

I: OK, Thank you. The title of the study is the role of line managers in implementing HR practices within WAST, looking at areas of ability, motivation and opportunity, but particularly with the forefront of that question, what would initially come to mind when we say line managers in implementing HR practices for you?

P7: So, I guess what I mentioned for having to deal with day-to-day queries about staffing issues I suppose isn't it and how we know stuff from long term sicknesses, from grievances, all that kind of stuff, that you know queries they, anything really yeah.

I: Could you briefly come cover some of the primary duties that you are responsible for as a line manager?

P7: Okay, primary duties. ensuring staff welfare, payroll side of things and ensuring that's done, expenses for staff, dealing with their sickness, return to works for staff and also any queries that they may have on a day-to-day basis, any grievances they have, any kind of concerns that staff may want to raise.



I: Could you quantify roughly how much time you spend and taking such tasks obviously alongside the other element of your role. How much time does this take up? Roughly hours per day or weekly how much time do you think?

P7: Yeah, it's probably quite hard to quantify exactly because I'm probably dip in and out of it throughout the whole day. But over the years, you know, so since I first started with the organisation, I think it's increased, the amount has increased. I guess it's down to years ago, when I worked in Cefn Coed, the HR team were there as well and if there was I would often go to the office you know and catch up with them with a question or a query, whereas these days it's more as a lot more hybrid working, and you don't see as many of in where we currently working in matrix. HR are not there as often so. So that's changed in regard to, you know, contact with them as I am finding it's more difficult to maybe get that one-to-one quick answer. But in trying to quantify percentage of time, I’d say a lot of great deal of my day-to-day stuff like it's probably about. with all the changes forms we have to do, the recruitment side of things and just all the other stuff that we do chasing up is probably about half of the time I would say. I've not never really written it down, you know. 

I: If you could gauge how much of your time on a weekly, obviously you just set a substantial amount of your time is spent? You mentioned there about the amount has increased over time as well, hasn't it? But has there been a change in the type of tasks that you've you now have to be involved with from maybe, a few years ago perhaps?

P7: Yeah. When I first started line managing the staff it was pretty much from day one, Sickness was the thing that we had to do, and then do the letters, the replies, do the meetings and stuff. Ensure you ae hitting all the prompts. returned to works have been done and then HR would get involved in certain stages of that especially the long-term ones. So that's been from day one. What has probably increased or introduced is doing all the changes forms for staff. Terminating contracts. It doesn't happen too often, as in you don't do that many terminations. You don't recruit that much and do the new appointment forms, all that stuff you have to do to deal with staff. Because then when you have to do it, then it's like how do you do that now you kind of forget, don't you? Because you don't do it that often. It's sort of like you’ve got to remind yourself exactly what you need to do, but I suppose that side of things has certainly increased over the time. Concerns, investigations and respect and probably haven't really increased that much over time.  

I:  Has the complexity of things changed at all? 

P7: People Services introduced this new form a while back, the exceptions form it’s called and that has been a nightmare to be polite. It's never worked, there's macros and stuff on this Excel spreadsheet, you have to open it up. You have to save into this. You have to do this Do that and then you click on, send it off and when it sends it off, it sends off a blank sheet for you. So, it's like, it's been horrendous. And then if you haven't saved it, you have to do it all again and then you send, it goes off and you don't realize and then it's like three or four days later where time is quite critical, isn't it? There's deadlines and stuff to hit and then if it's been delayed by three or four days because there's been blank forms been sent, then it doesn't help things.  It has got a bit more complex. I know they're introducing something new coming up soon, which is, you know, looks much better. We used to work in Cefn Coed and the staff the HR staff was there as well. So, you had a quick query. You just go and see them. Nowadays or up to recently there was it's called the HR hub, where you have to send an email to the hub and you get given a priority number, and that logs your query. You don’t know what the priority numbers mean, one to five, is 1 Good, is 5 good, I don't know, but it's and then it comes back to you like saying I'd been put onto this list, in a queue. It's just becoming impersonal. So, you’re dealing with somebody on the other end who could be up in North Wales. You don't know them. OK, that's fine. But you haven't built that relationship with that person, like we used to do in Cefn Coed. You knew who they were and have a chat with them, and then they’ll answer your queries, and you were done. 

I: So, Do you think that Teams has improved your relationship with People Services or do you think it's enhanced it at all? Or for you personally, would you prefer that face-to-face interaction or a bit more visibility? 

P7: I think Teams wise it's been a benefit for the majority of the time for the for my role
because I remember when I was traveling from meeting to meeting and I don't know, nowadays it's good and it's also a curse as well because you now just bounce from one meeting to the next. So, you haven't got time to breathe, I suppose, but I don't know where we had the time before because I used to travel around Swansea from to one meeting to the next with a good half hour between them in travelling time. So, Teams has been really good like that, but also it has meant more of hybrid working, so you lose that personal touch definitely from, people not being in the office. That's certainly something that's, you know, it's not there anymore. But what they have done more recently, they've still got the HR hub, but they have assigned us now People Services assistants or whatever they call them for particular areas. So, we've got, you know, two that we can contact directly if we need any advice. So, I think they might have recognized a little bit of where they were not serving as well as they could as a support services and changed it a little bit and it is better because you've got a couple of people you can deal with rather than, again, somebody that you don't know.

I: Do you think that's an improved way of them building that rapport with somebody? If you've got a specific member of staff or two members like you said this, there's two members of that team that are now your main points of contact?

P7: It's certainly better.  You know, you get to know them, don't you? It's easier once you know somebody, met somebody once or twice to go back in contact with them and you know they'll attend meetings and long-term sickness meetings. It's easier to build that rapport and, you know, it's not a name of the end of a priority email it's like it could be anybody, I don’t know who you are. 

I: In terms of the structure, do you think there's enough specialists within the People Services area, do they have enough expertise in certain areas to be able to support line managers in different things?

P7: I hope there is. I don’t know to be honest with you. I couldn't tell you if there is or isn't. And from my experience, if somebody doesn't know the answer, you know the first person I ask, they will generally ‘I don't know that’ and go and ask somebody else, and hopefully that other person has got expertise in the field of what I'm asking so on the whole, they will come back with an answer. It’s hard to say whether you know, certainly the, I haven't come across I can't recall coming across any instances of the moment in my head that they weren't able to answer. 

I: Thank you. You mentioned sometimes the days can be back-to-back. Is time a big factor in your opportunity to be able to do all of these HR related tasks for staff?

P7: I mentioned earlier about a lot of these tasks, I do very rarely. Some, I do every now and then. There's lots of them, but you only touch on, you know, do a termination every now and then, do changes form from contract to bank. You know, there's lots of individual jobs to do too but you don't do them that often. So, when you do then have to sort of pick up on that, I have to remind myself how to do it and that takes time, if there was somebody in People Services who was responsible for doing all the new appointment forms, all the terminations, all of these. Then they become the expert in that then don't they? They can do it quickly and me, I have a couple of minutes where I have to think, right? What else do I need to have? I covered everything off and there's stuff on these forms that you have to get the staff members national insurance number, their position number, their employee number, their address. Yes, I've got all that somewhere, but it's not all in one place. You have to go and find them in. So, you’ve got this form open and then you need to go get that now, you go to GRS and get the address. OK, I need the date of birth, I’ll go back to GRS. It's a different part of GRS, national insurance number is not there, you even have to contact the member of staff potentially for their national insurance number, and fill that in, it’s a lot of work and I assume that People Services would have a lot of that on file. 

I: In an ideal world is a task that you would think would be better suited to sit with People Services? Are there any other tasks as well that you think would be better suited to sit with them that are currently aligned to you?

P7: Yeah, a lot of tasks.  I've mentioned this, all the bits about taking staff on, you know, changing of their contract, they're base station, they're hours. All that kind of stuff, you know, I think it's stuff that should be done by People Services, because if we get it wrong then it comes back and you know to us, you know because we do it rarely, You know, it's not very often I do these things and there's a good chance that I'll miss something. Touching on the time it takes to do it then, and to make sure we've done it right, I take twice, three times as long as somebody that does it often, you know, to make sure you've done it correctly, right. You're going to have to double check it, right? Where if somebody just does it all the time, they know how it's done correctly quicker, so yeah, it would take me a lot longer than you would if somebody just, I think a lot of the work is People Services related and they could do it a lot quicker than I can, yeah.

I: Thank you, and obviously, when there's a new process, introduced or a new system, do you think the organisation provides enough training and guidance to line managers in terms of some of these practices. Do you think that's communicated well?

P7: In regard to communication, I think we rely too much on, you know, siren and by the time you look at siren, some of these news feed stuff goes flying through and you might a lot of what's important, you know, and a colleague will say, have you seen this little message on there? Well, no, I haven't seen it and there can be important bits of information that can go by the wayside because if you don't pick up on Siren. So yeah, communications could be a lot better tomorrow to be honest with you. 

I: What about training? Do you think that we provide enough?

P7: Yeah, sort of hit or miss on training as well. And how good the training is because some of the training stuff I've gone through over the years, it has been more questions asked at the end of than answers given kind of thing. So yeah, it's hit and miss on the training side of things. You're so kind of a lot of the time we introduce a new package or something and there's a little bit of um, a 3-minute YouTube presentation on it and how to use it and off you go kind of thing and it's like, well, no, I don't know how to use this, you know and stuff like ESR it's very convoluted and complicated. it's just awkward. It's just, you click, it's like 8 buttons to do one function. You know, you’ve got to confirm, you’ve got to press OK, you’ve got to save you’ve got to, if you save now, then you're not going to be able to change anything. And it's like it just not user friendly at all. It's like an all-Wales package or whatever it is, so it's not something you can easily change but yeah, it's one of the things if you're not computer literate, you run away from it kind of thing, I suppose as well, if you were, you know, I am pretty computer literate. So, I'm not too scared of it, but it's a case of just if you were, then you, you'd go on. I don't want to look at that, you know, even the staff have got access to, you know, on their iPads and stuff for these things and I think through the iPad is even harder because it compresses everything down as well on the screens. So yeah, and then on ESR you have the business intelligence side of it as well. We can go on all the reports off and again, go in there not too often, and that's very, the dashboards are on there. It's like, that's fair enough but then you’ve got to filter everything, and can you make head or tail of which bit your meant to filter? You’ve missed the wrong date in one field, and you get a different response to what you got the week before, It's not easy to use. 

I: Thank you. Are there any of these areas that you or other line managers would welcome, or different types of training?

P7: Datix, the Datix system would be good one to have training on certainly, ESR is one you know, as I said can be quite complicated. GRS is quite straightforward, really, isn't it? I think that’s the stuff that we're using.

I: Thank you. Now, in terms of when you're needing to make a decision regarding a member of staff. How do you feel that the policies are able to support you? Are they easy to use, to work around to support your decision?

P7: My initial thoughts are that a lot of the policies are outdated. They’ve been reviewed, you see the review dates and they haven’t been reviewed for years. And in regard to support, wise, very grey, has lots of grey areas in them. It's not, managers discretion here, or you do it like this and that, it's not wholly black and white. I suppose it's difficult, sometimes, a lot of times, it is you have to do this. You have to do that, but it's like, and regards to sicknesses and moving staff up prompts. Sorry if they hit a prompt, then they move up stages in the sickness policy. They started at informal and then they go to first, second, third, possibly third and final. You know, if it gets to that stage, but and then there's certain prompts of the staff would he need to hit find that they're clear. And then it's sort of quite straightforward. They hit them, then maybe put up a prompt, and then you’ve got that managers discretion that you don't have to move them up a prompt. There's no real guidance on, well, I wish it wasn't there in a way. It's not there, you've hit a prompt, you move up a stage and then, but then you put managers discretion in this. What's that mean? It doesn't tell you exactly what, where I wouldn't put somebody up a stage, you don't get any guidance on that and then you can get criticised then so well, why have you? Why haven't you put the member of staff up the stage? Or you know, why have you? And then you get challenged by trade unions because there's, well, you've got management discretion here. You don't have too as well. You haven't got that. Well, I'm not going to because of A B and C because it says on the policy, but there's nothing like that on there. It's a case of well, you can do, you don't have to do it. So better guidance would be good that’s more to the point. 

I: You picked up something, I was going to ask you anyway. Which was about managers discretion in particular, and you've already obviously given your perspective on that. But have you been challenged and criticised for the decision that you made, have you ever experienced any instances when you've made a decision and then that decision has been overturned?

P7: I suppose if I've given managers discretion, that doesn't get overturned. And to say that actually that member staff has to go up a prompt because once as a manager, I've made that decision, that decision sticks, doesn't it, you know.

I: Is it supported that decision?

P7: To a point, yes but there might be a little bit of criticism as well, and you know, and a bit of I have to justify then to others and why that discretion been given I suppose. On the flip side, where I’ve made a decision and it's been changed and stuff like industrial injury. So, where I've not given in the past industrial injury to a member of staff. Thankfully, I think the majority of them haven't been overturned but my decision isn't final as well, the staff can challenge it and then take it to more of a senior manager, a majority of them haven't been changed but some have been overruled as well.

I: Do you think there is a potentially negative impact on line managers when you've made a decision and then that's subsequently challenged, criticised or changed perhaps?

P7: Yeah, I'm sure it does. I personally don't let it affect me all that much because I make a decision based on the information I have at the time and how I've interpreted that, you know, and made it based on what I think is right and correct. If somebody comes along and decides it's the wrong decision and thinks, it should be different and OK, fine. You know, that's again, that's what they're there to do, I suppose, to look at it in a different light or from a different perspective and with maybe with more information that I didn't have or whatever and change it. Yeah, probably for some might get affected more than others on that. Me personally, you know, just carry on, brush it off and you know, carry on really because you can't let it affect you because you know that's the process, isn't it?

I: Are you in general, are you given enough autonomy in your role to make decisions? And that's supported by People Services?

P7: Certainly, given enough autonomy, yes, for day-to-day stuff to, you know, left to do my own thing. What was the 2nd part?

I: So, you've made a decision, are People Services supportive?  Do they support you in enabling you to also make a decision or are you left to make your own decisions? 

P7: Yeah, they would on a whole. I can't, you know, crying criticize them for that. If you've made this is what we've decided to do, it, they will support you and go along, as long as it’s not the wrong decision kind of thing, but it's kind of one of those grey things that I write that I'm not sure. Then for, you know, going back to industrial injury things that you know. Uh queries from staff? I will link in with People Services and we'll have a discussion about it and you know, I'll say what I think and they'll say, yeah, OK. Or they'll say, well, have a think about this, what about that? And we'll come to a decision. As opposed to, you know, sometimes, you know jointly. Umm. And then that, you know, they do get supported. Yeah. Majority of the time. Yeah, they would support that. As you know, it's more of a collaborative thing it, it's whether you can get that contact and support all the time is the thing, isn't it? 

I: OK, is it not consistent? 

P7: People Services don't seem to be there or, that's it.

I: Just coming into the end shortly, so just a couple more things really, it’s said within the NHS, that’s obviously a public service. There's a lot of red tape. For example, there's many steps, processes, guidelines and things that we have to go to through. Is there anything in particular, is there untimely delays with things that you feel are making things more difficult, unnecessary steps for both line managers, but employees as well? 

P7: I'm sure there are just thinking what they could be.

I: Are you left with a copious amount of paperwork for any of these processes?

P7: If it's what you're looking at, like doing a final formal management report, somebody going to third and final meeting. You know, there's a lot of paperwork a lot of stuff involved in getting to that stage. Alot of time and effort to get to that, if that's what your kind of looking for.

I: Could the delays have a negative impact on him employees as well? 

P7: I mean, stuff like R&R's can take an absolute time to go through. It's this one at the moment that's probably coming up to 10 months old and it hasn't been properly heard yet, you know, so it's not good for the member of staff. I’m having to wait for the outcome and that relationship then between them and myself isn't good because it needs to be dealt with. It's just, yeah, things can take a long time to get sorted. 

I: Two final questions just from me really. In terms of these tasks, what motivates you to do them. Is it because it's part of the role? Are you motivated by performance? What personally motivates you?

P7: A little bit to do with, you know, seeing that we're doing well, you know, your return to works are 100%, your PADRs are at 94, whatever you know, it's like, it looks good. And then you’re hitting all your performance indicators. You know your sickness levels and if your sickness levels are low or it means that you're managing the staff better, happier staff hopefully as well. They are being looked after if everything's been done so you know, you might think the return to work is just to make sure that we hit all the prompts but it’s also for the staff members welfare to make sure they should be back in work and they're fit and healthy to come back to work as well, so that’s a reason why we do the return to work. I'm just motivated about doing, a good job as opposed to that at the end of the day, and making sure everybody as much as possible, enjoys their job, as much as they can

I: Thanks x and just the last one for me. Do you feel that both line managers and People Services are sensitive or aware to the challenges that each other faces within their roles?

P7: I wouldn’t have thought People Services know all the different challenges I’ve got in my role. I probably don't know exactly what they're doing as well so no. 

I: Within the organisation. Could we better understand each other's roles perhaps?

P7: Yeah, definitely yes.

I: Thank you very much for your time. That's the end of the questions. I'll stop the recording. 
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I: Thanks again for agreeing to be part of the study, to confirm I have received your consent form to take part, which confirms that you've read the information pack that was provided to you. The meeting is being recorded, all personal and identifiable details are given during the interview would be anonymized, it should last around 45 minutes. I'll be transcribing the interview and then I’ll share the transcription with you, just to make sure you're happy with all of the content. For the purposes of the recording within WAST, HR are often referred to as People Services 

I: So, can I firstly confirm, are you here as a line manager?

P8: I am, yes.

I: How much experience do you have of being a line manager?

P8: About 24 years.

I: So, would you say that you have had quite a lot of interaction with HR, now People Services over that time?

P8: Yes, I have. Yeah.

I: Thank you. So, the title of the study is the role of line managers in implementing HR practices within the Welsh Ambulance Service University NHS Trust, I’m particularly focusing on ability, motivation and opportunity. What initially comes to mind for you when you hear that?

P8: Obviously the organisation is, is very policy driven. And so, there's a plethora of policies and procedures that underpins processes and things that we have to follow. So, if I refer to one for example, there is the NHS Wales wide managing attendance at work policy. It's not a WAST policy, it's an NHS policy, but it is applicable within WAST, as part of the NHS in Wales. So, within that, that clearly defines what a manager, they are sort of supposed to do, but in support with and in conjunction with People Services.

I: In terms of WAST policies and procedures. Do you feel that they are adequate enough? In date? Supportive to managers? Easy to adapt?

P8:  So, I think that the policy is written NHS wide, and the majority of the NHS is a fixed work profile.  So, the main majority of staff within their NHS work out of hospital sites. So, you know, you have one base that you remain in that base and you're in, you see your line manager regularly whereas within WAST you may not, the nature of the work that you're doing is that you're not often based with your line manager. So, your line manager could be two hours away from you. You may not regularly see them as part of your shift. You can contact them by telephone, but sort of some conversations I don't think are usually, the process that we've got in WAST doesn't necessarily allow for those natural conversations to take place.

P8: And so I think that can be quite difficult and quite challenging because people interpret different policies in different ways and I don't think that the policy is fit for purpose within WAST and the challenges around it are further exacerbated because as a manager, you're told to follow the policy but not to follow the policy because what you're told is the policy is there in black and white and it's how you interpret the grey and I think that's very difficult as a manager, when then you are accountable for that decision and it's not the case of it's my way or no other way. But I think that it's very difficult. It's always due to interpretation and I think that interpretation leads to different expectations, which then can result to animosity and resentment and in a number of cases that I've been involved in, it fractures the relationship because people have different expectations where if the policy and what we talked about earlier, the managing attendance at work policy, you've got various prompts or stages within that policy, but then they say, well, you know, give compassion, give tolerance, give this. Well, that should be built into the policy. Should one policy almost say if it's a standard illness, you have 123 processes. If you've got a chronic condition or somebody’s, going through life threatening treatment or life enhancing treatment that you say, well, then you build these tolerances in because I think there's one rigid policy. But I think that it's either a case of A, B or C, there should be options because having that variability is very, very difficult as a manager when you're managing a very disparate group.

I: Thank you. So that links very closely to the element of managers discretion, doesn't it within a lot of these policies. What's your perspective on managers discretion and whether when managers discretion is applied, is it always supported, upheld and in your experience as well, ever really been overturned when you've made a decision on something?

P8: Yeah, it has. So that yes, the discretion is there, but obviously discretion and I think that's where People Services  will come back and say well you should know your team but it's very difficult as a manager with that disparate workforce to know that team isn't it so and everybody's got things going on outside of work, everybody's got you know issues to deal with, either good issues or bad issues and I think then that's where some of the difficulty can result and again it's staffs interpretation. So you would hope that, where people is supported by perhaps TU partners, that they are advocating the policy to the staff but in my experience, you know, if I talk about a case that I had fairly recently in the in the last 12 months, where a member of staff, had, you know, 40 plus absences and had x, treatment 4 1/2 years ago for x and had finished that treatment but was still on medication and was going to be remaining on medication for a further six months, so had been held back twenty three times within the policy but however got to a final formal meeting and again so much significant tolerance being shown and for things that were not related as a consequence of the treatment or the tablets of medication that the member staff was taken but this was underpinned as well by somebody who historically, over 20 years has had quite a poor record but not really being managed prior to them coming over to x. So that expectation had been set and then of course the manager, even though they were supportive, was seen as a bit of a bad guy when they were expediting them through the policy and very clear communication throughout, you know what one of the consequences could be.

P8: So, when they turned up, but then they would also then say they'd gone off with a headache, which is not one of the contraindications of the medication, but then would also post on social media, videos of them x that the manager would see. So, it was quite difficult case. Tried offering that member of staff, not to do their substantive role for 12 months to go into temporary redeployment and a bit of a dual role. You know, instead of different things, but they were no, no, no, all the way but then you know, and I explained that, you know, it was very difficult to understand how this pattern was going to change, couldn't give any reassurances, but I just felt, in support of the manager and, you know, who had held this person back as I say over 20 times. And you know, I did dismiss the member of staff, but then that was overturned based on the basis that I wasn't compassionate and that was quite difficult to understand because the member of staff had provided a different set of information at the appeal hearing than what they had provided to me, and that was very TU driven and you know different set of circumstances. So, I think you know as much as the onus is on the manager. I think it’s; you know, staff don't seem to have that realisation that this policy applies to them all the way through.

I: How did that having that experience, how did that make you feel as a line manager haven't made that decision and then that's been overturned? Do you think this has a negative impact on line managers in the future?

P8: It was very difficult. It was the most difficult case I've dealt with for 20 years but I felt there was no despite offering the member staff, you know, three or four different options for them, they were adamant that they wouldn't take them and I kept saying, you know, meet me halfway here because otherwise we're going to go to an avenue that I don't want to go down and they just seemed oblivious to it really and then you know, when I made that decision, it was very, very upsetting for everybody involved in the meeting and People Services did say to me, yeah, it could be interpreted as a dodgy decision. However, I feel that the manager, the line manager and you as the hearing manager have done everything that you could have done within the scope of the policy. In fact, you've gone above and beyond, but then I was told without those facts being known, I was told, I was contacted when I was on annual leave and told that, you know, Director of Workforce was having difficulty to understand how I’d dismiss somebody with x and, and the organisation had found that perhaps I shouldn't have been as supportive as I could have been, but that was just based upon the information that they've been given by the TU and not taking the time to understand the case and so I think that the organisation does have a tendency to do that and you know, it’s just a knee jerk reaction, often to use, TUs shouting the loudest and then consequently the member of staff was reinstated based upon one of the options that I had offered that the member of staff had declined three times. So, I think it can be quite difficult you know, so.

I: Are there mechanisms in place throughout the organisation and within People Services to support line managers in difficult circumstances such as that and the stress that that subsequently can cause for all involved?

P8: No. I don't think so. I think it's focused on supporting the member of staff, but the individuals are very nice within the team. However, I don't feel that the People Services will always say it's the managers decision, it's the manager's decision. And however, I think once the manager makes that, you know, they are very vocal in what they think that you should do, which is good, but I think that after the event, that support disappears. I’ve asked for a review of the cases that I've done and just to support managers with, you know, we've had a disciplinary case, somebody was reinstated, and one or two other disciplinary investigations and I always ask for a debrief from the people involved and especially if it's gone to appeal just so that we can learn what could we have done differently, if anything. 

I: Do you think the organisation do enough of lessons learned in terms of instances within these complex instances? 

P8: No, not at all. I don't know, I’m aware of other managers, who have had similar and difficult cases, and you're just not shared any lessons learned to think even from investigations. You know, if you look at formal investigations, I've asked for a number of years for there to be a formal team that do those investigations, and I’m made to feel, you know, inadequate by saying that, well, you're a manager. You should know what you're doing, but I think you know, particularly with disciplinaries, etcetera, it’s such a niche aspect to do and you could have had your investigatory officers training three years ago and perhaps had one very easy case or you could have done it six months ago and be given the most difficult and challenging case and which then obviously leads to from a member of staff's perspective a very fluctuating process. So, I've advocated for a long time to have a set of disciplinary officers and an investigatory team, but again, on a team's training channel with People Services, I felt quite belittled saying like, well, you know, you should be able to do it. You should be able to make a decision. You should be able to do that and but it's like, well, that's not my day-to-day job and then when you say to People Services can I have more support they say to you we haven't got the time or the capacity but as a manager you're expected to. It's a case of we are very busy as a department, which I'm sure that they are but then when you do need their time and the support, then you'll be told that they're, you know, they're not available so.

I: Do you think that they understand the challenges that line managers face?

P8: I think they do, but as a team they are so small in themselves, and you know, there's just not the, I do agree that there's not the capacity there and you know within that team and I fed that back within at least three of the last restructurings that they've had and I know the managers in my team have also fed back quite negatively about the support, that they feel they don't have and all that's happened is that the support and the capacity has just got less and less each time. 

I: You've mentioned quite specialised areas such as disciplinaries. Do you think there's adequate specialists within that People Services function? That can provide guidance or focus on areas such as these. Do you think that they could do with more expertise within the field?

P8: I think managing people is complex and the specialist aspect that becomes a big part of it, if you've only got one member of staff within your team, if that person is complex and has lots of needs and lots of requirements and needs a certain level of support, that can be all consuming and so I do think that there should be, you know, and you can't expect one HR business partner to be an expert in everything and so I know that they have now agreed to a two year secondment for a team to look at disciplinaries and despite being my head almost bitten off, you know being told that that wasn't going to happen. It is nice that it is happening but I do think you know it's such a big thing, you know, from a member of staff, you know, whether it be , you know, a sickness, a disciplinary, anything that member staff is going through you need that specialism there. 

P8: It's tipped its focus because you will have, you know, an advocate group looking at different things, you know, women's health, domestic abuse. And you know, you live at a team looking at, you know, you look at people who were involved in that within the team. You have then other people, perhaps looking at workforce planning. You'll have other people then who are looking at, you know, different niches within the market but with an organisation of over 4000 people, there doesn't seem to be, the equilibrium is not there, you know, in relation to the support, the time and some of the detailed knowledge that you need. As a manager, you can't be that expert in all of those things and as well, because you're not just that, I'm employed in my role as a service manager. I'm there, supposed to be for the patient, but the majority of my time is taken up with staff related things.

I: If you could quantify roughly how much of your time is spent on these practices, how much would you say it would be?

P8: 70%.

I: Would you say that that's increased from previously? 

P8: Absolutely yeah. I think staff themselves have a different expectation and I find a lot of my time is just now talking through, even though I only direct manage a very small number of staff and, they themselves within my portfolio, you know you're looking at between 200 to 250 staff and so I think that the, you know, a lot of my time is talking things through with managers because some of them feel unable to manage effectively and because of some of the unrealistic expectations from staff.

I: Would say that expectations of staff have changed over time? Do they want more from individuals as line managers?

P8: I don't think they want more from their line managers as such, I think the staffs expectation has changed for us within ambulance care, it's changed in relation to their role and therefore, I think the pandemic has almost they've become used to being less busy and therefore when the manager challenges them about their perhaps a little bit of their work ethic, you know, perhaps some staff coming in late or staff complaining or being challenging. The managers don't feel equipped to challenge those staff about their attitude, so it's where do you apply that then with any of the HR policies, isn't it?

P8: If you were to say to somebody, you know I had a case recently with a member of staff who was persistently late coming into work and, I know that the team leader has spoken to them and they said have you first of all, have you got anything going on at home that's causing you to be late? Have you got transport issues? Have you got health issues? Have you got family issues? Have you got finance issues? and they've supported them with some things, directed them, signposted them, offered them different shifts, offered them different partners, but the member of staff is still not coming in on time. So, it's a I think it's a case of when you know the manager then is having to speak to them and say look, your shift starts at you know 5:30 or 8:00 o'clock or 9:00 o'clock or 10:00 o'clock, but you are just persistently late and so it's not traffic, it's not this and they've just their immediate response is I'm going to speak to my union because you're bullying me. So, I think the managers don't feel like, well, no, I'm not bullying you. You know, your shift starts at 5:30 and you're being 20 minutes late every day, it's affecting the patients and the performance and so I think that the staff set expectations, or I think you know, perhaps as a workforce that's changed as opposed to the manager's approach.

I: Do you ever sense the feeling that managers have a fear of managing appropriately because of the repercussions? 

P8: Yes, and certainly, you know, I've had a change of manager quite recently and you know the focus or the scrutiny on sickness and it's not just the sickness, it's like, OK, what's the plan? Are we still we taking them through a red to green and then amber trajectory and it's like, well, So what? So, what if they don't come back? What are you going to do? But then that's also then and I'm I feel a bit sort of well am I trying to please my line manager or then when it's a different manager that's managing the staff they are saying, well, you know the amount of effort in the work that it takes to some to get to somebody, to a final formal and then I'm being told, well, you need to be give one more session of compassion or do this.
I think they think well, is it really worth all of the hassle at the end of the day? There’ll always be, we should have done more, you could have done more, you know, even when it’s evident more couldn't have been.

I: Do you think that the work that line managers do is valued by the organisation?

P8: No, I don't.

I: You've mentioned challenging staff on issues and having these difficult conversations with people, have the organisation equipped managers with the right skills to be able to have these difficult conversations with people, not only difficult conversations, but are managers provided with adequate training and guidance consistently to be able to carry out their role properly and confidently?

P8: No, I don't because you go on a session, and I think of when the current managing attendance at work policy came in and it was a case of here’s an hour session. Here's the policy, go away and do what you want with it in a way. And I think, individuals are, if I look at one of my operations managers, he's got 93 staff in his team. So how can you be, you're not compassionate. You're not this, but I think that there is so many things and that's one thing that my team often say to me and because I've got 20 plus years’ experience, the team and people outside of the team often come to me and say I've got this anonymised situation have you experienced anything like this? And I will say yes or no and if it's yes I'll say well, have you thought of this try and think of this trying to think of the other well that should be a People Services role, not my role, look because that's just my interpretation isn't it and I think the experiences that I've got have often been through learning the hard way and you know and I don't want other people to make the mistakes that I did so I think that the organisation, that's what People Services should be doing and, and I've got a relative that provides a senior HR function in a very big British company and the role that she provides is nothing like the support that we get within the organisation, they're not as probably pink and fluffy as our organisation is because obviously they've got different set of objectives and their very financially driven.

I: Is that in the private sector?

P8: Yes, however, again, they want the best people to be working for that organisation and they can afford the best things but there is that expectation that you are employed and you've got a contract and you need to come to work to work as opposed to within the NHS, the tilt has swapped very differently, whereas your role and you'll having to do a day's work is at the end of a line of other things. We haven’t got the best people, we end up with people who couldn’t work out in the real world, it's a very different environment.

I: Are there any particular areas that you feel that line managers would welcome training in a different format or in a particular area? 

P8: Well, if you look at the flexible working policy that's quite new, isn't it really with new legislation and I went to a recent event that was held and there was a session there with a very senior People Services manager in the morning where we were told about you know the organisation as has been set to 6% absence level target and that's come down over the years. I've been involved in so it's currently at 6% and it was like well, you know you need to be managing people, sort of they go off sick that you know that within four weeks they have a have a meeting that you're referring to occupational health ,that you're doing this, very process driven within the policy and saying we must reach this target of 6%, we must demonstrate that we are managing staff effectively within the policy and you were almost felt well a couple of managers came to me afterwards and said they felt berated about the 6%. Then the next session that the same manager did was on flexible working and it was saying well, basically the legislation is now that whereas the member of staff had to be working for any organisation for three months and they could only submit one request and they have to say how the organisation, how the business would cope with that shift, all of that has been removed because of the change in legislation and it was saying, well, you've got to give flexible working really no reason now not to approve anybody's flexible working. Then people were saying, how am I supposed to do that and still provide a service? So, I think there's often a gap between the policy and the actual doing of within the day, you know.

I: How well do you think the organisation shares when there is a new procedure or policy? How well is that shared to line managers or subsequently fed through?

P8: I don't think it's, it's just saying, well, here's a new policy. Read it. It's on the Intranet. Any questions, email or contact, but it's not the hub anymore, but contact your HR business partner. Well, with all due respect, I try to contact my business partner periodically saying, when an issue happens are you available and you know I meet with them fortnightly more often than not, they don't come to that meeting because they've been called elsewhere. I can't get contact, and I know that, I'm one of several other people but it's very, very difficult to get that that support, to have that training. They then come to a business meeting, well, they've actually not turned up for the last two business meetings, but you know they'll send us a slide deck and it'll say drawing your attention to the new flexible working policy and that's it.

I: You mentioned you went to an event, and they discussed the new flexible working, and they also discussed a target that you have to meet for sickness. Do you feel the continually changing demands of the organisation, has an impact on the way that line managers deliver these practices? 

I: Yes, because if you look at the job of doing within that, as I said earlier, but the 7030 split, my job is to look at the performance, not the daily performance, although I am questioned every week on the previous week’s performance, but I have more meetings related to staffing problems and staffing challenges and if you look at anybody coming into the organisation. If we take somebody coming in and everything is just so time consuming and I don't feel supports the manager, I put a vacancy request in and it's taken eight weeks for that vacancy to go live within, so the member staff gave me two months’ notice. I put an immediate request into the RCP panel on the same day and the advert went live yesterday and the member staff is leaving in less than a week. So, it's, you know, how would you facilitate handover? I think everything has becomes so process driven that we don't measure the consequence of that process. How long it can take. 

I: Do you feel personally that time is a critical factor in your opportunity to be able to do all of these things as well as do you feel that there's unnecessary time delays in a lot of the processes?  

P8: Yes, I think so. It's about understanding the consequence of making some of those decisions. So as an example, one of the things when I try to look back at you know why this advert had taken seven weeks, somebody within WAST who a key role was and one of their tasks was to do something. It was only them that had been aligned that task and they went on holiday for 10 days. So, I could not say to somebody. I'm going on leave for five days. So, if I go off, somebody has to pick up, a bit of my key workloads. So, I think if they just think, oh well, it's not, it's not a delivering a service but they are delivering a service. What are their one of their KPI's, what are their quality indicators? Because where is it acceptable to have an advert that takes seven weeks to go, the time I set interviews, by the time I shortlist, I'm looking at somebody at a band seven, they're likely to have to give two months’ notice. You're looking at probably five or six months. 

I: Is that subsequently having a negative impact on you and the remaining team? 

P8: Yes. So that manager that the advert has gone out for manages 48 staff, who's going to manage the 48 staff, when they're off, when there's nobody there, who's going to manage their workloads, who's going to manage, things like processing the time sheets, the expenses, who’s going to do that? So, it's, I don't think the organisation they, they might say, well, we'll change this People Services, we'll have a restructure and we're going to change this process. We're bringing this process in, but then how do they map the consequences of that out through on the people who are doing the doing, for me they are a support service, but they're not providing that support.

P8: I used to be able to get an advert out within two weeks as long as I have the money within the budget, I could do it, you know, and that post would have been filled quite quickly. Theoretically it's a support service, but it's not, it's for me, it's more of a hinderance service that they put more blocks in. 

I: Do you feel that things lengthen? 

P8: Yeah, partly due to the fact that there isn’t enough of them. If there's not enough of them, and you know, I don't know what their ratio to staff is, you know how many managers that they've got, how many people they've got accountable for, I would say it's too many looking at the attrition rate that they've had within People Services and the number of people who have left and then saying to me, they were leaving because of the workload then you know you've got to look at the balance of that really isn't it?

I: Do you think some of these lengthy periods in some of the processes such as R&Rs, disciplinaries, what do you think the impact of these are on the employees and the line managers who are involved? 

P8: So I think and again from personal experience, if you submit an R&R, I don't think that some people may think it's a bit of an answer to some things and again I'm not sure what you know ,what some of the expectations are, but if a members has submitted an R&R you would have hopefully tried all other avenues, make people aware of things. I’ve recently had an R&R submitted against me last August and it's to do with industrial injury pay, but also referencing sickness and absence related to stress and referencing myself as part of that R&R process but I still have not had the hearing. So, if you think that you know the member of staff had six months off sick to the day they came back, then after six months probably had a six-week phased return and the R&R was not listened to or not held in that time and it's still waiting to be held. The member of staff in that time, the stress of that situation hasn't really changed for them, and I've got this, but I feel is this you know what's waiting to happen, there's been no hearing. And that's been, I know my manager has tried has offered probably a dozen dates to them to meet but the TU partner doesn't seem to have any availability, and my boss last week said to me, well, I'm thinking now of not doing it because the member of staff has come back to work. So, they said, you know, is there really any point? And I said, of course, there's a point. What about me? What about that person? What about our relationship? Because that person hasn't spoken to me in that time, and I've been at meetings with them. I've been very polite very professional with them, but for me there's that undercurrent and the organisation is not dealing with that, you know, but I’ve had to deal paying that member of staff for six months. And if it is, if it's not dealt with, then what's to stop them going off sick again in six months for six months saying it was never dealt with? 

I: Do you think the culture of the organisation plays a role in the way that we manage things like this? 

P8: Yes, I think everybody says, as anecdotal as it is, the evidence clearly and you may say you’ve become very cynical after twenty years of my life but you know, and I've got some really, really very complex and very difficult cases of staff sickness and, people at stage three cancer but I’ve always got somebody off within the team of this 200 plus staff that I'm accountable for, even though I'm not directly line managing them. I've always got people in that team and my sickness goes anything between, at the moment it's 10.48%. I’ve always got people in that team who will, at six months recover and come back and so I think that culturally, that is that expectation of staff that I can have six months and once I've had my six months, I will come back and that will happen repeatedly.

I: A large element of your role is overseeing these staff but as you’ve mentioned you've got other strands to your role. Do you experience role conflict? How do you balance the two? 

P8: I don't balance the two for an example. One of the things is I work far more hours than I'm contracted to, I think last month I worked an extra thirty hours, I work an extra thirty hours most months and I claim about eight hours back and then the other twenty five hours, I'm working for free really and I'm able to do that but a lot of people are not able to do that and it's the consequential effect and impact of that. I think it breaks a lot of people because, people say, well, why would you be a manager? Why would you do that? I think that there’s things that I don't do, and I can't do, you know, Datix Management. I think I've got four hundred Datix’s that need closing, again because the process has changed, and nobody told me about that process but I'm not alone in that. It is the staff side of things that the scrutiny is under and that's what the focus always is. So, I think you're always under perpetual conflict. You're torn as a manager about having to do your own job, but then you've got, People Services and TU partners who will shout very loud and you are needed to respond to that demand.

I: How does the organisation, encourage or discourage managers when these working practices have become embedded? What support mechanisms are in place or is this behaviour expected?

P8: I think your just told, you’re a manager you need to manage your own time. You know whereas if you look at this manager is continually working and not just myself, every manager in my team works additional hours that they don't claim for and some claim some of the time, some don't claim any time. So, which just shows that you've got. You wouldn't have road staff working an extra three days a month and coming in and not being paid for it, the organisation would say, well, that's ridiculous. Why is that happening? And if you were to say, well, we've got patients that I'm either going to cancel tomorrow or I need to put overtime out because of staff sickness, and they would say will you come in for free and not work? The organisation would say, well, you can't put that pressure and that expectation on staff, but it's OK to do it for staff but I'm staff. So why is it expected for me to do it as a manager?

I: So, would you say you were overloaded?

P8: Yeah.

I: Earlier in the conversation, you mentioned teams are quite disparate. Do geographical challenges play a significant role pan Wales? How do you feel that this impacts managers, the quality of the interaction with the staff, the time they have to interact with the staff or delivering tasks like appraisals for example? 

P8: Well, I think in one hand, the organisation says, as a manager, you should know your staff and the only time that you can get to know your staff, I think is by being visible, physically visible to them and it's something that sort of how I felt strongly because I think you know to have a telephone conversation or I know now with different technology we've got teams and things our work force is predominantly an older workforce that is not too ofay with so much technology and how would you know, how would you pick up that really about something is challenging to somebody or somebody's having a difficult time and I just think that the balance isn't quite right and where they're saying, well, you should know your staff to have a quality PDAR or you should know this and you should know that about them. But if you're not afforded the time to do it, then how? When does the organisation think that you would pick up those things you know?

I: You mentioned teams there and obviously working in a more hybrid space than we were a few years ago. How has Teams influenced or impacted your relationship with People Services, has it improved, declined? 

When I look back, to probably say pre-pandemic, I could walk down the corridor and have a conversation, and talk about sort of things and I had regular, you know, monthly one to ones, you know with, with my business partner and we would talk briefly about staff absence, but then we would talk about, one or two topics that I would need their help with and their expertise whereas that doesn't happen now and I think that, HR don't work in the office. They're at home and I think that, you know, I work in an open plan office it's quite difficult sometimes to have those conversations, whereas I know if I went, if went down the corridor, I might say to them, can I have a cuppa and a chat with you? So, I think that teams that, physically that the HR teams now appear very remote in more ways than just not being in the office. I think that the teams that the support that they are providing to, I think the, the HR team seems to have expanded drastically but perhaps tipped to in the wrong direction, where you've got people looking at, you know, strategies workforce, the RCP panel and you know all these different things, but the sharp end of managing staff seems to be far less. I don't think they've got the balance right. 

I: In terms of advice, would you think that you would get consistent advice if you were to go to a different person in one region to a different person in the next, is the advice consistent? 

P8: No. So, I've had one case that I've spoken to three People Services leaders and have had three different areas of advice come back, all conflicting and which, you know, everybody's got different interpretations, haven't they and like myself I've got different experiences to what you would have Sarah isn't it. You can't manage that staff rigidly and, if we were dealing with the process or production line, then it's okay to have this, that you get the same output at the end and I understand that, you know, People Services, we can't do that with people because people are not parcels, aren't they? I think what you should have is the policy to underpin and guide you within that decision and I just don't think that we we've got that within the organisation, the inconsistencies and when I just think that if you put the member of staff at the core of all of that decision making process, then that variability must be very confusing for them.

I: Thank you, x. This is around motivation. What motivates you?  What motivates your team of line managers to do these tasks and do them well? What motivates you and some of your closer colleagues? 

P8: I think what motivates me, the reason why I come into work is I try to make things better for the patient. I strive, you know, and I'm often, everybody groans because I will say, well, how is that benefiting the patient and I always try to be that patient advocate and I've had friends and family, and myself that have needed to use NHS services as we all do, and I often look at trying to think well that that may tick an organisational box but how does that improve things for the patient? So that's what drives me to do my role and then I know that the managers don't feel necessarily equipped to always do their role and one of the things that we're talking about earlier, somebody hadn't been paid, it wasn't, they had done everything right but it took them probably 5 hours to get to make sure that this member of staff, because it was going to different departments or this department hadn't done this, another department hadn't done that and really, that's not what drives the manager. It's again, it's about doing trying to provide, but trying to provide things for the patient but unfortunately, as I said, with a 7030 split about staff, that's often a conflict of what you do and what you can achieve because it's the staff that take up the majority of the time, not necessarily being able to improve things for patients.

P8: I think, you need to have, healthy body, healthy minds to come into work and a plethora of support services that are there, isn't it really and I think but for me I strive to come into work and to do my best as opposed to, and I think it's my responsibility to make sure that my mental health is looked after that I tried to get rest and recuperation to come in because for me I'm being paid to do a job. So, I need to do what's best for that as opposed to that being a consequence. You know I can't come into work because I, you know, because I'm not leading a healthy lifestyle or I'm not doing that. I think it for me it’s a bit of one supports the other and then maintains the other and so I think, you know the organisation I believe does have lots of, services available or can signpost to a lot of services available but again, I think that some of the things that we should be doing is perhaps a little better, if you look at somebody I've referred somebody recently to occupational health for, an issue that they need help with and while I'm told that they can't have an appointment for seven weeks, so then you can see, right. Well, if that's not as quick as it should be then I know I'm looking at a minimum of eight-week sickness aren’t I? Then that's eight weeks’ worth of work that that person isn't producing, and there's a cost to providing that pay to that member of staff. I've got to pay other members of staff to do it or cancel patients and what type of world is that right? 

I: Finally, What do you think are the strengths of both line managers and People Services in this organisation, just very briefly.

P8:  I think that the balance is out of kilter at the moment, there's not enough support there for managers and the expectation is on them. Everything becomes a bit more complicated, from a staff perspective, but I don't think we've equipped the managers to do that. However, I think that in my team the strengths of my managers, so that we fundamentally care for each other, and are very passionate about the roles and that's what gets us through. I think why come in every day really because I don't think you know the monetary value of the job. You know the company is what you're compensated by financially. I just think that the balance could just be tipped a bit more and rather than just saying it's the managers responsibility, I think it's the organisation's responsibility and the manager is just one of the cogs within that that function.

I: That was my final question. So, thank you very much for your time. I’ll just stop the recording.
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I: Thank you for agreeing to be part of the study Jen, to confirm I have received your consent form to take part, which confirms that you've received the information pack that was provided to you which kind of covered the kind of key areas of the study and what it involves. The meeting is being recorded. All personal and identifiable details will be anonymized. It should last around 40 to 45 minutes but if you need to take a break, let me know. For the purposes of the recording within WAST, HR are referred to as People Services. 

I: Can I firstly confirm are you here in a line manager capacity?

P9: Yeah.

I: How much experience do you have in this area? 

P9: So I've been line managing a team within WAST, I think it must be coming up to four years now and that's directly line managing three individuals at the moment and prior to that I didn't have a huge amount of experience in line managing, but I would be doing project management which covered a lot of workstream management for individuals, but also sort of filled in and a lot of the admin work for them as well. So generally covered what you'd probably consider support that either line managers or administrators would provide.

I: Thank you and so in that time, have you had lots of interaction with the People Services Department?

P9: Yes, a lot. I think currently I probably speak to our assigned People Services advisor a minimum of two to three times a week, and it tends to increase during periods of recruitment or if we've got specific aspects that require sorting out, like an organisational change process, taking on new staff with specialist criteria and periods of change in the organisation that require either engagement or a change to way that processes are performed. I rely a lot on my business administration manager to do a lot of the liaising with People Services, so I'm aware that there's a huge amount more that the team as a whole liaise with People Services and quite a bit of that I might pick up at the end of a process or and sometimes maybe help out if there are incidents where a senior manager is required to perhaps push towards a director or. Intervene to help processes move along occasionally.

I: Thank you. The title of the study is the role of line managers in implementing HR practices within WAST, I'm particularly looking at areas of the ability, motivation, and opportunity. What would initially come to mind for you when you hear the title of the study? 

P9: So I think it's a very appropriate topic at the moment, given that there have been several changes to our People Services Department and which have included pushing a lot of staff management, back out to directorates and whereas I can see the benefits of sometimes line managers holding such information on their staff it can go to the point where sort of too much is expected of the line managers on top of their daily responsibilities. So, for example, speaking more detail about the people in the Directorates who are line managers have a role and line management is a part of that. People management is not fully their role, but it can take up obviously depending on the size of your team or the level of seniority, a lot more time than can be expected for the roles. Particularly for People Services, I understand that they have their areas of expertise in their areas of day to day working, but there is perhaps an unfair expectation that they would be able to deal with a lot of the People Services, inquiries a lot quicker and with a lot more experience than the line managers and the directorates but with the push out of roles and processes to the Directorate, it does feel like recently, especially I’d, say, within the last six to twelve months, there has been a significant increase in the amount of work line managers are having to do on the people management scale then when I first started the organisation, six to seven years ago as a project manager. and I know that that's not just because I wasn't close to it, because I worked very closely then with the administration team and the business manager for the directorate at the time. There is definitely a lot more work in the People Services area being done by people in the directorates at the moment and that causes two problems, the first as I mentioned being time, but the second being experience, I find that for a lot of the queries that have been pushed back out to directorate line managers, we're having to go to People Services in the first place to ask for help or instruction, whereas they used to do the task in house. Should we ask the People Services hub? I think it was. You could give the sort of work stream or ask for help and assistance from the People Services hub and it would be picked up, shared out or whatever and fed back to the line manager inquiring. Now we've got the work to do on top of trying to find the expertise, and very often because you're assigned specific contacts, it's very difficult to firstly work out who you're supposed to be getting or going to for the information. And secondly, having a constant stream of contact with one person managing that support for you for a particular people management issue. So those are the two areas where it's definitely felt more difficult recently.

I: Would you say that the structure within People Services is effective, does that structure enable line managers access to level of support and guidance that they need?

P9: Yeah. At the moment I'd probably say this is through no fault of their own. I understand that they've had some people moving throughout the structure. I'd say it's honestly a little bit confusing and I know that they've released structures and hierarchies on Siren, and they could probably say the same about our directorate, but it doesn't appear to be, whereas when I first started the role, there was one People Services contact for me or and a few months ago I knew that we only had one People Services advisor that I would regularly go to. There might have been two. I think there were two administrative or sort of specialist area support staff and I knew who they were and for what and it was okay to go to them as well, but now we've recently had, I think it was about four to five people identified for different things for different areas of People Services and I honestly couldn't tell you. I know who the senior one is for our directorate. I would have to go back to find that Siren post to identify who the others were and what we needed to contact them for and generally I'd say it's a lot more helpful just to go to one person or have they, for example, in finance, I've got a finance partner and then there are two administrators, and I know that structure works well. I know that if I can't get hold of the finance partner and then the support will pick that up and that feels a lot more user friendly than the structure of People Services at the moment.

I: Do you feel that there's adequate specialist knowledge within that team, or is it more of a generalised approach?

P9: Yeah, I think it's I think they certainly the specialist knowledge is there, but perhaps the sign posting to it is not obvious and that may be just speculating here, but there may be some areas that are a lot more busy than others and therefore to protect that person sort of wellbeing and workload, they try and offload it at various other points but if you'll ultimately going to end up asking that direct experience contact anyway, then make it a much more streamlined approach. That would be a lot more helpful. And so, I definitely think the expertise is there is just accessing it, it is proving to be a bit stressful at the moment.

I: Some topics and things that you have to deal with can be quite sensitive and quite unique. How have you been able to develop a rapport with People Services if you don’t know who some of them are? 

P9: I would definitely say that the members of the People Services team that I have spoken to in person face to face and had the opportunity to develop that relationship with I do have a much better virtual working relationship with, and I think that that probably goes for a lot of people but there again, perhaps is an unfair expectation that a People Services team. You should be able to develop that relationship with and to go on to your point about, dealing with sensitive information from beginning to end. I've got an example at the moment I'm an investigating officer on a case and so far I think I've spoken to five different People Services members on the one case where normally I'd only have interaction with one and I have found myself repeating a lot of information. It's going over the same issues that are coming up. I think at one point, I think that perhaps a person initially assigned from the team to the case was not senior enough, because I've had to have a lot of toing and froing and trying to include them to get the senior information, but they were aware that it was a complex case initially and I feel like that could apply to a lot of processes if they're aware that there are were going to be instances where you've got a sensitive information coming through, having four or five people dipping in is really quite frustrating. Another one to give an example was a recent recruitment process and there are concerns. I know I felt concerned for one of the team, one of the People Services teams. Their sort of mood or wellbeing or how they were treated at the time just because so many people were jumping in at different points, not understanding what had taken place before making assumptions and that does make it quite difficult. Is a lot more reliable, a lot more reassuring, and a lot faster to deal with one or two members.

P9: I fully understand that sometimes I cannot be the case, but I think a lot of it at the moment stems from confusion with the structure over who to speak to in the first place.

I: Thank you. Do you feel that you could go to different people within that team throughout the organisation and throughout Wales and receive relatively the same advice?

P9: No, sorry. It was an organisational change process, and it took months speaking to several people to find the answer that we needed, the outcome. A lot of it was avoided for quite a period of time and quite a lot of mixed advice was given that when I spoke to the next person, oh where did you get that advice from? So, a lot of that sort of went on and in the end. I think it was quite a senior person who was able to provide the final direct way forward, but I think it took about four months to get there. Which, when you've, I understand it's difficult. It was literally a decision that we were waiting for, like just somebody to say yes or no and I understand that hard and a lot of people don't want that level of responsibility to call that decision but if we're going to them for the expertise in the first place, and there are these people who are waiting for four months for an outcome on their job role, then that that is quite stressful especially as a line manager working between the People Services team and our staff to try and assure our staff whilst waiting for an answer, it can be quite frustrating.

I: Are there mechanisms in place throughout the organisation to support staff? Do you think that the organisation provides enough support for scenarios such as that?

P9: Probably not. I think the line managers tend to handle it well, but what you have then is like I said, line managers saying we're working on the solution, we'll get back to you and eventually that does get to a point where people start to get frustrated with you even though the answer the decision is not yours to make and it is hard on the team, on the People Services team because there is probably the area where most of these questions are posed to because it can be quite grey area, but we're in the clinical directorate, it's a yes. It's patient safety. No, it's not kind of thing, but for People Services, I understand that there are loads of nuances to policies and individuals and experiences and circumstances that have to be taken into account. I do feel like some processes could be speed up, either just by having an expert involved at that point, or someone senior enough to make an organisational decision at that point and to get some processes to move forward faster.

I: Do you feel that there's unnecessary delays within some of the timelines associated with some processes that then cause difficulties? 

P9: Yes, absolutely. Some areas, definitely more than others. Job evaluation being one, and I know that everybody and probably those included in job evaluation because I know that they don't have people to support the panels, but if I was to look at things on a daily basis as well, something as simple as sorting out someone's pay. Due to having to pick that up where normally it would just be a straightforward email to People Services. Can you assist with this please? Because of the processes that are now being pushed back to line managers, something that would previously have taken perhaps minutes, perhaps a couple of days to sort out, recently, I think took two to three weeks and as that, you know when we've got timelines on things, as that timeline comes closer, the people you're trying to manage start to do quite erratic things to circumvent the process which in itself causes issues but it is the case that when time constraints are tight, people will cut corners and things, and that's where you're undermining the governance that's in place in the first place. So that can be quite frustrating because that you then see some wild things coming out and people trying to circumnavigate ESR and payroll or calling payroll themselves directly when you've got a full email trail ready to that you've had with People Services ready to pick up with someone, for example with all the information and they've just gone and started a new phone call, it can get quite wild say but and it's OK to laugh about nut if you're dealing with five instances on top of your daily workload and people are chasing you constantly and then you've got to control the erratic behaviours that it can get quite a lot. I'd say people management is where the stress can really come through thick and fast. If it's not controlled.

I: If you could quantify roughly, how much time do you think that you or your team spend on People Services related tasks?

P9: My team. Probably a lot more than I do, and I think I'm coming close to probably two to three hours work a day on People Services related work at the moment and I guess said that comes in peaks and troughs, if it's a big issue, it can take pretty much the majority of the day at the moment we have had a few of those come up. I think for my team it could possibly be up to 50% of their working week. If not a little more, perhaps at times of high engagement, lower times. I still don't think it would be far off that 50% mark for certain individuals and to think that's 50% of what is factored in to be a very small amount of the job description or working week that is quite a lot to undertake and that's a recent experience, I'd say within the last, it's definitely increased, yeah.

I: What do you perceive are some of those tasks that you feel should not be sitting with line managers, are there some of these HR related practices that shouldn't be with directorates? 

P9: So I think that's a bit of a difficult question because I'd say that there are elements of the processes that need directorate input, probably all every issue that we go to People Services with require some level of input from our directorate but I feel like that could certainly be halved, and I know that's quite a big amount to say that if we were given a clear structure with certain contacts for different areas of experience and some of the processes such as ESR and trac and I feel like if they were streamlined, it could also drop it significantly. I think a lot of it would be a lot of the sort of form writing that we have to complete at the moment and without much guidance, it's again, it's the lack of guidance for processes, as well as the time taken to find the right individual and to work with the individuals that I think of that sort of what's noticeably increased and a lot of the services that I deal with, for example the OCP, might, so a lot of it is on the individuals. So, whoever is the assigned individual for the organisational process within the Directorate to take on a lot of that. So, I do feel like there's some areas where perhaps more templates would certainly be useful, and sign posting to the correct template when they are available. I wrote an entire report as an investigation officer to only be told that I'd accessed the wrong investigating officer template off Siren. Clear direction I think would go a long way to helping with what now feels like a bit of a overwhelming task for line managers to have to complete. I can't think specifically. 

I: You mentioned about processes and procedures and guidance and new systems.
How well do you think they organisation shares when there's a new process in place and the steps that line managers have to follow to put that into practice? How well do you think that that is communicated?

P9: Again, I'd say it's 5050. Probably there have been some things that have come out where they've been advertised on siren, email has gone out to all line managers. They've given us slots to book in forfeit training and questions and answer sessions and generally I feel that those go quite well up until the point where you go to access the process, somebody will always throw a spanner in the works. You'll never get a straightforward, but what somebody is always going to deviate from the process, and that's absolutely fine but it's then again, it's a loss for who do you go to for the support when things don't go as you were expected in that process. Then there are other things where I feel like because they've been there for a long time, people maybe assume that if they were to suddenly ask the directorate line managers to take it on, it's okay because they've been doing it for ages, but they haven't necessarily been doing it on their own for ages and that’s where the problem start to pick up, so there could be something there. 

I: Are they doing it regularly? Does that help line managers when you're more absorbed in the day-to-day practices of HR? When those complex situations arise, then how do they confidently carry it out?

P9: Absolutely. So, for example, that's a really good point. My business administration manager is extremely proactive with People Services work, and I rely on them very heavily. So, one such example is completing a PADR on ESR and I think it used to be that you clicked a few buttons and their PADR was marked as complete on there. I've now had to record in the back of one of my books, a stage by stage of process, after my business administration manager took me through it, or at least the third time because it's only done every three to six months and I cannot remember the stages that you have to click on even when you're clicking through it. I'm thinking ohh well, it'll be this button next and it's not because it's not a very helpful process and I could ask my business administration manager, or I could spend half an hour trying to find the guidance on Siren and probably still get it wrong and then be stuck trying to get hold of somebody. For me, as far to say I've uploaded and it up PADR incorrectly. Yeah, I think, and I find that across teams as well. So rather than go to People Services, somebody in a different directorate will approach myself or a member of my team to say, I know you've done this recently. How did you do it? Rather than go to People Services because they don't know who to go to or it's going to take quite a bit of time. Then it just adds into workload, really.

I: Do you think line managers receive enough training that's appropriate, is it delivered in the correct way and is actually applicable when it comes to real life scenarios? 

P9: Yeah, I don't think so. And I'd say that for the last 12 months I’d say prior to that before the just the amount of People Services work that is now having to be picked up by line managers and directorates. I'd say before that it was probably okay. You'd have the odd individual where you'd contact People Services and save this person's sort of requirements. don't add up to the process training. Can you assist? I don't know whether it's because a lot of the processes have been pushed out to line managers, that we're able to visually see more, where more people don't fit and we're having to adjust the processes or whether it is due to that lack of expertise that People Services aren’t the ones processing the request and they've come across these before and they know this the better and they know how to deal with this person needs that don't quite match the system. It's probably a bit of both and probably is the volume pushed on to line managers inexperienced in navigating those systems and the lack of expertise, but it's definitely created a noticeable, I feel like there are more issues being dealt with on a daily basis than ever previously, and it's coincided with the, so the delegation of tasks back out to line managers, yeah.

I: Thank you. Are there any areas that you would particularly welcome in terms of HR practices of further training and awareness? Other any particular areas you think would be beneficial?

P9: Yeah.  To give an example of the one that I'm doing at the moment, the investigation officer role, I think that we had almost a full days’ worth of training, but the training was, I don't think it was suitably specialised, I think it was quite general and certainly I've only done two investigations and certainly I've come across the same issues in both that have affected me personally as an investigating officer, which is not something that came across as a potential impact of the training. One of the recent ones I was dealing with, I was advised that I could contact someone from People Services if I was uncomfortable in dealing with it, but that was specifically by the individual who offered me the case with that hadn't become apparent before. They tend to be very lengthy and very involved, and I don't think I don't think the level of commitment is outlined to line managers either. So that's one example and I think the organisational change process there are templates, but there are templates for the document writing. There were not templates for instructions for somebody navigating an organisational change process or leading on it on how to support staff through that, you would generally advise to contact the People Services team. But I did find that a lot of those instances, because you're closer to the staff undergoing it and you're in their directorate and you're more familiar with them, you're generally the person picking up those issues. So there could definitely be support in that area. Then I think a lot of the support comes with the sign posting. If you need that support, then we can give you this person, this person’s expertise, go to them straight away. I don't even know if because there's been so many issues with that recently. Whether that is something that the team themselves aren’t even aware of. Which is quite a large directorate. I completely understand and some of them are more obvious than others such as ESR, but if you're looking at a very specialist area and the People Services team don't necessarily know who should be picking up the expertise, that also gets thrown into the mix where it gets a bit muddy.

I: You’ve mentioned two probably quite complex scenarios organisational change and investigating officer training. Do the Trust equip line managers to have those difficult conversations with people? 

P9: I don't think very well, and this is something that my team have raised as well and I think part of the aspect there is that not all line managers are of a same senior level and you could have sort of an 8c senior line manager and a band five line manager doing the same processes and having to have the same conversations and for a more junior line manager. I feel like there is a lot of expectation on them to give the same sort of level of guidance and that comes that, that can come down to an individual basis. I do think that the expectation is too high and on a lot of line managers across the Trust and it's probably not fair on either because if there are people who are experienced in having those conversations, then having access to them rather than just being told, and you can contact your People Services manager, I think that they should be brought in at an earlier stage to support with those conversations. I think a lot of it is left to find your own information and that can be equally frustrating, especially if something refers to a policy. So maternity leave is quite a good example and or granting sort of immediate special leave. Anything associated around the leave policy, I think is particularly under supported and I understand that that's because it can be quite grey sometimes because of the variation of individual circumstances that you will have to navigate but. That level of support to the line managers should be it consistent in order to get them through it. I don't think that that's there. You either rely on experience or you're going to find the information yourself in the majority of instances. I'm certain for the more junior members of the teams who are line managers that don't think that's fair, but it can be equally frustrating for more senior line managers who are having to find that information because they haven't come across it before. Yeah, I certainly feel that they could be more support for line managers with the difficult conversations and the nuances they come across. 

I: I've not really mentioned junior line managers, but what do you think the Trust offers for completely new managers? Managers coming in to roles with little to no experience?

P9: Not that I'm aware of, and I said when I started, line manager responsibilities there was no new line manager pack, or I think there was almost like an abandoned folder.  I want to call it on Siren and where you know something had been put up quite a while ago and a lot of it again was relying on people having been there for a while and knowing the administrative processes or being able to speak to individuals in similar situations who had that experience? There is certainly no congratulations you’re a line manager. This is how we can support you kind of introduction, which would be endlessly helpful because the number of people you have to rely on starting out as a new line manager and that was when a lot of the process were different processes were held in house by People Services.  I can't imagine working without my people, so it might be the business administration manager and some of the admin team on managing the directorate of sixty people that’s a lot of people management. Without them it it's just the number of processes you'd have to go through. The things you have to know that, so what action has previously been taken in the trust in certain areas to help you navigate certain situations? It's certainly not provided. Firstly, when you've become a line manager, and I think that that's probably a large area of concentration that is required.

I: Thank you. You've highlighted policies a few times. Do you feel that the policies provide enough guidance for line managers? What's your perspective on managers discretion and how that can be applied?

P9: I feel like a lot is actually, perhaps too much is left to managers discretion and certainly when it comes to me and my position, it's usually because there is a big grey area and a decision is having to be made and you're looking between the lines of a policy to try and work out how it applies to the individual. You're trying to assist at the time, they're probably all up to date because policy management groups, governance processes and certainly at the moment is very strong and they're probably understand that probably national policies or depend heavily on national policies. But I do feel like there could be something. Even so simple as a Q&A attached to the policy from a WAST perspective, to say these are previous instances that have been released. Here’s examples of how they were managed or maybe some kind of forum where line managers can ask about specific policies and queries. Yeah, and get a fairly rapid response because if you're approaching a policy, you're not usually at the, I need an answer and it has to be definitive stage because when you're dealing with something like somebodies leave or they're undergoing the stressful situation and they need special leave or it's a pay policy, these are not situations where people are relaxed and laid back about waiting for an answer, they need it in black and white and they need it urgently and that is a shortfall of the policies itself, I'd say, but also around the support around that is generally the area where you either go and the conversation takes a while because it has to transverse through certain people again because we don't know where the centre of expertise is or because it's left to managers discretion, or the manager maybe needs to bounce it around a few other people first. Nobody likes to be held responsible for a decision that is being made when it could potentially be the wrong one, and that's understandable. The insecurities attached to managers discretion are quite significant, I think, yeah.

I: Do you think managers are sometimes afraid to manage properly, is there a fear among some managers to do that?

P12: Yeah, definitely. Conflict being one of the main areas. You could look at there.
Nobody likes to upset the apple cart in a team, but there can be black and white challenging behaviour that isn't and sort of you it's not something that's going to be listed as a behaviour that come up in a policy or that is sitting on the disciplinary guidance or something like that. I think what a lot of line managers would fear is having a R&R come back in against them for a decision that was made, starting again a huge process. I think that there's a lot of perhaps reservation that they're opinion is subjective and that they could be and giving a decision that maybe they think it's the best one. But is it actually the best one? I think there's going a be a lot of second guessing from a lot of line managers, a lot of fear of that. They handle a situation well and have they benefited all of the individuals looking after welfare whilst trying to maintain sort of the right outcome and for the whole team, There's definitely a lot of, it doesn't necessarily apply to my directorate but I could probably see it in others. Where one area’s line manager has made the decision, but it's not the same as the line manager from another area and then you're going to have a bit of a clash in terms of well, you managed your staff member like that but I've done it like this and you know that that creates the discussions, doesn't, I think that there's potentially going to be more fear from like managers and making those decisions there.

I: Do you feel that People Services support the directorate in the decision making. Do they empower people to be able to make decisions and support it?

P9: Probably too much empowerment at the moment. Too much devolution of control or not control, but decision making and what should be People Services, specialist areas generally the support I find is good. There can be instances where it's a well should have come to us at the beginning and then you can't. You don't feel like as a line manager you can say, well, I would have if I thought that there was going to be support for me there at the beginning of instances and issues where I know that it could probably be dealt with quite quickly. I do find myself copying in five more people than I would normally, because there's the element where it's better to include them than to be told afterwards that you should have included us. 

I: Do you think that many experience role conflict and role overload within the organisation and how does the organisation manage that between the multiple strands in people's roles?

P9: Yeah, definitely. I think a good instance of this was COVID, where there was a huge shift towards focusing on staff wellbeing. For staff members who themselves were not able to necessarily cope with what was going on. So, what was the question again?

I: Discussing, line management side and HR practices and then the other clinical element to a lot of people's roles within our directorate. How do you think the two conflict or do they conflict? Do you think that some people feel experience role overload and too many conflicting priorities?

P12: Yeah, I know where I was going with that now. With the increase in wellbeing and COVID, it does feel like that hasn't decreased to the level that it was before, and that's absolutely fine and appropriate, and I agree with it but there also isn't the support for line managers to deal with people on that scale? That's where I think on top of the pushing out more tasks to line managers, the elements of people management for a team, I feel have also increased recently. There's a lot of things coming out of the People Services Directorate in terms of staff survey results and EQIA and diversity and allyship and ensuring that, I'm thinking of some of our senior clinicians here, probably they have wellbeing and professional responsibility, feelings towards larger groups of staff. Say for example APP's or SPS and all of that is great, it's needed and it's the right time for it and it should continue but that does take up a lot of time. A lot of people energy, which has perhaps decreased for a lot of people now, in a working from home environment for example, and a lot of engagement and what you tend to find at the moment is you have representatives going to meetings, collecting a lot of People Services actions to be taken back to their directorates or their teams. This is on top of their existing roles and there is an element that it belongs there. Yes, absolutely. But it's just the volume of it at the moment. I think line managing people within WAST is harder than it ever has been, but the support feels less. That's because I think people's day-to-day work has also increased and again, everybody laughed about it. Saying that there wasn't a decrease in work since COVID, but there really hasn't been. So, people are managing their day-to-day work up here and they've got a significant number of individuals whose welfare as well as their day-to-day management, that they also need to manage up here. That's where I feel like the balance is, yeah, the balance is off at the moment and the one to one person aspect is what's most important I think for a line manager and that you're there to manage the persons wellbeing and everything that they do and feel comfortable about work, so to manage all of the processes on top when there was a function that delivered that, that's now being taken away. I think that that's sort of what's really applying the strain there, 

I: Do you ever experience the department, not anybody personally, but the function being more of a hindrance than a supportive mechanism? 

P9: Again, I'd say it's 5050 and the 50% where it is a hindrance are more specific examples and the 50% where they are really helpful, great to speak to. Yes, there's a few more lines and avenues and processes that they go through in order to get the answer, but they are very supportive of that and do generally follow it through beginning to end and for all of that, there are specific incidents where it gets, so frustrating. In the point of not being able to speak to somebody, or there's too many people involved or and everything on your day-to-day basis on your plate is just up here, and now, you've got to also do this form for somebody that used to be People Services managed or automated. What's quite sad is that and I this this happens in a lot of areas, so I fully understand that, and it shouldn't happen, but it does. Is that where you get an incident where you have one bad experience, it does tend to make you exasperated a lot faster as I've had that support for the rest of the time and but that's just very much how people perceive things in in general. You know, one bad experience can really cause a lot of frustration, whereas you might be overlooking the support that you've had throughout the last five days.  Certainly, again the last year, the more instances of exasperation have increased, and it could just be that it is timed with the allocation of more workload to line managers, but that's probably something that needs to be explored a bit there.

I: Final question from me, what personally motivates you to undertake these practices, to do them well, and to give that that level of service to the staff and the Directorate? What do you think motivates your other team members who also line manage? 

P9: So, I think for my personal experience and my own directorate, I think I'm very lucky in that it is a motivation to do well for such a lovely team and I have a lot of support from my line manager to step into step up into the leadership space and whether I do it or not, it’s not for me to comment on, but because a lot of talk and sort of activity is created in the stepping up into the leadership area at the moment led by x, led by the execs and that definitely does feel supported and that's quite a big drive, a quite a big motivator to perform well on the People Services perspective. And in other words, just because it makes life easier for people and like I said, we're a fairly small directorate and know everybody individually and I would be upset to learn that they've been caused some detriment or were upset with the process because I'd line managed it incorrectly when I could have done a better job for them. So that's a big personal motivation and driver is the people that I work with, in other directorates and know that that's definitely not the case and its definitely performance driven. With all due respect and talking more about operational colleagues who have a lot more target-based aspects and that's not to say that they don't focus on leadership or care for their team or anything like that. I know that they're perhaps they're rates of sickness might be harder to manage and are more therefore more of a focal point. So, they're going to get pressure from other areas to keep those down and that kind of thing because we're not necessarily a frontline shift working team then it's the People Services side. I do feel like. Whereas it's intensive, the people that we work with, are perhaps more understanding in managing the issues that arise and yeah, so I say I'm very lucky in that respect, leadership and wanting to be a better leader and wanting to, motivate my team and wanting to support the directorate that I know very well is my main drive. So, I'm lucky that it's not hitting performance targets to their point that some others are going to have to face, but yeah, that's something.

I: Thank you very much for your time.
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I: Thanks again for agreeing to be a part of the study to confirm I've received your consent form, which confirms that you've read the information pack that was provided to you beforehand which covered some key areas of the study and what’s involved. The meeting is being recorded and as I mentioned earlier, all personal and identifiable details will be anonymised, and it should last around 40 to 45 minutes. For the purposes of the recording within WAST, the HR function is referred to as People Services.

I:  So, can I firstly confirm, are you here as a line manager? 

P10:  I am, yes.

I: How much experience do you have in this area? 

P10: So just as a general overview, I joined the service in 2006 as EMT, 2009 became a paramedic, 2015 became a CTL, which then became the DOM role and in 2022 became locality manager for x. 

I: Would you say you've had quite a lot of interaction with the People Services Department over that time?

P10: Yeah. So, a significant change would be from when I went from DOM to locality manager, so as a DOM I had some interactions with People Services, but I'd say that was quite minimal and then a stark change when I became locality manager when you work very closely with People Services.

I: Thank you. So, the title of the study is the role of line managers in implementing HR practices within WAST. What initially comes to mind for you with the title of the study? 

P10: I suppose if I was making a decision where I needed specific policy or guidance and it's something I couldn't find myself initially on Siren or find the policy, it's something I may have to go for some guidance from People Services, to get their input, their overview, their suggestions.

I: Thank you. So, could you briefly cover some of the primary duties that you are responsible for as a line manager?

P10: It's quite a big role, the locality manager. You know you're sort of line manager for, I’m line manager for eighty-seven members of staff. They include EMT's, paramedics, senior paramedics, duty operations managers, admin staff, so it's the day to day running of the operational side of, EMS operations in Cardiff. So, the DOM, the duty manager they'll deal with on-the-spot issues with staff and things, and I'll deal with slightly more complex things so the long-term sickness cases, the more tactical parts of the role, the wider WAST role, whereas that the duty manager on the ground if you like and I step back from that a little bit and overseeing more of the  locality picture and budgets, things like that, rosters, absence and again, initially it would be the DOMs that deal with the absence, but when they become long term or complex, I'll take over the cases and bring in People Services then.

I: I know you said you've got DOMs to do that on the ground sort of day-to-day management but obviously you've got oversight of such a large team. How does that impact being able to carry out such practices or your ability and time?

P10: It's tricky cause I've never known any different. So, and you kind of just get on with it that yeah, it's difficult and you know ultimately managing that amount of people will always bring you significant workloads. Staff ultimately will bring you workload, whether it's complaints, personal issues, whole host of things, and you know if I look through my mailbox now there’s all sorts of different things from staff to complaints to events going on in in x this weekend. It's very much, I use the description of firefighting role. So, you’ve constantly, you've got all these different fires going on.

I: Reactive? 

P10: Yeah, really reactive and you know your phones going off, you're supposed to be on a meeting, and then someone's at the door and it's organised chaos.

I: At least it's organised. 

P10: For the most part, sometimes it gets unorganised.

I: Could you roughly quantify how much time you spend on People Services related practices? How much time would you say, out of your working week is roughly given to those tasks?

P10: I’d probably say about 10 to 15%.

I: Has that changed at all since you've joined in that role, has it increased, decreased, or stayed the same?

P10: I'd say it's decreased, when I first started the role and we'd come out of the pandemic and we'd gone back to business as usual, we started looking at things we hadn't been looking at in finer detail during the pandemic. So, one of the big things was sickness and we had significant sickness in this locality. People who've been on long term sick for a year, eighteen months and no foreseeable return, so that took up a huge amount of my time when I started in the role and the linking with People Services then had to be there. So, there's a lot of back and forth between myself, People Services but that has tailed off once we got on top of those cases that that's settled.

P10:  It's certainly less now than when I first started, and it all depends on what's going on really. There could be a sort of serious concern comes in next week involving a staff member that I have to put significant amount of time in with alongside People Services. There could be nothing for three weeks then, so again that unpredictable and that reactive thing that we talked about. There's a case at the minute that yesterday I had to join a meeting with the head of People Services, the Head of Safeguarding and we've had several of those meetings at touch points over the last two weeks with an ongoing issue. But yeah, it's difficult to say. You're working with them 10 to 15% of the time, at one time that could be 25% one week. Does that make sense?





I: Do you delegate any HR related practices to your locality admin? Obviously you’ve got DOMs in places, are there any duties that that you do, or even that you delegate out that you feel shouldn't be sitting with line managers that should be sitting with not only People Services, or potentially a different department.

P10: Yeah, lots and lots and I'll give you a specific one. Let's say I had a member of staff that was moving to a different area and up to about 18 months ago, we would email the People Services help desk. This person is moving here on this date and that would be the last of our involvement and the People Services team would do all the necessary changes with payroll and with ESR in the background and then they introduced the exception form which came back to us having to do as the managers. It’s so time consuming and the form always fails, never goes through properly. You pull your hair out and not this isn't just me; this is every manager you speak to. It's just a nightmare. So, it was taking up so much of my time that I invested probably a good hour, hour and a half with my locality administrator x to get her to be able to take over. So, when I get that information I can pass it to x and she can process the exception form but we often joke, amongst the ops managers that the support services that are in place for us, we feel like we're supporting them.

I: Thank you, x. You mentioned there was a change in process with an introduction of this new form, so when new processes like this are introduced, how do you think the organisation communicates this to line managers in terms of, instruction, training?

P10: Yeah, I'd say that that it's pretty good. And I'm lucky enough in my role that I'm sat at a computer, so I get all this information. I've got siren readily available, but whereas when I try and communicate things to my staff, who are on the road who haven't got time to be looking on Siren, they'll miss things, so the communication is not as good depending on what role you're doing, but whenever there's been changes, I specifically remember that one and they introduced online sessions prior to it going live, similar to what they're doing now with the, that they're getting rid of this exception form. So, they've got a new process coming in and I missed the session the other day, but there’ll be recordings, and I'll catch up with it later and worst-case scenario, if I was having difficulties I would go to x who is my link with People Services, and she would talk me through it.

I: So obviously that's a new process, how do you think the organisation does in general training with all of these practices, managing absence, disciplinaries? What's the level of training like provided? Are we equipping managers with the right skills?

P10: No, no, we're not. It's more experience-based learning and you know when I came into the locality manager role there was no, it was just in at the deep end and learning from experience with no training package, there's no and I know they're looking at it at the moment and there's no current leadership training and formal qualification wise, and I know they're trying to develop something and specifically for managers within the organisation. There's some elements of training, so there's there was the bite size learning for managing attendance at work and even Sophie can come in and deliver sessions when we have our team meetings here. So, you can get it, but it could be a lot better. 

I: Do you think it's signposted well enough? Or could it just be different? What would you personally welcome? 

P10: I think it's really difficult because there's so many elements to this role and to the DOM role, that you know you could be dealing with a major incident type issue one minute that you're trying to get information on that and the next minute you could be dealing with a long-term sick. So, you're looking at the managing attendance at work policy and then a member of staff is kicking off because they haven't had their meal break and you looking at the meal break policy, you know we're drowned with policy in this organisation absolutely, I think there's one hundred and fifty or something like that, different policies. And so, you can't know them all. Impossible. So, I just know that I need to go on Siren and I need to get that policy and look at it so it's accessible but as for specific training for these things, not necessarily there. So Datix, for example the Datix system. I've never had any kind of Datix training yet. Yet I’m investigating as a manager using Datix. 

I: You mentioned you were new into the role, and I know you said we were working towards it but as an organisation currently, what is offered for managers with little to no experience of managing people?

P10: Nothing.

I: Do you think that formal qualifications would be beneficial or some sort of induction? 

P10: Absolutely. You know, we've developed along with one of the DOMS as part of the task and finish group, a DOM development portfolio for new DOMS coming into the role, we used to have a DOM training course and where different directorates would come in and you had to do ILM level 4 as part of that, but that that has stopped now and that's what they are looking at regenerating. But yeah, there's nothing. really that like, say, there's no training package for me. You're going go on your LM training course like, like I would have done when I was a paramedic and you were trained to become a paramedic. I think what we've seen frustratingly is we've seen perhaps like in the clinical directorate, loads and loads of investments in that formal qualification, but we haven't caught up. We're not investing in, in our leaders. You know, we're expecting them to lead and change and change culture and all this sort of stuff, but there's no investment to formally qualify these people.

I: You mentioned earlier about being a very policy heavy organisation. Are these policies up to date? Adequate enough, easy to follow? Can you as a manager make a decision from using that policy?

P10: Again, it depends on the type of policy, because they're very black and white These policies, but a lot of the time situations can be very much in between, and the policies can't cover every eventuality. So there has to be some level of interpretation of a policy and that can be difficult, and it can be difficult for people who you’re having to deliver bad news to. Who then say well that's not in the policy. Well, well, no. You'll specific situation isn't covered in this policy, so it depends. It depends on the circumstance. It depends which policy. They're very, very lengthy and so nine times out of ten, the capability policy for example, I've utilised recently and I'm just scrolling through to get to the bits I need.

I: Are they up to date? 

P10: Yeah, I think a lot of them have been refreshed over the last two years. So, I'd say probably, yeah, most are up to date.

I: What's your perspective on managers discretion and how that can be applied?

P10: My self and my DOM team use discretion, but I've got a team of eight DOMs and they probably all use discretion differently, you know, so one person, one member of staff with one DOM may get a different type of discretion than someone else. You know, so how do you make that fair?

I: Do you think there's for consistency across the organisation?

P10: Ah, no. 

I: Have you ever experienced or know of any instances that managers discretion has been applied in and then that has been overridden by not only People Services or someone? 

P10: Yeah, I know lots of examples. Yeah, not one that happened to me, but another LM I work closely with made a decision based on the staff member’s sickness. The staff member, bumped into someone from the executive team in the car park, they'd made that their moans and gripes to them and everything was overridden above us without our say so.

I: So, what do you think that does for line managers and their confidence and feeling that they have the autonomy to make a decision and then that's taken away?

P10: Massively, massively undermines you.

I: Do you think the organisation gives line managers enough autonomy?

P10: I think the autonomy is there. I certainly say in my role, and I feel I’ve got that autonomy. But again, I think that can differ from who your line manager is, so you know. There is that disparity across the patch because different managers work different ways. So, you know the service manager in another area may not let their LM's have as much autonomy. 

I: The organisation is a Pan Wales service as well; do you think that impacts things? 

P10: Absolutely, and we always try and say we want to be one in WAST. We want to work the same way, and I think there's so many regional differences. I don't think we'll ever be able to fully. There'll always be those, those differences, those geographical differences.

I: Nuances? 

P10: Yeah, exactly. And I know North Wales work totally different to how we do down here and there's reasons for that. 

I: Different health boards? 

P10: yeah, health boards, you know, areas, you know, I've got big population in a very small area and North Wales have got small populations spread over a huge area and I'm lucky enough that the vast majority of my staff are all in one place, whereas some locality managers have got eight stations under them, you know.

I: I was going to ask about geography, as you said, you are in an urban area, aren't you? everybody's closer together, but how do you think that the managers in more rural areas are able to carry out such practices like delivering PADRs, return to works, have that face-to-face interaction with their staff and get to know them well? 

P10: Yeah, really difficult. You know if we were in the control room environment where everyone's in in that same place and the staff member comes back after a period of absence you could do that return to work there and then before they even start back into work because they're on site but they might not have that luxury in Powys where the DOM has got to travel an hour and a half to get to meet their staff member who's returning from work. So, we either try and you know the use of teams is great. That's enabled us beyond belief, but you don't get that same thing as sitting across, especially if someone's been absent with something, mental health related, you really want to be getting in a room with them and seeing them face to face and how they're doing. So, it's very difficult frontline, to get those return to works done as quickly as we would like.

I: You mentioned Microsoft Teams. Do you think that's enhanced your relationship with People Services, have they become more accessible?

P10: Yeah, most definitely, yeah.

I: Have you ever had any requests from staff that say, I’d prefer to see you in person and rather than virtually or, People Services?

P10: So, the vast majority of my meetings will be face to face, most of them if People Services are required to join, they will join via teams. So, I'll be with the staff member face to face and the People Services representative would join via teams, for the most part and then there are occasions, for example, one of my staff at the moment is on long term sick, is unable to drive so we're doing it via teams to facilitate their need.

I: So, teams has helped? 

P10: Oh yeah, definitely helped and you know the technology, you know, I've got x’s calendar, so I know that I can slot a meeting in next Thursday, you know? So, we've got, we've got a really good working relationship and yeah, really, really good, really close working relationship, probably speak even informally most days even if it's just teams chat.

I: So, you'd say communication with your People Services representative is really good.

P10: Very good, yeah.

I: Obviously there's different strands of your role, as you said. One minute you’re answering the telephone. Next you’re doing a sickness meeting and then you're out operational. Do you experience role conflict or role overload at all? 

P10:  Yeah, I definitely get role conflict, most of the staff here knew me as an operational paramedic, then as a DOM and now as the locality manager and I'm very accessible and I'm always on site. I never work from home and I've always, I don't like the term open door policy, but you'll know what I mean by that. So, I'm very accessible, but sometimes I'm too accessible and general observations of other locality managers when they come and work here is, how do you ever get any work done? Because there's constantly people at the door and they're coming to me with things that perhaps they shouldn't, they should be going to the DOMs with so you know I either push back and say you should really go to the DOMs with this, or I say I can sort this in two seconds. It's not my job, but I'll do it. So yeah, there's definite conflict.

I: So, there's other elements of your role that you have to look at, how do you feel that the two work together? How are you able to manage that as a line manager?

P10: It's just priority. You know if there was, if the riot started now in Cardiff today and I got called into a tactical meeting with the police and fire everything else would have to drop and you know if that was a long-term sickness meeting, if that was a quality meeting it would all just have to drop, and the priority would have to be that.

I: Thank you. You said you’ve got an open-door policy, pretty much, so staff are coming in and out all day. Do you feel that expectations of staff have changed of line managers over time?

P10: Yeah, and something I struggle with is I use my own phone because most people have got my phone number from previously, so I don't bother using the work phone. The risk with that is that you get messages out of hours, again that approachability, some people go beyond that or you could be on holiday and you're still getting messages and things like that and it's crossing the boundaries a little bit and it's trying to balance that approachability and accessible with, you shouldn't really be contacting me for this at this time.

I: What about the expectations of People Services on line managers? Do you think there's been a change there?

P10: I don't really think so. I think everyone is just so busy. People Services are spread so thinly, you know, I'm busy constantly. There's not a day that I'm not busy, and I think everyone's just up against it, so you just get on with it. 

I: Do you think everybody's sympathetic to everybody's challenges? So, do you think that line managers fully understand the challenges that they're facing and vice versa? 

P10: I think there's elements of it. Think it could be better and not a People Services example, but there's always conflict between operational road staff and the control centre staff and we always encourage our staff to utilise some of their CPD hours and go and see what they have to do in control, what they have to put up with and it's really beneficial and it’s an eye opener for the road stuff and like well maybe be a little bit nicer in the future. I suppose I can only speak from my experience. My relationship with x and if she's having a really tough time with things. She'll laugh. Offload to me, I've done it this week with her and just like I'm, I just can't cope this week and I’m just drowning in it, you know? So, we bounce off each other. Yeah, we work really well, but I don't know that everyone would have that that same relationship. It's just the relationship we built up.

I: Thank you. In some scenarios, do you think that the role of line managers and People Services are clear? So, what the role of the line managers to do in certain situations?

P10: I think so, yeah.

I: You mentioned you are very, very busy. Is time for you, a huge factor in when you have to do some of these practices and being able to manage everything.

P10: Yeah. I was talking about this yesterday with one of the other LMS that my work is probably not always the best because it's rushed. It's just a rush to get it done all the time to move on to the next thing, is rush rush rush, the quality probably isn't there.

I: Do you think that affects the work that is turned out?

P10: Absolutely.

I: Do you delegate some work? 

P10: Yeah, whatever I can delegate. I will. So, I’ll delegate to the admins, or delegate to the DOMS and again, a lot of the time, it's email firing. I left work the other day, drove home, which is only a fifteen-minute drive. Turned the laptop back on and I'd had sixteen emails. If I go off on annual leave, well, then I'm dreading coming back because there's hundreds. The vast majority of them, don't really need and one or two I might need to action. But yeah, through a lot of those I'll delegate off so for example, legal will come through to me and they'll say coroners asked for a statement for this incident that took place. So, I’ll look who the staff members are and look who they're DOM is and I'll then send it on to the DOM for them to obtain that statement but it's all still coming through me as a central point and then I'm disseminating it.


I: Within the NHS, it is known that there is a lot of red tape. Do you feel that there's any processes in particular that have maybe too much paperwork and unnecessary time delays associated with them that maybe have a negative impact on line managers and employees?

P10: Yeah, definitely and it's hard to come up with an example for you now, but you know, I can't think of it as something specific, but you know, something like the investigation process is so long and I know the impact that, that has on individuals, especially if they're suspended and things like that, you know, it's a huge impact. It impacts people at home and mental health. Yeah, they can be really drawn out and I know that the Trust has taken steps to try and speed that up as quick as possible and use compassionate practice and perhaps stop it getting to that stage but there's always going to be those really difficult investigations and disciplinary cases that are really drawn out.

I: Thank you. It's one final question for me really. In terms of motivation. what motivates you as an individual to carry out these practices and carry out them well.

P10: You’ve got me on the last question. Suppose there's lots of little things. Yeah, sickness coming down if that's the latest thing that we're tackling and you've got a terrible sickness percentage and then you put steps in and they're coming down and you put things in place with the DOM teams for them to act upon to try and get those levels down, yeh great. I just like to have, I like to see staff coming to work, doing their bit happy. Go home. I look at some of the issues that other localities have, and I think I'm very grateful that I haven't got those problems here and I don't dread coming to work, not at all. Umm there’s days I probably have, but what motivates me?

I: Doing a good job? 

P10: Yeah, I suppose. There’s a member of my staff that is on long term sick with cancer and he was he was going down to half pay and I've had an extension of his pay for another three months, and just taking that additional stress away from someone who's already going through something really terrible and really doesn't need the additional stress of pay issues and financial problems as well and how grateful they are, and those sorts of things motivate me. Actions that you take to keep staff happy or solve some of the problems or you know stuff will come to me and say I've got some issues at home going on. Don't worry, we'll sort it, and they say thank you so much. That motivates me.

I: That's really good and that was my last question. Thank you, x. I'll just stop the recording.
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I: Thanks again Kev for agreeing to be part of the study, to confirm I have received your consent form, which confirms that you read the information pack and you're happy to participate in the study. This meeting is being recorded and all personal and identifiable details will be anonymised, it should take about 40 minutes. For the purposes of the recording, within WAST HR are referred to as People Services. 

I: So, can I firstly confirm, are you here as a line manager?

P11: I am.

I: How much experience do you have of being a line manager?

P11: Let me think, I've managed the team. When did I first start moving into this post?
Probably about 2005 I think, yeah probably maybe almost 20 years I think.

I: So, would you say over that time you've had quite a bit of interaction with the People Services Department? 

P11: Yes, yes, I have.

I: So, could you briefly cover some of the primary duties that you are responsible for as a line manager, but also any other HR practices that you pick up that's not associated with being a line manager?

P11: So, it would be sickness and absence monitoring. There would be all the one to ones and the PADRs. There will be a used to be known as grievance and disciplinaries, but it's the respect and resolution is it now.  as a line manager, the coordinating workload for the team, delivery of objectives. Running the department, meeting objectives for the department, the Directorate and the Trust.

I: Thanks, Kev. What about anything additional that that you have to link in with People Services for? 

P11: More recently it has been job evaluations and re-evaluations, it would be a recruitment, retirement processes. 

I: So, if you could quantify how much time you set you spend on People Services related issues, how much time would you say or does that vary week to week?

P11: Oh god, that varies week to week, month to month, sometimes not at all, you know, because I don’t involve People Services that often, unless I have an issue.






I: As in how much time does the line management responsibilities so the functions that come with being a line manager, how much time do you spend on some of these things that you've already highlighted?

P11: If it was the list of those I mean, the workload and delivering on objectives well that’s pretty continuous because you've got to keep adjusting priorities, other elements like, sickness as and when required, very rare. PADRs are a regular thing, but since the restructure I'm not doing all PADRs now, so I'll only be doing one now. I'd say probably about, so it's got to be 50% of my time on that because then the issues I have to deal with. It's a pretty rough estimate.

I: Do you feel that the time spent on these tasks has changed over the years? Would you say that it's increased, decreased or stayed the same?

P11: It has probably decreased more recently because of the restructure and me changing the line management because if I think of when I took on this role, for instance, or this similar type of role I was doing, all of the sickness reviews for the entire team, all of the PADRs, all of the one to ones.  So, we had no real line management structure. So, over the years it has reduced as I delegated responsibility to the team. So, I'd say that's reduced, yeah.

I: Would you say are there any tasks in particular that you've had to undertake or even your colleagues because you said that line management is shared now that more, that you feel that line managers shouldn't be conducting and that it should fall with People Services? 

P11: I would have liked to have more involvement with the, maybe the, job evaluation part because years ago we used to get more output from People Services or HR as they were then, nowadays it's more that they are there to advise so People Services support could be more bespoke at times where quite often they will point you in the direction of the website which I’ve have already looked at over and over again and that's why I'm contacting them. So, to be told that, check that policy. I've already checked that policy. Check the manager toolkit. I've already checked the manager toolkit and then quite often they will come back with. Yeah, what's not clear in there but it's managers discretion that type of thing, so sometimes a bit more decisive bespoke feedback would be good.

I: Do you think that there's adequate specialists within the People Services team to be able to support with some of the more bespoke things? 

P11: For the occasions I have needed them, it’s just taking some time to get there. Yeah, I've been sort of quite pleased with some of the knowledge, but I think they are probably restricted on what they can, they're allowed to say and provide. I think they do have the knowledge and the capability, if you pick the right ones. 

I:  There's recently been a structure change within People Services. How well do you think the structure there works? 

P11: I didn't really pick up much of a change with that because I've still got my own lines of contact anyway, we have the two, x was occasionally and x, mainly I used because I'm not quite sure of who is who now. I usually just contact x because I think she's still our directorate point of contact.

I: This takes me to how do you think the organisation fares with communicating changes such as these? 

P11: It's probably come out as an email. I think there was something a long time ago where we were asked to comment and which I did on like a review of the structure perhaps and what we've thought there. So, I may have seen that email and like many of them, well, I might know something's happened but again, because I don't know where to exactly find who the point of contact is, I usually contact someone like yourself to say who's our point of contact, you know, few months back I contacted x to say if I need any People Services support with my retirement, are you my point of contact or should it be someone else? She said, I'm happy to help if you need me. I didn't need her, I managed between us all anyway, so that's fine. So, if she's not a regular point of contact, I don't know who is now.

I: When there's an introduction of a new policy, or a new process. How do you think that's communicated to line managers?

P11: I think I'll get emails occasionally. I think it is on Siren, but that's hard to keep up with because that doesn't stay on the news very often as that disappears behind if it's a specific change, as in our directorate is now supported by person X, then that’s no doubt going to come from you. So that's fine then, because you will know and you will bring that up at directorate meetings or you will email us directly and say, here's your point of contact for these things.

I: Thanks x. So that links to the introduction of processes and training really. Have line managers been provided with adequate training regarding things like sickness, ESR, everything that a line manager has to do on a day-to-day basis. Do you think that there's enough training provided and the right type of training?

P11: I think yes, I think because it has certainly been offered. I've sat in on a couple of them. It was very disappointing, I felt for Anna one day there was a training session. I think there was four of us on there, you know, fair play but the offers there. So, I picked up on that and that was around sickness and report writing, and that was quite good. There are some bite size ESR things out there, so I think there is quite a bit available on the website so it seems adequate for me, like I can go there for a bit of a help, a sort of a short course.

I: So, you've got a lot of experience. How would you think a new line manager coming in with little to no experience, what did the trust offer in that sense? How well do we sign post people to these areas?

P11: Yeah, if it's a bit wider, I suppose if I was new in post now, I'd be looking at the People Services webpage to see what was there and suddenly find little bits of reading or some courses. The leadership courses were being offered at certain levels. I think they are still ongoing, although I think what I was getting, was faded a bit. I got to be honest, they were OK to start with, but I think that's been offered. I can't think that there would be anything more required there from the leadership point. 

I: What about becoming a new line manager? Do we access peer to peer support? 

P11: Well, as I've sort of increased line management responsibilities within the team, I've been there to sign post them. So, the sign posting has come from me because they didn't know certain things were there. So, I'm saying that this is here. This is worth looking at and I know they haven't seen it because they say thanks for that, they will and so on.

I: So, is there any areas that you or line managers in your team, would welcome for further training in?

P11: Bespoke areas, let me think. I'm not sure, that's a good point because I don't know if they've picked up on like the sickness training courses. I have sent them things, that there's the new all-Wales absence policy. I mean, I know I went through. I did that and I've shared that. So, they may have done that, but I think things like that are handy to be shared with all line managers. So, I probably have passed things on to those, but I think so. Managing sickness and absence, I think having one to ones and PADRs and you know the importance of those and how they should be undertaken would be a good thing.  So, I think they could do with more of that being advertised more often because that's the thing then, because I've done that, and it might be a year since I've done that. So perhaps these things need to be offered more frequently, because like I said, there was one piece of training offered, I think that was around the sickness reporting. I only saw it advertised once, so I attended, and I think there's four of us there, which was a little bit light for, but I don’t know how many other sessions were advertised and picked up on. Maybe you know the managers might not been in post then, but have they been offered like every quarter? Perhaps they should offer these courses more often. 

I: Do you think more frequently and regular for those tasks, so you don’t get skill decay? 

P11: Yeah, And I think that would be a good point for even those who it would be good for us to all do it every once a quarter or once every six months, but at least then it comes regularly for other people to pick it up and say I haven't seen these before or missed those. So, I think being offered, yeah, the specific training you know, even just accessing ESR, I mean you know I look at the helpline, I played around with a lot with that and then failing that I come to you and you tell me where to look for it, so things like that could be could be useful online sessions then rather than just reading isn't it.  So ESR, sickness, monitoring PADRs they're quite core parts of line management roles so offering those more frequently could be good.

I: Thanks x. So often in many of these scenarios you have to refer to policies and procedures that the Trust have in place. Do you think that the policies that are offered are always in date? Easy to use as line managers? 

P11: They're often not in date, certainly the retirement policy is not in date, and many other HR policies are not in date but many of our policies are not in date, but I know where to look for them on that. I’ve probably got a bit of advantage being part of the policy group because I commented on them and see them first anyway, so I know some are out there and sometimes you think I didn't realise there was a policy, let alone reviewing it because you haven't seen that for years.

I: Do you feel that the policies are up to date for start and are user friendly. So, for a manager now to help them make a decision, do you think that policy does what it should?

P11: The policies fell out of date, and I don’t know whether you are including this, but a lot of that was due to the pandemic because a lot of work fell behind. So, there's a work plan within the policy group to pick up on those. So, policies are being reviewed. They're not always absolutely clear, and that's why they sort of guide you towards maybe a procedure document or the managers toolkit, because by design, policies are a bit overarching and it's just ensuring that what it says is going to be delivered. So, it tends to give you some guidance to look elsewhere for how it is. So, they're not always absolutely clear and that's why I contact People Services who then point me in the direction of the policy I’ve already read, that's not clear, and there the circle locution begins.







I: Within policies, there's the element of managers discretion. What is your view on manager's discretion? Have you ever experienced in your career, when you've made a decision and it’s been overridden or not supported by People Services or the organisation?

P11: No, not being supported. I've had to make that acts of discretion at times and that's been it. It's managers discretion, so yeah, I've never been contested on that, but what I think is you need to, although there's always a place for that, depending how often that comes up will mean that the policy and guidance is not clear. So, it does help when you've got far more clear guidance when you're dealing with an issue, to say this is the Trust’s stance. Otherwise, as you were saying then, well, it was manager discretion. I made the decision it’s been contested and then we end up with lots of trouble. So that just proves that we need clear guidance and clear policy.

I: Managers discretion is applied differently in different scenarios; how do you think that then affects consistency across the organisation?

P11: That's what I'm just going to come across because that that's the risk with this. I try to make when I use it a discretionary decision. It's a, you know, a balanced informed decision based on a number of documents that I can reference then, that not just like off the top of my head, but there is that difficulty that well, I did it. Now you're not doing it now. Why, you know? And so, there's that inconsistency. So, there is a risk if we are not going to clear policy and guidance, we're going to have far too much variation with discretion and decisions.

I: You referred back to a policy when you asked People Services for assistance. How would you describe the communication and receiving contact from People Services when you do need to access it?

P11: Sometimes very good support, sometimes a little vague, but at least then it's been a decision I’ve made after having some discussion and finding out there's nothing clear there. So, it's not always, it sometimes then they will come back with, in their opinion, they would do this and it's their views and thanks for your opinion and I know I'll make the decision because it's not clear there. 

I: Do you think that you could go to different advisors across Wales and receive exactly the same advice?

P11: Probably not. They'll probably be some variation. I've certainly, yes, had one experience that some years ago there was a differing advice because one of my team then went around the houses even as far up as the director to try and get various decisions and there was a number of different decisions coming back.

I: There's been a shift with contact with People Services and the whole organisation since the pandemic, there's been a move from face-to-face contact, you know, to teams. Do you think that has influenced your ability to access People Services support? Has that improved? 

P11: I think it's improved it. I think generally teams and this hybrid working has as improved things with communication. So certainly, access to them, much easier to get a teams call than say, oh, you're available to meet at some point or just get things back and forth by email. So, I think this way of working has improved it.


I: Would you personally prefer any instances of face-to-face contact with the People Services representative?

P11: Not really. I have done that but it's just by chance that we've met face to face. I do find like this it's more confidential. I'm not going to be overheard. I quite like this. It's, you know, see you're at home. Yes, you can be overheard if you're not on headphones or whatever but it's easy to access. I think when you're there, if you need to access things for reference, I'm at my computer. I can find that straight away not trying to make notes while I'm with someone. So, I prefer this method.

I: That's positive. 

P11: Yes, very positive.

I: Just going back to relationship with People Services. So, do you think that you as a line manager are provided with enough autonomy to make decisions that are supported?

P11: Yeah, yeah, I feel quite comfortable. Yeah, I'm supported. Yeah.

I: Do you ever think that some managers find it difficult to manage, because of the potential comeback on them? 

P11: Well, yeah. I do find that that some are reluctant to make decisions. Their reluctance is there because they lack confidence or again, like I said, they can't find clear guidance to quote, so a bit unsure of making their own decisions there and using discretion. I certainly find that now, because when I was trying to offload things, things are coming to me. What do I think? 

I: Do you think that the Trust encourages or supports line managers to develop your skills, to have those difficult conversations?

P11: Yeah, I think they do encourage them. What I'm trying to encourage within my team is to empower them to have these discussions and be respectful. We've got our values and behaviours, so I think we are supported in that, but some things you’ve really just got to be, you know, gained by experience and be reflective of that.

I: Do you think as a Trust we do enough of lessons learned, you know? So, if something has happened in a case, do you think we share learning enough?

P11: I don't whether it’s enough, but we certainly do an awful lot more than we used to. So, I'm quite pleased with that, that we do look for opportunities to learn and improve and definitely within our directorate.

I: Outside of the directorate do you think we share lessons learnt in terms HR practices? 

P11: From my own personal experience, I have fed back to People Services on where they could have done some things differently, and they've acknowledged that and thanked me for that. I made a note, don't know whether it did change practice, but I'm thinking of, you know, serious things where you're looking at complaints and disciplinaries. I'm thinking, you know, you didn't manage that well, that's been part of the training that I've done with. So, I think they're open to feedback on that.



I: We’ve discussed a multitude of different tasks. So firstly, how much is time a factor as a line manager delivering all of these practices? How does time affect your opportunity to really be able to fulfil these?

P11: It is affected by that, but it is just managing and prioritising that because you don't want to rush some of these practices because these are about our staff and their welfare and just so prioritised that, but it can impact on time because sometimes you'll get an awful lot in one go. There will be, you know, sickness absence, there'll be respect and resolution ongoing as well, so there's a lot to do, but certainly for some of the very important things that are time dependent like the respect and resolution, then you need to focus on those to make sure that's done adequately. So, it does impact on my time.

I: Do you think there's any processes that you have to go through in terms of this area that, experience unnecessary, lengthy delays and subsequently potentially have a negative impact on the people involved?

P11: First thing comes to mind for long winded processes is recruitment but that's, that is something that's like, yeah, it's quite difficult. There's so many hoops to go through with that and I'm not sure whether People Services probably support us enough on that I think.

I: Do you think that's something that should maybe sit with People Services?

P11: I think generally probably more support, but I'm just thinking it's like sidetracked a bit. You're always supportive of that. I’m going to probably need to do something, with the recruitment at some point and I’ll know you'll be there for that, but it is just looking more. Well, if it is somebody in People Services who is dedicated to that, then they are doing it more often than you and it should be a very quick process to help out before it gets on trac. You've got to have it translated into Welsh. Then you've got to do all the advertisements. When I've gone on trac before, that's not always easy to do. Sometimes we've had People Services involved with some of that and the shortlisting process or whatever, but not the last couple that I've done. So, you tend to be a bit on your own and a bit lost. So, I think they could be more involved with that, I don't know. That's something I don't do very often, but somebody in People Services, because that's where they are. I mean, you know, that's where all the records will be about staff we take on staff we employ, so perhaps more direct support with them with recruitment.

I: I know we are governance driven quite a lot in this organisation, but do you think there's any instances of unnecessary paperwork and steps that you have to get something done?

P11: Let me think. I was really thinking about, but yeah, I just think about one of the delays was there first because I do remember doing the disciplinary and People Services delayed that unnecessarily and that caused problems because I was just thinking that was a delay because that meant that someone was on the sick for much longer than needed to be. I think sometimes where we got a bit off track there, but I'm just thinking of that particular instance because they, we've got policy and guidance there to respond to in certain times and when they don't respond to in certain times that causes unnecessary delay and upset as well. So, I think they need to sort of more focused on the time limit for that. 

I: Do you think there's lots of paperwork for certain things like sickness for example. Do you think everything is relevant?

P11: Yeah, I think it's a bit slicker now with being able to do more of it online. Trying to think if I've dealt with anything paperwork wise. Why we're doing this? There's probably not. It's probably. I'm just slicker now. It's a bit better because it's online, isn't it?

I: That move from physical records to electronic records has it is improved the process? 

P11: I think that's improved it. So, we could reduce it because even now though you know more recently, if I like flexible working, you just do it online now much easier than filling the form and before and wait for that to go back and forth. So, I've done that, so I think the move to electronic has made it slicker. It is better but I didn't realise I had to do that form and certainly perhaps that is an example, because when you're changing someone's hours or whatever, the advice comes back where you could follow it up in a letter. That was one thing, and I said, but why? Because we've already got the record there and it's been accepted on ESR so sometimes that might be a bit. Yeah, the suggestion of additional paperwork like confirming things in writing, like by email or letter, maybe a bit of a waste of time when you've already got the electronic bit done online anyway and accepted by both of you or something.

I: OK, brilliant. Only a few more questions for me. Obviously there's multiple strands to your role. Did you ever experience role conflict or role overload, too much to do and conflicting priorities? 

P11: If I just think back in previous years, because the work was not shared, I used to be the one person that was the clinical contact mainly for that type of role for a region where it was great. I know we've expanded into the APP's and clinical leads, and they haven't absorbed just my work. They've taken absolutely new roles, but I do a lot less now. I used to be really under the cosh to deal with things. You know, it's the sickness absence, you'd be dealing with complaints. I used to do a lot of that for the region, for Central and West, for the regional clinical complaints, those myself years ago because there wasn't many of us around. So things like that are eased. I used to get a lot involvement with JRCALC guidelines I was really involved with that I used to work for them every month as well and with the Trust to review guidelines, that's moved on so that that is easy now and I think work is shared out and certainly having the JDs reviewed and within the structure has made it far more specific for my role. I did find it a bit hard to get used to because you keep thinking you're going to do a bit more, but you don't. That's not mine that's somebody else's. Let's look at my JD. What am I supposed to do now? So, I'm a bit more specific on that now.

I: Do you think that the organisation has mechanisms in place to support managers experiencing role conflict and role overload?

P11: Yeah, I feel more supported in that now. Yeah, I do feel sort of better about that now. Just a few bits on ongoing, but it is sometimes it's the role conflict that is something that's always around there because you don't know who's dealing with what.  The portfolios can vary so much. 

I: Some managers have really varied portfolios. So, I'm in terms of time how does that impact on your ability to do things. Do you ever think that not having enough time? Would that have subsequently impacted the quality of the work, the practices that are delivered?

P11:  Yeah, yeah, I think there's a huge impact. It's difficult to manage time, so there are some pieces of work you can take far too long over. So, there's a balance between saying that's what we need there, finished there or spend a lot longer trying to get it to the gold standard. You can't always do that, but then conversely, you can have so many pieces of work on that you rush, and you've completed lots of pieces of work, but not to have very good standard at all in any of them. So, it is difficult. There is a bit of a conflict there with the time management.

I: Thank you, x. The last one for me. It's just more mainly about motivation.
So what personally motivates you to undertake these tasks and to undertake them well? 

P11: Well, my motivation comes from providing sufficient support to have a happy, productive team so that they don't feel under pressure, that we complete high quality pieces of work that if they have issues then my supportive hands-on attitude will help them as well. So, I just think, yeah, that's what motivates me, is striving to deliver good patient care with the support of my team, that they feel supported from me. Suppose that's sort of an over overarching sort of view of that, but yeah, that's what does it for me and that's what does get conflicting because some people are not that driven for quality work, but it is a very careful balance to do that. But yeah, that's it for me, really.

I: Yeah, that's the last of my questions, x. So, thank you very much. I'll just stop the recording.
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I: So, thanks again for agreeing to be part of the study to confirm I've received your consent form, which confirms that you've read the information pack, which kind of gives a brief about the study and what was involved and what I was really trying to cover. The meeting is recorded, and all personal and identifiable information is anonymized and should last around 40 minutes, but if you need to step out for any reason, no problem. For the purposes of the recording just within WAST, HR are referred to as People Services. 

I: Can I firstly confirm you're here as a line manager?

P12: My role is a service manager, and I line manage approximately 130 staff.

I: So how much experience do you have of being a line manager?

P12: Well, I suppose my experience starts back in 2002 when I joined the service. I spent a year on NEPTS working out in the road before moving to what was called grade three at the time, but we know it as UCS, or ACA now, spent a year doing that. Then I moved on to the emergency side of things and spent 4 1/2 years as an emergency medical technician before qualifying, via an internal course to become a paramedic in 2008 and after seven years of being a paramedic on the road, I had the opportunity to become a clinical team leader, which is what's known as a DOM now, which is my first step into management. So which is where my first sort of foray with HR at the time, but now People Services, before three years later moving into management, senior management, then as locality manager for x for four years before moving to my current role as service manager for x in the x region, based at x. 

I: So, would you say you've had quite a lot of interaction with the People Services Department over your roles?

P12: A huge amount. A huge amount more once I become locality manager, and especially since becoming service manager.
.
I: Thank you. So, the title of the study is the role of line managers in implementing HR practices within WAST. I'm particularly looking at ability, motivation and opportunity, but when you hear the first half of that question, so about the implementation of the practices, what initially comes to mind for you?

P12: I've always enjoyed a very good relationship with my People Services. My link as a manager we normally get them linked to certain areas. I don't see me as implementing their practices, if I'm brutally honest, probably going completely against the grain. I am implementing the Trust’s policies and procedures and wherever I find I'm in a bit of a grey area, I will always seek counsel from the People Services person that is assigned to my area.

I: So, could you briefly cover some of the primary duties that you are responsible for as a line manager?

P12: In regard to managing my staff, obviously the major one is the managing attendance at work policy, which is you know, it's a policy which has grey areas, and when we find we're working our way through the policy or stages as we get towards the latter stages of it advice can become a bit more grey if that makes any sort of sense. I will give you a case example. I had a final formal last week where the pack was brilliant. It was very clear, the strong decision that I had to make with the member of staff, but it took about an hour and forty minutes to discuss with People Services. Once I discussed it with the person who was there with me, understanding that their reservations, but it was trying to go down the line of
let's just give them one more chance and it was like that is sending completely the wrong message and then they sought counsel from somebody much higher up who went in exactly the same conversation but yet they both came round to realizing it was my decision. They were there to support or offer counsel. I've always enjoyed good relationships with People Services because they're there to provide us, provide me counsel, my soundboard. Stop me doing anything impulsive. Which I’m prone to do, but yeah, I see them as like a sounding board to keep me sane, I suppose as a manager.

I: You mentioned that you were the decision maker, did they try and change it? 

P12: I suppose they then tried to talk me out of it, but they tried to. They tried to look from a different angle from a Trust perspective, from a different angle. If it was to go to appeals and tribunals.

I: Do you think that as an organisation or individuals within the organisation, do you think the role of a line manager is understood in some scenarios and what the role of People Services is for situations such as managing attendance, disciplinaries, more complex situations?

P12: I am, as I've got more experience, I'm very clear on the role between myself and People Services , but I think there's new managers coming in and they, and especially DOMs and DCMs, they probably feel they're not asking advice from People Services.
They're probably asking what should they do next, and they're waiting for People Services to tell them what to do, which over a period of time that relationship will build up. I'm not saying People Services are wrong or it takes time to gain experience, and as long as you’ve got the right People Services person that you're asking for that advice and support, over time you build up that working relationship and you'll come to realise that you're coming to the decisions without having to go and ask those same questions anymore. You know, it's a good experience once you get to the other side of it.

I: So, building rapport with your People Services representative is very important to being able to get to that decision? 

P12: Yeah, it's building trust cause you want to feel they've got your back if a decision you've made is probably contentious but even if we're wrong, we’ve got to own it and we're going to learn from it. You want to know that they're not just going to throw you under the bus either if something goes a bit quite awry. 

I: So, there's a couple of things you mentioned there. So firstly, new managers, So what do the Trust offer managers coming into these positions with little or no experience? 

P12: I think it's always easy to say more training, more training, more training but we don't have time for all that in the Trust, People Services always have a section within any training. I'll give the example as the Duty Operations Managers in ops, they had a week-long course when you become a DOM, and a section of that five days is given over to People Services to come in and introduce say what they're there for. It's on the individual how much they take in, but again, I think the real learning comes along when the individuals like I’m not quite sure what to do. It is about learning from each experience that they seek support from. I mean I can look back now and say I was very green when I started in management and I probably asked some really stupid questions, but again, it goes down to as long as you've got a supportive People Services person, which I've always enjoyed. They’ll have the patience of a saint, I feel sometimes with me because I once I get that trust built up, I would be like this in a conversation and I'll say stuff and they’ll just be like, yeah, you can't do that. You can't do that. You can't be like I know. I'm just venting and you're just my sanity board and it's about building that trust up. I think there's always more we can offer new managers. What that is, is probably more time with the People Services person but and it's a big but People Services do not have the capacity to support that because they're, you know, I don't know the true numbers, but they're very thinly spread.

I: What is your perspective on any sort of formal management leadership qualification, how do you think that fares or do you think that practical application is the way to learn these things? 

I: For me, and the way I learn, practical application is best, courses that we've offered our frontline managers like DOMs because I've had to do it myself, which is an ILM level 4. Absolutely Rubbish. Like I came off the back of doing a clinical degree and then had to do two years doing this ILM before going on to the Masters and it was just like, I felt I learned nothing because I was living and breathing being a manager as a CTL, having those interactions with People Services, gaining that knowledge and support. So, I think it's more for me, I'm a practical learner. I do seek advice, do redo, seek advice but it's having that access to People Services because they're very busy people. They're all in meetings a lot. There is the generic email address, but you may not get an answer back for period of time because we always want answers now and there’s no one available now. 

I: Is the organisation very reactive? 

P12: Yeah, as an organisation, we are very reactive. What I try to do, and I've learned that from experience now, is putting a monthly meeting in with People Services to discuss anything and everything from sickness or managing attendance to any concerns I've got with a member of staff, any potential R&R's, any disciplinaries I will have that monthly meeting. We may not discuss anything and it'll be a catch up and a hello and just having a chat, but I try and keep that hour in every month to make sure that we touch base and so that the People Services person is also aware of what's going on in my patch because I know that they'll be asked what's going on in their patch and if I come under that umbrella, they need that information from me to share upwards as well.

I: You mentioned that you prefer to learn on the job, are there some people who prefer to do formal training? 

P12: Yeah, there's some people who love classroom. 

I: Do you think that the Trust offers enough adequate training for managers or is it regular enough to keep people refreshed on things? 

P12: I'm going to say no, we don't offer enough, purely because until I become confident, I don't feel I've had enough training, and I still don't. I'm still wise enough to say I'll never know everything. Which is why it's good to have my regular touch points with them and it's like I'm thinking this, they'll be like, no, don't do that. That world changes, People Services, that world keeps evolving. I'll never keep on top of their world, same as they'll never keep on top of mine. So, it's I think regular. I think what new managers can benefit from is probably even like a weekly touch point to start with, even if it's 15 minutes. Building that up to something a bit longer but further apart like I'm doing now like one hour a month and nine times out of 10, problems don't fester too long, If I know I've got a touch point.

I: Are there any areas that you would welcome further training in, systems that the Trust use, disciplinaries? 

P12: ESR is a minefield, only WAST would have one system ESR for all staff information and then have GRS for all the others, only we would do that. 

I: Thinking of your team who also line manage, Do you think there's areas that they would welcome further training? 

P12: I think, if I spoke for my duty managers, the six of them, they would probably welcome training in the latter stages of managing attendance. Your second and your third formals, at the moment they don't do investigations, but we're about to do a restructure here where we'll have some band 7s. So, we would expect them to do investigations. I think my investigation training I was sent on a one-day course down to Thanet House in Swansea and I was sat by my HR person, and we were doing the course together. Investigations because it's all lovely, all the paperwork, but it's what we find in WAST, not one case is the same, so if there's nothing generic, so we have to learn on the spot and unfortunately, that's where we get our experiences. Learning on the spot, gaining the advice and support. Maybe first-time managers, when they're doing their first investigations or things like that, there could be regular touch points for new managers because they'll have everything thrown at them in the first few months. Its sickness is always the biggest one. Then it's disciplinaries, R&R's. I don't get R&R's. Personally, I think they're nonsense because it doesn't really address the issues. They need probably regular touch points as new managers, for the first six months in their managerial career. You can start off weekly, move it to fortnightly, move it to monthly, and then just pull away from it, just to give them the confidence that they're making the right decisions.

I: Do you think that the organisation shares lessons learnt well enough? Do we access peer to peer support?

P12: I don't, and that would be where my shared experience will come from is peer to peer support. I don't think we do it enough. We're all you know, everyone is always so busy in WAST that, you know, maybe we need a point where. So, every fortnight, every four weeks, there's like a two hour window where we can just decompress as managers and just chew the fat with other people. This is what I've just experienced, this is what I've been through. I mean, last week after the final formal, I went over to speak to my boss, and I was telling her how the People Services aspect was handled and even my boss is like what? They did what? Yeah, because one was seeking the support of a higher one and you know, gaining advice and she's like, that's not policy. We're just making sure we rubber stamp it. I can see why it was done, but it was like an hour and 40 minutes of my life that I'll never get back.

P12: I think there's and I don't mean just within my own directorate. It's probably good for managers across different directorates to share experiences because there's some from a People Services perspective, there will be experiences that I’ll never have considered they could share those with me and maybe that could be form part of my thinking in going to the next episode.  I mean, over the last 12 months I've dealt with some truly awful people within our Trust, and you know, it's because you're sworn to this cloak of secrecy about them. You can't talk about them to anyone, so it would be good for managers and People Services and whoever is relevant to all managers just to sort of get together and just have a general chew of the fat and seek advice from each other. I've experienced in this it doesn't have to be regular, it could be every quarter because any investigations within WAST they take time. So, it's no point in doing it monthly, it would be maybe a quarterly thing where you know you can just go in and sense check and say, well, I've got this going on in my area. Have you ever heard of anything like this before? You know it would be good.

I: Do you think some of the processes within WAST have any unnecessary lengthy delays? 

P12: Everything is lengthy in WAST

I: Do you think there’s a lot of governance to consider as well?

P12: Sometimes the steps, sometimes the steps are outside of WAST control. I have one right now where my member of staff is suspended because he's under police investigation. We can't do anything until that police investigation is done, so sometimes it's out of our control. We've literally got to touch base with and make sure they're okay. Knowing what we're going do at the end of it because of the seriousness of what's going on, we know he's not going to be working for WAST much longer, but we can't do anything while the police are investigating. So, there's things that are outside of our control, but yeah, there's a lot of processes which are timely and it is normally to do with anything that's sort of progress timelines for sort of sickness meetings. We give people seven days’ notice. We'll give them 21 days’ notice and the pack if we're going to final formal or a disciplinary, and then since the beginning of COVID, our TUs have gained an awful lot of power within WAST where I feel, and it is only a personal feeling we have to go to them to ask permission for everything. Are they OK with this and that slows things right down? It really does. And the TU part of it and I'm sure a lot of my People Service colleagues, will agree it slows us down an awful lot. So yeah, there's always things we could do quicker, maybe put time and it's hard to put timelines on investigations, for example, because the staff member might not be in for a run of shifts. Some of your witnesses might not be in for runs of shifts, so it will drag into a couple of weeks, but when things start getting into months, we're not 100% committed to reducing the stress on those involved in the things.

I: What does that do for the employee and line managers? 

P12: Sometimes there's games afoot between the employee and the employer and TU when you're trying to delay stuff and it's just frustrating for everyone not just me as a manager, it's frustrating for everyone. 

I: Okay, so a lot of these processes have policies attached to them. What's your view on the policies that WAST have in place? Do you think they're up to date? Easy to apply? Do you think that a manager can make a decision using that policy? 

P12: Such a loaded question because our policies are very grey. They're very woolly. A lot of them are not clear, but it's impossible to write a policy that covers all eventualities, and you've got to acknowledge that. So, I tend to work, me personally, I tend to work in the grey areas an awful lot and just seek advice from my People Services colleague because the policy doesn't fit the situation.

I: Do you feel you always get adequate support in those grey areas? 

P12: Yeah and even if they tell me, No, don't do that. I will always get the advice and honest advice from the individual I'm seeking support from, but I am at a stage in the organisation where I can access help quickly because I know as when I was a CTL stroke DOM, I wouldn't get that answer back so quickly. So, as I've now as senior manager, do I get reactions quicker? Probably if I'm honest.

I: Is necessarily fair? 

P12: Yeah, but then I'd like to think People Services would only realise I would only come to them if Rob doesn't know it, it must be something quite serious or he's never come across it. So, and there's not many things I haven't come across yet. So, but then even saying if I thought I knew the answer, I would probably run it past my People Services colleague because as I said, policies change, things change, and you’ve only got to change a line in a policy, who reads the policy again, the People Services colleague, they will know of anything new that's brought in. So, I will always check, if there's a serious outcome to my decision, I will always seek advice because in case anything has changed.

I: What's your opinion on, the grey areas? The managers discretion. What's your standpoint on applying discretion and have you had instances of applying that discretion where your decision hasn't been supported and has been overturned. 

P12: I mean the grey areas; it depends on the manager. I'd like to think I'm quite a confident individual, so I'm confident to make decisions. Last week, I went completely against People Services earlier desires not to do something, and I went with my decision.

P12: It was the right decision I feel, but there are times when I haven't felt 100% supported. On a previous final formal meeting that ended with a dismissal, I was completely hung out to dry by a People Services person because they said x just said he wanted to make a make a statement and it was like you don't say that it’s then about building up the trust again. 

I: Does that have a negative impact on potentially other line managers as well? 

P12: So for some of them, It'll leave a negative impact of People Services  in general, which is unfair because we've got some bloody good People Services people with us, and it's a thankless task because we're always going to them with a problem, really, even if it's just for advice, it's that we're always going to them with a problem and we think we know the answer, but we just want to make sure we're doing the right thing. So, it's a thankless task as said. We're always like a TU Rep; your members only go to you with a problem. Same thing for a manager going to People Services, we're going to them because we're not sure on something and I want advice. So, is it? We’ve got to realise they need support as well and are they getting the in the right support in People Services, they're spread very thin and far across Wales.

I: Do you think capacity is an issue, and we talked about time earlier. Is time a significant factor for not only managers opportunities to do these tasks, but also People Services to be able to support line managers adequately? 

P12: Yeah, if we want to try and book a sickness meeting with the member of staff and we'd like HR there, whether it be virtual or in person. I always prefer in person, but the new world is virtual. It can take up to three weeks to book that because that HR person is very, very busy. Would it be more beneficial to align a HR person to just manage x? There's 300 staff in total across Wales there. Yeah, but ops has 2200, so you need to align maybe six people to that across Wales, one to us to manage us Pan Wales but what we've got now, we've got somebody managing us and say CSD and 111, which all of a sudden there is eight or nine hundred staff and growing because 111 is growing. So, the capacity issue, because if I've got a problem, I want an answer now and we can't always get that and I'm wise enough now to think I'll just message them on teams. They will get back to me when they read it. If there's a decision I've got to make now, I'll make the decision and I'll run it past them later. So, capacity for People Services is an issue.

I: Having just mentioned Teams, Do you think that the virtual world has improved your relationship with People Services and access to People Services or not?

P12: It's definitely improved the access because it's easier with Teams now. You can see if they're in a meeting, they're away from their computer, they're busy, presenting. You can always leave a message, people look at their teams’ messages more than their emails now, so it's easier to put a Teams message saying if you've got two minutes, can you give me a shout but I find when it comes to potentially difficult meetings or important meetings, I’m quite old school, I would prefer them here in person whereas. The previous support we had here in the x because there's been a recent restructuring in People Services, she was here because she didn't live too far away. Currently the one that supports now lives forty minutes, forty-five minutes away. It's not a deal breaker, but you don't want to be driving forty-five minutes for a thirty-minute meeting, which you could do on teams but I'm finding it difficult to get that person to leave the house to come and turn up at a meeting. Appreciate in it would be a three-hour meeting for them because they got to travel to and from. So, we do have to give them plenty of notice, but right now I've had my new one in supporting me for I'd say two to three months, I haven't seen her yet in person so, but I've got to adapt to how she works. I do, and we've got to embrace the virtual world but when you're in a difficult meeting with a difficult TU Rep sometimes, having your People Services person with you in person, you feel a bit more protected. You're not as vulnerable because they're picking up the mood in the room. They could pick up slight sentence, they pick up things. Whereas yeah, whereas on Teams you turn up at a management meeting and it's like bloody hell. You've got a body; it's embracing a new world now as a manager that everything can be done mostly by a Teams.

I: So, do you think geography plays a huge role in the way that line managers are able to manage, to have these, PADRs, some managers have got team members scattered everywhere?

P12: I know what you mean, I'm very lucky. I work within the x region, which is quite, it's the smallest region out of the three because, but it's the most populated. It's because we're all close together. I could be at the other side of the x region in forty-five minutes. All my staff, my managers are in a big room next door to me, so I’ve literally got to walk next door. So, it's easy for me. It's the easiest you could ever be when you're running the x. When I was managing in OPS, it was about managing the shift times then and you're catching them when they're on a day shift because you only did days. So, geography plays a massive part in the support because before our current People Services person, the one that lived around the corner from x, was also supporting North Wales and Central and West. So, they never really went to North Wales. Everything was done via teams, so they obviously felt not as supported as I was and they are probably right in that respect that when there was a difficult meeting, it was done via Teams. If I had a difficult meeting, it was done in person, but it's pure geography. It’s a companywide service and you can't be everywhere.

I: How much of your time would you say if you could roughly quantify it? How much of your time is spent on line management duties, everything we've discussed already? 

P12: I'd probably say for me, line managing is probably around 40% Mark.

I: Has this increased?

P12: It feels more, but I’ve got be honest.

I: Has it increased, decreased or relatively stayed the same?

P12: I'd say it's decreased because when I joined two years ago, I came with the mentality of a locality manager. I'm very hands on, I probably did it too much. I did, so I've learned to step back. Leave my managers manage and they'll come and speak to me. Most shifts asking advice on stuff but it's something I've had to learn to step back but we're restructuring soon, so there's going to be another two managers between me and the staff out there. So, I will be able to step back an awful lot further and manage on looking forward in the Trust whilst they can report to me any major issues, so I'll finally feel like I'm being a service manager shortly so.

I: Are you comfortable in delegating a lot of these tasks?

P12: I am more now and that's only because at first, I had to build up the Trust in the six managers I had as I didn't know them, I didn't trust them because I had to build the trust. I had no reason to distrust them, but they also had to trust me, so I was doing a lot more hands on stuff. I’ve learned to delegate better. I don't do it enough, but I will have that extra two layers of management within the next sort of three to four months. 

I: Do you have any admin support?

P12: I am supposed to have an admin, but my admin is doing a secondment as one of my managers at the moment based in the office with me. So, she's hopeful of getting the locality manager job. If she does, it will be brilliant because she'll hit the ground running. So, between the pair of us, she does most of the admin work, and I do a tiny bit of it, but technically we haven't got an admin at the moment.

I: Did you access your admin at all when you were locality manager?

P12: Yeah, if I wanted a letter sent. They would do. I would always type out my outcome letters because I felt as a manager I've held the meeting, I can answer that, I can type that letter and I wouldn't want to type a letter off the notes I made because my notes are quite poor because they're quite brief, because I like to keep eye contact with people. So, my notes are very brief. Sometimes only one or two words, but I'll know from looking at them what the conversation was, so I will always type up my outcome and just say can you post those? The actual invite letters I would always leave that to the admin because it’s generic thing that's sending a letter out to invite to a meeting. 

I: You've obviously got multiple strands to your role in an organisation where priorities are changing. Do you ever experience role conflict? 

P12: There's always, I think I'm the same as most people in the organisation. There's always role overload, because every time we think we're about coping, something else gets put on us. For eight months now, myself and the very small management team that we have in x, there’s only three service managers and the head of service and between the four of us, we've been trying to run four different big projects to completely reshape x and we've had to still contest with all the other things everyone else wants us to do and be in all their meetings, and there's very rarely a day now where il get more than an hour to myself to concentrate on stuff because I'm always being pulled into meetings. 

I: Has Teams made you too accessible sometimes? 

P12: Brilliant in COVID worst thing ever now, because as a manager, you used to get that  time when you travel to that meeting and I loved that time to think on the way in the car and prepare myself, but now I could come off this meeting with you which I will be and literally ten minutes later I'm going to jump in a meeting with the four police forces and the three fire services of Wales and try and discuss how we link all our computers up to share information. So you've got to switch your mindset straight away and then straight from that into a two hour meeting to do with the tactical on call for the managing all the control rooms and 111 in Wales. That's what the diary is like, and I love it. Don't get me wrong. I love being busy, but I do wish I tried to put focus time in my diary, but people know it's there and they know they'll just bite into it because they know it's me just trying to hide for a bit to try and catch up with work.


I: So, do you think that line managers and People Services fully understand the challenges that each other face? 

P12: No, I don't think we do. I don't think we do. I think that People Services have got a good idea of the challenges that we face as line managers because we're always moaning to them and asking for support, but we don't appreciate the other side of the fence. I don't think we do. I expect my People Services person to be there to answer my concerns whenever I want them, but it's appreciating that they are spread so thinly and then there's internal politics within People Services and I don't mean that in a bad way, just they've got their own structures and meetings to go to.

I: Like every directorate has isn’t it? 

P12: Yeah. So, you know, it's appreciating their day is just as busy as me, if not busier at times. 

I: What are the real positives of the People Services function that we have in WAST not just the people but things such as policies and training? What do you think are some of the real strengths that the organisation has?

I P12: think the majority of the People Services staff members that we have, and I say the majority because I don't know them all. It's not that I'm singling anyone out that they're not there. I'm saying they're all brilliant because they're, despite their workloads, they will give you the time and whether that's because I’m now a senior manager and not a lower manager, I find the support I've had has always been and still is really good. I've not met a negative People Services person. I have not come across a poor one as I would describe it. It's just I haven't come across them all yet. You could put me in a room full of People Services, but I'll only pick out the faces that I deal with and I'm sure they're all equally as good as each other, but the support I've had has been fantastic in my management career.

I: That's brilliant. Thank you. Finally, for me it's just about motivation. What motivates you to carry out all of these practices and carry them out well?

P12: Simple, simple and cheesy. I love my job. I've loved it since day one, this is my 7th role in 22 years within the service and I've loved every one of them.

I: Are you motivated to have happy workforce? Or some are compliance driven? 

P12: I'm the other way. Happy workforce. Go spend time with your workforce, if your workforce are happy work, the rest of it falls into line for you. If you got a happy workforce, they're going do the best they can do, which means your figures will take care of themselves rather than beat a disgruntled workforce with poor figures to get better figures. They'll still be disgruntled, and they won't go the extra yard for you. So, it's more about getting your workforce happy.

I: Thank you, That was the last question for you, x. 
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Good Afternoon

Wed 31/07/2024 14:24

Iam currently in my final year of my MBA at the University of Wales Trinity St David and as part of my academic course, | am required to complete a dissertation in the selected area of Human

Resource Management.

The study is entitled: An investigation into the role of line managers in effectively implementing HR practices within the Welsh Ambulance Services University NHS Trust (WAST): An ability, motivation
and opportunity approach. | am proposing to explore the perception of both line managers and People Services on each other’s roles and responsibilities in relation to performing HR practices within

WAST.

1am emailing you to see if you would be willing to able to participate in a short interview, lasting around 40 minutes over Microsoft Teams. You have been selected due to your valued experience and
knowledge of beingin a line manager position within WAST. More information regarding the study can be found in the attached information pack which includes further details surrounding the

purpose of the study, data protection and confidentiality as well the process for the interview.

If you are happy to take part, please could you let me know and attach a completed consent form. | am planning to undertake the interviews over w/c 05/08 and 12/08 but if neither of these weeks

are suitable, please let me know and we could arrange an alternative.
ook forward to hearing from you.

Bestwishes
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An investigation into the role of line managers in effectively implementing HR practices within the
Welsh Ambulance Services University NHS Trust: an Ability, Motivation and Opportunity (AMO)
approach.

INVITATION

You are invited to take part in 2 study and before you decide whether or not to take part, please take
some time to understand the below information and what it involves. If you would like further
information, please do not hesitate to contact me.

INTERVIEW TO BE CONDUCTED WIT}
Directorate

arah Campion, Business Administration Manager Clinical

WHAT IS THE PURPOSE OF THE STUDY?

The study is the final phase of my dissertation in Masters of Business and Administration with the
University of Wales Trinity St David. The objective of the study is to carry out a critical investigation
into the devolution of HR practices to line managers within WAST, using the AMO Framework. Against
the existing evidence base, the study has already considered the changing dynamic between the HR
department and line manager role 2nd the involvement of line managers in executing HR practices.
‘The interview will aim to explore the perception of both line managers and People Services on each
other's roles and responsibilities in relation to performing HR practices within WAST.

WHY HAVE | BEEN INVITED TO TAKE PART?

You have been invited to take part in this study because you have been recognised as an individual
that has significant experience and knowledge of either being a line manager or within a HR based
role, within the Welsh Ambulance Services University NHS Trust

DO | HAVE TO TAKE PART?

No~ Itis entirely up to you. If you do decide to take part, please let me know and a consent form will
be shared for you to complete, to show that you understand your rights in relation to the study and
that you are happy to participate. If you do ecide to take part, you are still free to withdraw at any
time throughout the process and without providing 2 reason,
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WHAT WILL HAPPEN IF | DECIDE TO TAKE PART?

You will be asked a variety of questions regarding your role in implementing HR practices, role conflict,
pressures and others based around, ability motivation and opportunity. The interview will take place
via Microsoft Teams at a time that is convenient for you. Ideally, 1 would like to audio record your
responses, and post transcription and data analysis, all recordings will be permanently deleted. The
interview should take around 40 minutes to complete.

DATA PROTECTION AND CONFIDENTIALITY

Each participant will be provided with complete anonymity and confidentialty in line with the DPATS
guidelines with each participant being allocated a unique ID number rather than a name. Al data will
be stored in password protected folders and not shared any further. f you consent to being recorded,
all data will be transcribed and shared with the participant to ensure that the information has been
captured accurately. Information will be stored until the end of the evaluation and then deleted.
Following the Data Protection Act 2018, should you request for the information to be deleted, this will
be immediately actioned and wil not be included as part of the data set,

WHO CAN | CONTACT?
I you have any further questions about the study, please contact me on Sarah.Campion@wales.nhs.uk
Thank you for taking the time to read this information and | hope you will agree to participate in this

interview. Should you wish to be involved, please could you complete the attached consent form and
return via email
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CONSENT FORM
TITLE OF RESEARCH PROJECT: An investigation into the role of line managers in effectively
implementing HR practices within the Welsh Ambulance Services University NHS Trust: an Ability,
Motivation and Opportunity (AMO) approach.

NAME OF RESEARCHER: Sarah Campion

The information provided by you in the interview will be sed for the purpose of this study only. It will
not be used in a way which would allow identification of your individual respanses.

O | confirm that | have read the information sheet for the above study. | have had the
‘opportunity to consider the information, ask questions and if so have had these answered
satisfactorily.

O | understand that my participation is voluntary and that | am free to withdraw at any time
without giving any reason,

O | understand that that the research collected will be completely anonymised and confidential
but will form part of a final report.

O 1 agree to take part in the above study

NAME OF PARTICIPANT:
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DRAFTINTERVIEW/SCRIPT

Thank you for agreeing to be a part of the study, to confirm | have receved your consent form o
take part which confitms that you have read the information pack that was provided t0 youin
the request to participate emall. This mesting is being recorded, all personal and identifable.
details will be anonymised, it should ast around 40 - 45 minutes, but ifyou need to take a break
forany reason, please et me know. For the purposes of the recording, within WAST, HR are.
referred to as People Services.

Canl firsty confirm are you a line manager/have been a line manager or are fepresenting the
People Services Department?

How much experience do you have i this area?

Answer

Tihe tite ofthe study s the role o Uine managers in implementing HR practices within the Welsh
Ambutance Service University NHS Trus:, uilising the abiliy, motivation and opportunity
framework

(Canl ask, when you hear this e, What initially doyou think of?

QUESTIONS RELATING TO TASKS SPECIFICALLY

Gouldyoubriefycover some o the primary dutiesthat you are resporsiblefo 33 aine
manager?

Wihattasks o you perceie ar HR duties, Shatyou have o undsriske inyourole 353
e manager? M

Howimportant doyou see these tasks n rlaton to your primary role? LM

= o the devouton ot hese asks ncreased over time? LM

Do youfeet that any o some ofthese tasks would b bettersuited fobe conducted by a
R member of staf? LM

Do youfeet that the HR tasks you undertake are valued? Are you valued by h/managers?
Howdo these tasks contribute o your overal workload? Could you quantiy roughiy how
much time you spend undertaking such tasks? LM

& s thetime undertaken to complats R tasks ncreasecldecreasedistayed the same.

Gouldyou briefycover some ofyour primary duties s » People Senices
pr——1

BB there was an cat scenario,ae thereany tasks that currenty it it line managers

‘hatyou eet shoul deintly notbe their esponsibilty? Bl
I your pinion, doyou fel tha the variety oftasks thatine managers have to conduct
has changed? Do you aso think his increasect?

ROLE CONFLICT

Do you experience fote conflct? What s your opinion on role conflct and role overload?

Do yauthink hatline managersofen experence ol colctbetvieen aving o cary
ot vaious HR 28ks anthe main standsof heif ole? Such s clincal utes?
Peromance management? Doss one mpacthe tner? B

+ Howwell do the two strands ofyourrole work ogsther? Does one mpact the other? L

+ Does spendingctime on administrative tasks take avayatict he clnicaicore
pricrtiesstement of th rote anhe car detverec? LM

+ Arejob dsscriptions,including yours,clear on th level of R utiesyou e expected to
undertake 2 atine manager? B

+ Does theorgenisation have good support mechanisms o SUpport managers it the
sress ofrote contice? L & B

ABILITY - There are three areas that are said to impact the application of thess practicss.

+ Have you been proidsd with adequate taining? s there snough raining availabls and
what are your thoughts on the content? What would you ke to see? [M

00 you thineine managers are provided with adequate guidance and raining? s there
anything suggestions that you nave that you feet would be bensriial? B

* Inwhat areas would you welcome further training? LM

+ Howdowe gethe best out of e managers? LM & B

+ Wihat does the organisation ofe ornew ine managers with e o 1o xperisnce? L4
sl

" v i oo i s pprios g oo e

+ Would adsiionairesoures be benericiot? &

00 youreceive consistent advice from diferent incvdualsacross the organisation? M
B00 you thinkwe give consistent achice across the orgarisation o ine managers or are
stuations spprosched consistetty” B

+ Ave you provided it nadequate/sufficent oo much autonomy to make decisions? LM

BMWht are yourviews on managers dscreton? s tis uly utised and supportec when
decisions re mage? L# & B

+ Have you experienced instances where your decision has been overcden? LM

+ How doyousee ths importance o the e managers view? L & B

+ Aveine managers providec with inadequate/sufficientoo much autonomy fo make
decisions. B

+ s thereoften policies and procedures inyourway that preventyou fom being able o
ke decision? LM & BR

+ Arethere adequate expets i the field o support you withyour decision making? UM

+ At there adequate expertsinyour e of iork o SUpPOTtine managers with teir
decision making?

+ Whatare the chllenges you face from a R perspectve? B

MOTIVATION

= Doyou e thatiine managers/HR ar sympathti o the challenges you face? M &
= Does he changing demands and expectationsofthe organisation afectyour
mottionto caryout thesedutiesand focus onarcas such s appralsa reiew

complance? LM & B
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+ Wihat motatssyou o undertake these tasks? And hel ine managers? LM & HR

+ youwere iniolved more inthe development of olcies and practices before ey
areimplementec, o you hink his would postely mpact ne manager's
motiation? L & B

+Doyoueel hatne managers are responsive o ake on these duties? Doyou get
he sensethat they are motivated? f no,what doyou think negatively impacts heir
motivation? LM &

+Doyouthink saderstip sty nfluences how and why managers are open to carying
outsuchtaske? L & B

+Howimportant doyou see motivation in the success of mplementing these

practices? LM s B

+Doyouthink that the Good work of ne mansgers s recogrised? e they rewardec
and praised? LM

+ Doyou think the good work of our HR clleagues i recogrisecd? Are they rewarded
and praisea? Bl

+Doyoureelthatheir expectatons ofyou 2 a deparment are high? Hove managers
evolved over time? B

0PPORTUNITY

Discuss the sarler mentioned answer to amoun of skils and question from there?

100 you fee hat being gven many regular routine adminstatve HA tasks takes away
fom the opportunity and understanding 0 b abl todealwiththe more complex tasks
and subseauently yourfamilariy with s instances? LM

+ Howlargs would you rate time as  factor nyour opportunity o efectvely cary out
important tasks such as pars? LM & R

o does geographica ocation an corflctingsaff it pattens ffectyour
omportunty to make effectve contact with yourstft? LM &

ve there instances where there are 00 many safratio o lne managers? & some.
manaing excessiely argeteams that has the potential to mpact the atention that s
delivered? (M & B

« Duetolackof opportunity, do you feel this impacts the quality? L & Bl

+ Doyouever dtegats tasks o others rathr han complete? LM

* Do you feel that line managers get adequate opportunity to conduct tasks and complete
subsequent papervor? L4 R

+ W previously mentioned autonomy and having adauste discretion,butred tape often
impacts opportunity. Do you el hat wordng inthe pubic sectorwith ed tape” can
minimise opportuniy. LH & B

+ Thiscould mean signiicant amounts of paperwork,unnecessaryrules, urjustiable
elays and formaisation which often causes much fustation with ermployees and

otHER

o o youview the existing HR structure withinthe organisatior LM & Bl

+ Wihat doyou perceive ae the core skils of a efective FR depariment? LM

+ What doyou perceive ar th coreskilsofaneffective ine manager who s requird fo
carryout hese practices? B

+ Byl managers undsrtakingsuch tasks doyou e i fosters a positive working
‘elationship it employees ora negatve? L & B

+ Does the organisaion communicate changes fo R practicss wel? Do they engage
oetorenand? Lt & B

+How oyoueel the organisaion manages eographical chalsnges with saft
mansgement? Has thisimproved o declined incs th ntroduction of icrosoftTeams?
LR

B-fow el coyou el the overal cuture of th organistion nfluences ne managers to

carnyour? M & B
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