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Hull University Teaching Hospitals NHS Trust 
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TARGETS
Ramsay Health Care UK 
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West London NHS Trust
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West London NHS Trust
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Another year of new challenges met through 
your innovation and hard work leading to 
positive change that, tonight, will be recognised 
and celebrated by the full Allocate community 
and beyond.

Earlier this year the Interim People Plan set out 
a vision for people who work for the NHS to 
enable them to deliver the NHS Long Term 
Plan. It reflects back what all of us have been 
working towards, whether in the NHS or 
elsewhere: staff engagement; positive culture; 
different people in different professions 
working in different ways; being agile and 
transforming the way the entire healthcare 
workforce works, including doctors, nurses, 
allied health professionals.

Health and care systems are also increasingly 
moving to more integrated models. Whether 
you operate in a mature integrated model, or 
one of the newer integrated care systems, 
place-based integrated care can benefit from a 
new place and pathway-based approach to 
workforce.

To help, we have echoed the NHS People Plan 
themes and the changes in the way health and 
care systems are now working, in this year’s 
Allocate Award categories. Sharing best practice 
is one of the strengths of the healthcare industry 
and we are proud to facilitate this through the 
Allocate community including these Allocate 
Awards, the People Summit and Here To Help 
programme to name a few. 

WELCOME TO THE
ALLOCATE AWARDS 2019

Indeed, I hope the contents of this brochure will 
propel your plans. One of the judging criteria for 
the Allocate Awards is that the successes are 
transferable, so please take time to read and 
think about how you can leverage these ideas 
and move your organisation forward. I am sure 
that those organisations will be delighted to 
share their insights with you, so please do 
connect with them this evening and in the 
future.

I would like to give a big thank you to the NHS 
Confederation for, once again, running the 
awards, and to the independent panel of 
judges who have made time to take on the 
challenge of selecting the 2019 winners:  
Saffron, Sheena, Danny, Andrew, David, Crystal 
and Stefan – thank you.

A huge congratulations to all the winners, the 
highly commended and those shortlisted, and a 
very big thank you to all our customers. It is our 
passion and privilege to help you deliver the 
best healthcare. Enjoy your evening! 

NICK WILSON
Chief Executive
Allocate Software



SAFFRON CORDERY
Saffron is deputy chief executive of NHS Providers and has
extensive experience in policy development, influencing and
communications. Before moving into healthcare in 2007, Saffron was head
of public affairs at the Local Government Association. Her early career focused
on influencing EU legislation and policy development. 

Saffron has a degree in modern languages from the University in Manchester,
and for ten years was a board member and then chair of a college in Hampshire. 

Dr STEFAN CANTORE
Stefan’s career history covers extensive practice in senior corporate 
leadership, system consulting, academic research and teaching at Russell 
Group Universities.  

As well as being an NHS trust chief executive, during the last 20 years 
Stefan has successfully delivered a wide range of coaching, organisation 
and system development consultancy assignments across the public, 
voluntary and commercial sectors. 

Stefan is a senior university teacher in systems and organisation 
development at the University of Sheffield Management School. 
He also runs an organisational and systems consultancy practice.
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Dr DAVID FOSTER OBE
David is chairman of the Foundation of Nursing Studies, trustee of the
Queen’s Nursing Institute and sits on the Allocate UK and Ireland Healthcare 
Advisory Board. 

He is a visiting professor at Buckinghamshire New University, King’s College, 
London and Manchester Metropolitan University and is a member of the
Court of London South Bank University. 

David has a Lifetime Achievement Award from the British Journal of Midwifery, 
and was awarded an OBE for services to nursing and midwifery in 2018.

SHEENA CUMISKEY
Sheena has been chief executive at Cheshire and Wirral Partnership NHS
Foundation Trust since February 2010. Sheena has 35 years’ experience in the
NHS and in 2015 was recognised as the Health Service Journal’s Chief
Executive of the Year.

Sheena holds a number of system-wide roles including chairing the North West
Leadership Academy and is a senior responsible officer for the Mental Health Five
Year Forward View programme within the Cheshire and Merseyside Health and
Care Partnership. 

DANIEL MORTIMER
Daniel is chief executive of NHS Employers and deputy chief  
executive of the NHS Confederation, of which NHS 
Employers is a part. 

Daniel first worked in healthcare as a porter and a care 
assistant before becoming a management trainee in 
Stoke-on-Trent. He is a trustee of the Employers Network for 
Equality and Inclusion and the NHS Retirement Fellowship.

Daniel chairs the Cavendish Coalition of social care and 
health organisations and is a chartered fellow of the 
Chartered Institute of Personnel and Development. 
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MEET THE JUDGES

SIR ANDREW CASH OBE
Andrew is chief executive of the South Yorkshire and Bassetlaw 
Integrated Care System.

Andrew was formerly the chief executive of Sheffield Teaching Hospitals 
NHS Foundation Trust, a post he held for 16 years. 

He is a visiting professor in leadership and development at the 
Universities of Sheffield and York. He chairs the NHS Employers policy 
board and is deputy chair of the NHS Confederation. 

He was appointed an OBE in 2001 and knighted 
in 2009 for services to the NHS.

Dr CRYSTAL OLDMAN CBE
Crystal is chief executive of the Queen’s Nursing Institute (QNI). 
Crystal qualified as a nurse at University College Hospital and is a 
governing body nurse with Buckinghamshire Clinical Commissioning 
Group.

Crystal also spent 18 years in higher education,where her role as 
dean included the development of evidence-based practice
within the integrated community nursing, primary and social
care workforce.

Crystal was awarded a CBE in the Queen’s Birthday
Honours List in 2017 for services to community
nursing and her leadership of the QNI. She is also
an honorary professor at London South Bank
University.
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Teams using HealthRoster are now able to 
identify where key improvements can be made 
to reduce agency spend, improve bank hours 
and compliance and provide a flexible, fair roster 
to improve working lives of Virgin Care staff.

Prior to implementing Allocate software, a 
number of Virgin Care services, in particular 
9am-5pm services, didn’t have a roster. There 
are now 50 teams using HealthRoster that didn’t 
use a roster before to manage and plan their 
workforce.

Through its reporting framework, Virgin Care has 
been able to evidence avoidable costs in terms 
of use of bank and agency staff, such as in its 
early adopter site where e-rostering has 
contributed to making pay efficiencies each 
month (against baseline) through reduced 
agency and better workforce allocation.

Emily Kilvington, Project Manager at Virgin Care 
said: “Virgin Care has deployed a completely 
new system across a diverse range of services 
in such a short time span and improved the 
work-life balance of approximately 2,625 staff in 
107 teams.”

Virgin Care has deployed the HealthRoster system across its services 
to improve workforce allocation, reduce agency spend and improve 
the work-life balance of its staff. 

Prior to the implementation of HealthRoster, the 
majority of Virgin Care were using paper-based 
rostering systems, if any at all. The organisation 
wanted to ensure it was using its workforce to 
best meet patient needs and reduce agency 
usage.

Clinical staff were requesting an increase to the 
bank pool available and were able to explain the 
benefits and value of e-rostering they had 
experienced in other organisations.

Virgin Care was able to use Allocate software to 
implement 107 rosters nationally within 11 months 
across a wide variety of services.

There was an initial reluctance to evolve from 
paper-based rostering to e-rostering and some 
services were not aligning their rosters against 
the workforce rostering standard operating 
procedure (SOP).

A dedicated project team has been vital in 
increasing the use of e-rostering. The project 
has had a strong focus on evidencing the 
benefits to all different service types. Clinical 
leads and senior management have run 
workshops to increase compliance against the 
SOP and improve buy-in.

Through this engagement and a standardised 
pre-implementation plan, HealthRoster has been 
deployed across the organisation, providing 
data through bespoke dashboards.

AWARD FOR...
MAKING YOUR 
ORGANISATION A 
GREAT PLACE TO WORK

HIGHLY COMMENDED
Virgin Care
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Sheffield Children’s Hospital implemented Allocate software on its 
neuroscience specialist ward to accurately record and display staffing 
data, which ensured the ward received the additional staff and support 
it needed to make it a great place to work.

Since using the Allocate software, sickness 
absence has declined and temporary staffing 
on the ward has decreased from 13 per cent in 
May 2018 to five per cent in May 2019. Personal 
development reviews and mandatory training 
are now 100 per cent compliant and staff have 
been able to attend extra development 
training.

The ward has also used the software to predict 
the acuity of its patients. This data is used to 
draw up a business plan to expand services 
and increase the bed numbers by 
demonstrating the staff required to achieve 
this. 

The trust will continue to use SafeCare in 
conjunction with the Safer Nursing Care Tool to 
provide rich data to support the professional 
judgement aspect of establishment reviews. 

The trust’s e-rostering implementation project 
manager, Aimee Hatchman, said: “Utilising the 
rich data available in HealthRoster and 
SafeCare not only drives data quality and 
engagement with the systems, but can directly 
increase the ability of a ward to provide safe 
patient care.” 

AWARD FOR...
MAKING YOUR 
ORGANISATION A 
GREAT PLACE TO WORK

WINNER

Before implementing HealthRoster and 
SafeCare, there was a feeling on the ward that 
they were understaffed, but there was no 
reliable evidence to support this with paper 
forms and manual reporting processes. 

Morale was low and staff were frequently 
finishing shifts very late, not getting the 
appropriate rest breaks and sickness absence 
was high. 

SafeCare was introduced and the e-rostering 
team worked with the ward to ensure that a 
comprehensive list of tasks were added, 
alongside the acuity tool to enable the ward to 
evidence what type of work they were 
undertaking in addition to standard care.

The team and the ward manager spent time 
talking to staff and explained the importance
of completing the data. The e-rostering team 
provided reports that identified those who 
didn’t complete the data when in charge, and 
then targeted training to these individuals.

This engagement activity as well as the 
evidence the data provided to back up staff 
feelings, helped highlight its importance and 
increased compliance.

The data informed a business case for the trust 
board, where an establishment increase was 
agreed that added an extra registered nurse 
where the workload was shown to be highest.

Sheffield Children's NHS Foundation Trust
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The Newcastle upon Tyne Hospitals NHS Foundation Trust rolled out 
Allocate SafeCare, to ensure that the right staff are in the right place at 
the right time, and ultimately enhance patient care.

In one of the first units tested, system use over a 
four-month period helped with various 
improvements, including reducing monthly 
temporary staffing usage from 110 to 10 shifts, 
and reducing monthly overtime hours from 580 
to 150. 

The trust found strong senior clinical 
involvement and presence were essential to 
promote the system, reinforce its benefits and 
engage staff from a clinical and operational 
perspective. This ensures they are aware of how 
the data is used to make decisions that improve 
patient experience by deploying the workforce 
efficiently. 

Samantha Hunt, e-rostering system manager, 
said: “Our technology use has supported and 
complemented the strong, professional clinical 
leadership in this area to deliver significant 
improvement. Staff and patients can now be 
completely confident in our ability to deliver 
great service and care. At the same time, we’ve 
reduced agency spend by ensuring that team 
members are deployed effectively, and 
temporary staff are called on only when 
needed.”

The Newcastle upon Tyne Hospitals NHS Foundation Trust

AWARD FOR...
IMPACTING CLINICAL 
AND PERFORMANCE 
TARGETS

WINNER

The trust is one of the largest and busiest in the 
UK, with more than 1,800 beds, 14,000 staff, 
1.84 million patients and an annual income of
£1 billion. Because of the large scale, it is 
especially important that staff are deployed 
effectively to meet patients’ needs. The trust 
therefore decided to roll out SafeCare. 

It developed a project plan with its senior 
nursing team to ensure all clinical and 
operational aspects were covered within its 
delivery timeline of six months, with about 100 
clinical inpatient units on a phased 
directorate-by-directorate approach, 
incorporating 11 clinical directorates. 

Training was a challenge, as there were 2,500 
frontline clinical staff to train on the SafeCare 
system. To overcome this, the trust developed 
an interactive e-learning module linked to ESR, 
for compliance checking and updating access 
privileges. This meant the training programme 
could be expedited without the need for all 
sessions to be carried out face to face. 

The trust also discovered there were numerous 
historical practices on the early-adopter wards, 
such as sending all enhanced care requests to 
bank without fully assessing the substantive 
workforce to gauge whether the request was 
necessary. The trust therefore engaged with 
wards and had conversations to re-educate all 
staff in processes.
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The trust’s running total spend for variable pay 
for medics has seen an average reduction of 
£25,000 per week; the agency-only element 
accounted for £20,000 of this per week. The 
volume of bank shifts versus agency shifts has 
increased when comparing May, June and July 
2018 with the same months in 2019. 

This year, via the electronic weekly bank and the 
alignment of demand and activity through 
effective systems, it is able to forecast and 
therefore manage variable pay. 

Donna Mariner, head of rostering services, said: 
“Quarterly PA reports are generated from the 
system and used to ensure contractual activity is 
met throughout the year. Timely patient care is 
an indicator of great care.”

Sherwood Forest Hospitals NHS Foundation Trust

Sherwood Forest Hospitals used Allocate ActivityManager, aligned with 
E-Job Plan and electronic management of leave, to understand the need 
for use of bank and agency staff in line with budget and demand. 
The trust’s running total spend for variable pay for medics has reduced 
by an average of £25,000 per week.

AWARD FOR...
IMPACTING CLINICAL 
AND PERFORMANCE 
TARGETS

HIGHLY COMMENDED

Medical agency spending represented the 
trust’s highest staffing cost. It was agreed it 
needed complete visibility on variable pay for 
medics and alignment to activity to reduce 
agency spend, maximise capacity and, 
ultimately, have a positive effect on patient care. 

The trust used Allocate ActivityManager 
qualitatively, aligned with E-Job Plan and the 
electronic management of all leave in the same 
place, to determine the true requirements for 
bank and agency usage, in line with budget and 
demand. In early 2019, it introduced its 
electronic bank for medics (weekly pay) and 
scrapped internal claim forms for additional 
hours. All additional work is now paid through 
the bank system. 

The move meant standard rates were applied to 
all grades for bank work and created the 
opportunity to challenge high rates in specific 
divisions or grades through the bank system 
reports. It also provides visibility on all extra 
work being undertaken and allows 
evidence-based challenges to be made when 
contracted activity isn’t being completed. 

There were some difficulties to overcome, such 
as cultural challenge. Through various formats, 
the trust was able to gain engagement and, 
more importantly, an understanding of the 
reasons for and benefits of the change. Most 
medics also raised concerns over the tax 
implications of bank posts and the change from 
monthly pay to weekly, which was resolved 
with the finance department and 
individual staff.
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By taking a robust and transparent approach to sharing KPI data and 
best practice, a regional e-rostering group successfully identified areas 
where they could increase efficiency, implement shared standards and 
develop a region-wide sustainable workforce. 

The average roster approval lead time increased 
by six days from 27.26 days in April 2018 to 33.29 
days in June 2019.

Aimee Hatchman, HR systems and workforce 
information manager, commented: “We’ve 
developed a quarterly action plan template to 
track efficiencies, share risks and issues, and 
feedback to the HR director group. It’s been 
reported that £90,000 has been saved.”

Opportunities for efficiency for current rostered 
staff totals approximately £6,750,000. The group 
predicts that if all staff in the region were 
rostered, this would increase by a further £8m. 

The key element of the group’s success has 
been the sharing of knowledge and data. This 
has enabled trusts to benchmark themselves 
against other organisations and pooled a mixture 
of experience and skills, which has supported 
trusts to progress e-rostering agendas. 

This has led to the group building a more 
sustainable workforce across the region as well 
as developing shared standards and consistency 
linking to the national retention agenda. 

Going forward, the group intends to use the 
masterclass format to support trusts in reaching 
level one of The Levels of Attainment and 
increase the focus on efficiency, so trusts are 
supported to make the savings described.

South Yorkshire and Bassetlaw ICS eRostering Group 

AWARD FOR...
WORKING INCLUSIVELY 
ACROSS BOUNDARIES

WINNER

The South Yorkshire and Bassetlaw integrated 
care system (ICS) e-rostering group comprises 
lead officers from eight NHS foundation trusts. 

Every month they share data on a range of 
metrics including roster lead times, unused hours, 
unavailability percentages and temporary staffing 
use. They have recently extended this to include 
individual efficiency priorities such as reducing 
carried-over leave.

Trusts that are performing well present 
masterclasses, sharing knowledge so practices 
can be adopted by the other organisations.

The main challenge in aligning the work of the 
group is that each trust has different policies and 
processes, and different resources assigned to 
e-rostering.

They have tackled this in several ways:

    The project was elevated to a formal 
    workstream within the South Yorkshire and 
    Bassetlaw ICS.
    A dashboard was established with NHS 
    Professionals to enable the integration of 
    systems and processes.
    A chair and deputy chair were appointed to 
    represent the group at wider meetings.

As a result, the group has seen some significant 
improvements across the region. 

Sheffield Health and Social Care reduced unused 
hours by 67 per cent, and Barnsley reduced 
overtime by 57 per cent.
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In addition, the trust has saved £170,000 per month 
on nursing agency spend.

Pre and post-merger staff being rostered on 
HealthRoster went from 5,545 to 6,922, and the 
eRmi score went from 55 to 64 post-merger. 

Top tips for other organisations: 

    Have a solid team with the right skill set.
    Plan tasks in the right order and don’t 
    underestimate how long things take.
    Check data constantly.
    Be in regular communication with the Allocate 
    consultant.
    Manage expectations and issue clear 
    communications.
    Try to align everything before the merger.
    Ensure external bank structures are aligned.

Sue Blunsten, head of ESR, e-rostering and payroll, 
said: “Being on one HealthRoster has enabled us 
to work on the deployment of SafeCare and given 
visibility of rosters across sites for safer staffing. 
Work now starts on the roll out of medics!” 

East Suffolk and North Essex NHS Foundation Trust

East Suffolk and North Essex NHS Foundation 
Trust formed through the merger of two trusts, 
creating the region’s largest NHS organisation 
employing 9,896 staff, of which approximately 
6,000 cover shifts 24 hours a day. 

In February 2018, the board gave a directive for 
the trust to be on a single version of HealthRoster, 
ESR and finance ledger from 1 July 2018. 
The immediate challenge was the four-month 
timescale. This was exacerbated by the team 
working over two sites and the risk of adverse 
effects on staff pay and morale if the merger was 
unsuccessful. 

Strategic planning was key. The merged team 
quickly built good working relations and split into 
two groups – one dedicated to the merger and the 
other focusing on business-as-usual work. 

The roster team worked closely with an Allocate 
consultant and stakeholders to move to one 
finance ledger, ESR, bank staff provider, payroll 
provider, tax office and expenses system. 

Despite the pressured timescales and the sheer 
scale of the project, the merger was a resounding 
success, being delivered two months ahead of 
schedule. 

The team had to run two concurrent payrolls on 
HealthRoster until ESR merged, yet ensured that all 
employees were paid on time. Generally, staff 
were unaware of any challenges as they were 
able to view rosters from day one. This ensured 
patient care continued negating concerns 
around safe staffing.

AWARD FOR...
WORKING INCLUSIVELY 
ACROSS BOUNDARIES

HIGHLY COMMENDED

When two trusts merged together, the e-roster team successfully moved 
to a single version of HealthRoster, ESR and finance ledger, which not 
only brought significant cost savings but was implemented over a 
two-month period with no impact on staff or patients. 
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AWARD FOR...
OPERATIONAL ROSTER 
EXCELLENCE 

WINNER

AWARD FOR...
OPERATIONAL ROSTER 
EXCELLENCE 

HIGHLY COMMENDED

London North West University Healthcare NHS Trust recognised that a 
lack of adequate training meant staff were not recognising the full 
benefits of the HealthRoster software. After improving their processes, 
the trust has now trained 300 nurses, improved staff’s work-life 
balance and seen a reduction in agency costs. 

To mitigate any delay in rolling out an effective 
training plan across all the trust’s sites, the 
additional resource of a Band 7 was secured 
for three months. 

As staff began to use the system, net hours 
started to improve. This directly correlates to 
temporary staffing requests reducing and 
aligns to the percentage of agency staff 
employed steadily decreasing. The trust’s 
training records show that more than 300 
senior nurses have been trained with 
competency sign off.  

Sarah Gould, e-rostering project lead, said: 
“The accuracy of published rosters continues 
to improve, which ultimately benefits staff to 
address their work-life balance.” 

The workforce supply team developed an 
interactive training programme with documented 
standard operating procedures to re-energize 
and refresh basic rostering practices. In doing 
this they were able to stress to the ward matrons 
and managers that by rostering effectively they 
would be able to make the best of substantive 
staff time and reduce their dependency on bank 
and agency. 

Amrik Singh, workforce systems manager, said: 
“Backing and engagement from senior 
leadership really helped give an initial jump-start 
to bringing a focus on rostering to each ward 
matron/manager’s agenda. Having a robust 
training plan also really helped re-educate and 
refresh rostering practices.” 

The trust quickly saw the benefits of the 
leadership support and training plan. From 
August 2018 to August 2019, there was a 
reduction in unused hours in the adult mental 
health and learning disabilities division of 79 per 
cent. Within the community health services 
division this was 58 per cent. Recovering staff 
hours has meant bank and agency spend was 
greatly reduced.  

London North West University Healthcare NHS Trust Leicestershire Partnership NHS Trust   

In response to the recommendations of the Carter Review, Leicester 
Partnership NHS Trust identified where improvements of their rostering 
dashboard could be made. After implementing these, alongside a robust 
training plan, the trust has seen fewer unused hours and a reduction of 
agency and bank spend.   

The trust had been using HealthRoster 
software for ten years but a large number of 
staff were continuing to rely on paper rosters 
with requests written down. The rostering team 
gathered feedback about staff concerns, which 
uncovered that there was no robust process for 
training and supporting staff to use the system. 
This problem was compounded by incorrect 
information on the system and an out-of-date 
rostering policy.  

The team’s approach was twofold. Firstly, they 
reviewed the rosters and rostering policy, 
updating the templates and personnel details. 
Secondly, they allocated additional resource to 
train staff and explain the benefits of effective 
rostering.  

The biggest challenge was changing the 
behaviours and perceptions about moving 
away from paper rostering which, for some 
staff, had worked well in some areas for more 
than 30 years. The trust approached this by 
providing support in small bite-size chunks over 
regular visits, allowing staff to see how 
electronic rostering can remove manual 
extraction of data, including positive returns 
compared to paper systems. Group sessions 
also reassured them that their peers were also 
encountering similar challenges, and helped to 
share good practice.

In 2018, following the recommendations from
the national Carter Review of mental health and 
community trusts, key performance indicators 
(KPIs) were introduced in Leicester Partnership 
NHS Trust. A new rostering dashboard was fully 
implemented to measure these, which reflected 
unused hours, time off in lieu and roster 
approval.  

Workforce supply groups were allocated tasks 
to help make improvements. The first of these 
was to review the rosters in their entirety to see 
where changes could be made. This included 
creating an action log to support action and 
accountability. 

The second task was to ensure that leadership 
colleagues attended meetings about rostering. 
As the rosters were interrogated in more detail 
by senior managers, ward matrons and 
managers then became involved in the 
discussions about meeting the trust’s KPIs. 

The main areas for improvements that needed 
to be addressed were: recovery of unused 
hours by cleansing data; allocating additional 
shifts or settlement by overpayment plan; 
improved planning and rostering to reduce 
premium rate temporary staff; and increased 
familiarity with system functionality maintenance 
skills that had built up over time.
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East and North Hertfordshire Trust’s safer staffing team set up the 
rapid response initiative, a central staffing hub with oversight of the 
whole trust’s staffing position, using SafeCare.  

There was concern that the enhanced bank 
rate could discourage workers from picking up 
a standard shift. However, rapid response shifts 
are limited, and ongoing cost reviews have 
given assurance that the increase in shift 
options at higher rates and fill is controlled and 
measured.  

Through this initiative, the trust aims to have no 
agency staff at weekends. Surgical wards are 
currently free of agency staff, and there is a 
strict executive approval process before going 
out to agency. There has also been a reduction 
in the redeployment of substantive staff, which 
has improved satisfaction and retention. 
Planned weekly and monthly look-ahead 
meetings monitor and control agency 
allowance and rapid response shifts required, 
in line with operational shortfall.  

Emily Watts, safer staffing matron, said: 
“We now have happy staff and happy 
managers, resulting in happy patients. The pool 
has been a key initiative in supporting agency 
reduction and has resulted in a number of 
agency nurses migrating to bank.” 

In the first year, the trust saw a reduction of 
£5.4 million in agency spend, and over three 
years the trust has saved a total of £9.4 million. 
The nurse bank membership has risen by 
30 per cent in the last year. Fill rates for bank 
healthcare assistants went from 57 per cent to 
93 per cent on average, and from 37 per cent 
to 47 per cent for registered nurses, leading 
to improved patient care.  

A new electronic booking system for bank and 
agency staff allows workers to book available 
shifts directly. The trust is able to restrict shifts 
from going out to agencies, but agencies can 
book available shifts directly when needed.  

Rachel Pyrah, flexible workforce services 
manager, said: “The introduction of the 
centralised team and stringent control has 
shown many benefits. We feel other 
organisations could mirror this and achieve the 
same results. We work closely with other trusts 
in the West Yorkshire region to learn from each 
other around these issues.” 

East and North Hertfordshire NHS Trust Bradford Teaching Hospitals NHS Foundation Trust   

AWARD FOR...
INNOVATIVE WORKFORCE 
MODELS FOR BETTER 
PATIENT CARE 

WINNER

Bradford Teaching Hospitals NHS Foundation Trust streamlined the 
processing of nursing bookings and invoices through the Vendor 
Management Solution offered via 247 Time (now Allocate). Over three 
years, the trust has saved a total of £9.4 million. 

The rapid response initiative supports safe 
staffing, reduces the impact of short-notice drop 
out, improves flexible working options, reduces 
agency usage, and promotes the migration of 
agency staff to join the bank.  

Previously, there were difficulties when staff 
moved to different wards to mitigate staffing 
challenges, with both workers and managers 
finding the process stressful and upsetting. The 
trust also relied heavily on agency staff in cases 
of short-notice drop out. Quality and safety were 
compromised because of the high number of 
agency staff; ward managers had little oversight 
of how many agency staff were being used and 
the consequences for their quality of care and 
budgets.  

The rapid response pool was created to ease 
this. It is a temporary staffing pool with a limited 
number of shifts offered at an enhanced pay 
rate. There are also flexible hours to encourage 
staff with childcare commitments to take these 
shifts. The initiative supports having a flexible, 
multi-skilled workforce, as staff can increase 
their experience and exposure to a variety of 
wards.  

Rapid response shifts were originally managed 
via NHS Professionals, but there was limited 
oversight of bookings and redeployment.
In December 2018, the trust created a rapid 
response pool ward on the health roster to allow 
greater visibility and management of these shifts 
via SafeCare. 

AWARD FOR...
INNOVATIVE WORKFORCE 
MODELS FOR BETTER 
PATIENT CARE 

HIGHLY COMMENDED

The trust had become increasingly dependent 
on bank and agency workers to supplement the 
substantive workforce in both clinical and 
non-clinical services. With agency spend at 
more than £19 million in 2015/16, the trust 
needed to reduce agency spend across all staff 
groups and increase the number of staff 
registered on the nurse bank. 

It also needed to streamline the use of bank and 
agency workers and improve rostering 
efficiencies to reduce the reliance on temporary 
staff. To address this, it set up a flexible 
workforce team in May 2016, led by a flexible 
workforce services manager and comprising a 
locum booking team, a nurse bank team and an 
e-rostering team.  

Before the new department was introduced, 
temporary staffing was fragmented, with 
separate booking teams and differing processes 
managed by different directorates. The trust 
used various workstreams to make 
improvements, including introducing an 
electronic bank and agency booking system for 
nurses and healthcare assistants and increasing 
recruitment to the internal nurse bank 

Each workstream had its own challenges, but 
each would support safer staffing and therefore 
better patient experience. The biggest 
challenge was to increase fill rates on the trust’s 
nurse bank in order to decrease agency use.
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Since implementing Allocate’s HealthAssure software, HCA Healthcare 
UK can assess real-time performance against the CQC’s five key lines 
of enquiry. Staff are empowered and see themselves as stakeholders 
who are embedding and implementing change.

There is now an increased knowledge of the 
KLOEs and the senior team has full visibility of 
each department’s performance, which is 
continually monitored and provides facility 
assurance at all levels. 

The HealthAssure software has enabled part of 
the pilot site to identify a gap in communication 
across one of its facilities and as a result it has 
implemented a daily safety huddle. It has also 
provided the criteria necessary to achieve the 
JAG accreditation in endoscopy.

A quality matron said: “What I most value in 
HealthAssure is that it helps us to document the 
narrative of how our daily work contributes to 
the delivery of the key lines of enquiry. In this 
way, the goal of achieving a CQC outstanding 
rating is not focused on a periodic external 
inspection, but has become embedded in our 
way of working. We feel empowered to lead the 
way in which our teams can best deliver.”

The trust needed to reduce its agency spend, 
improve the process for paying agency invoices 
and make its reporting process more efficient. 
The process for paying agency invoices was 
based on paper timesheets, was admin 
intensive and susceptible to processing errors. 
The trust had no accurate source of shift data to 
reconcile invoices with, and the data on agency 
usage was collected through a centralised 
spreadsheet, which was a very time-consuming 
process for managers to complete each week.

To respond to these challenges, the trust used 
Allocate’s HealthRoster software to 
electronically record the trust’s bank and agency 
shifts. Ninety new managers were trained, and 
144 new rosters created and synchronised with 
payroll. This was a large-scale cultural change 
project that not only affected the trust’s staff, but 
it also changed how it worked with agency 
colleagues. The trust had to make sure that the 
new process was effectively communicated 
across more than 30 sites, so it had to drive and 
promote the new way of working. 

The successful implementation of this process 
assures the board that there are robust and 
structured measures in place to reduce agency 
spend and there are many workstreams in place 
to compliment this. The trust has reduced 
susceptibility to timesheet fraud and admin 
errors and all invoices paid to the agencies are 
directly reconciled to the services delivered.

HCA Healthcare UK West London NHS Trust

AWARD FOR...
BOARD ASSURANCE 

WINNER

AWARD FOR...
BOARD ASSURANCE  

HIGHLY COMMENDED

By introducing Allocate’s HealthRoster software, West London NHS 
Trust has reduced agency spend in a financial year by around 
£9 million.

The quality review systems (QRS) team wanted 
to assess real-time performance against the 
Care Quality Commission’s (CQC) five key lines 
of enquiry (KLOEs). It explored how 
HealthAssure could be used within the 
framework and applied to all levels and all 
facilities to provide assurance.

The HealthAssure system was built to mirror the 
organisational structure of the pilot site, which 
had multiple departments such as surgical and 
medical wards, critical care, theatres and 
outpatients. The organisation chose 
HealthAssure because it wanted to employ 
self-assessment and peer review to monitor 
performance and provide facility assurance.

The QRS team had a structured programme of 
engagement to make sure the new system 
became embedded. Heads of departments had 
one-to-one training to learn about the system, 
its relationship to the KLOEs and the meaningful 
impacts on patients. The QRS team worked 
closely with members of staff and provided 
ongoing support so everyone felt confident and 
would trust their real-time performance data. 
Training packages included examples of best 
practice, user guides, exemplar narratives and 
evidence directories.

Staff could self-assess, compare departments, 
expose gaps and create action plans to meet 
opportunities. Implementing HealthAssure 
meant that the QRS team could have 
conversations with staff around the standards 
and what they meant in each setting and 
celebrate outstanding practice.

There is improved accuracy of agency usage 
reported to NHS England and NHS Improvement 
and it has an improved validation process of 
agency workers’ credentials.

In 2016/17, agency spend was around £22 
million. By the end of 2018/19 that spend was 
reduced to around £13 million.

Chris Russell, head of workforce productivity, 
said: “The centralised record of all temporary 
staff enables us to analyse in fine detail our 
agency spend. We now have valuable insight 
into the where, when, who and why of agency 
expenditure, thanks to the HealthRoster 
software.”
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West London NHS Trust has increased the happiness of its staff and 
created a better culture across the trust through improvements to shift 
allocation management. 

The improvements in rostering has improved 
staff retention with turnover falling from 15.3 to 
13.2 per cent. Shift requests have increased by 
79 per cent, which demonstrates staff are taking 
advantage of the flexibility to arrange work 
around their lives. Lead times for roster 
publication are at 5.4 weeks in advance,
in comparison to the national average of
2.5 weeks. 

Critical to the success of this has been engaging 
with a diverse range of stakeholders and making 
sure the senior leadership team is cohesive. It is 
also vital to listen to staff and show the action 
that is being taken following that feedback.

Chris Russell, head of workforce productivity, 
said: “The charter is a commitment the trust has 
made to its staff and it has been positively 
received by our staff working in shift-based 
patterns.”

Reviewing unused hours identified a reduction 
from 63,253 hours to 26,306 hours over a 
six-month period, realising savings of £7,036. 
Also, increased visibility and reporting 
capabilities is ensuring medic resource is well 
planned, which has led to a reduction in agency 
spend through releasing internal capacity. 

Gemma Dunning said: “Our strive for roster 
excellence continues and our strong 
management and measuring tools ensure our 
ongoing progression. The whole-workforce 
approach has significantly improved the trust’s 
vision and direction.” 

West London NHS Trust Lancashire Teaching Hospitals NHS Foundation Trust 

AWARD FOR...
ACHIEVING CULTURAL 
EXCELLENCE 

WINNER

AWARD FOR...
ACHIEVING CULTURAL 
EXCELLENCE  

HIGHLY COMMENDED

Lancashire Teaching Hospitals has implemented a long-term strategy 
to create a more joined-up approach for planning staffing rosters, 
using various Allocate software products. This has led to a reduction 
in unused hours and agency spend.

West London NHS Trust has been looking to 
improve its culture and increase the happiness 
of its staff for several years. The trust has various 
streams of work to support this, one of which 
was to develop a fair and safe shift allocation 
charter. It was identified that shift allocation was 
one of the key influencers to having a workforce 
that believed it was being treated fairly.

The trust wanted to understand how staff felt 
about the shift allocation process and see how 
the work-life balance could be enhanced. A staff 
survey was conducted, and it identified specific 
themes that needed to be improved around rest 
times and transparency and equality of shift 
allocation. The trust carefully analysed these 
results and collaborated with executive 
directors, managerial colleagues and staff-side 
reps to compile the charter.

The trust used Allocate’s e-rostering software to 
make sure that there was automatic visibility of 
everyone’s shifts, making sure each member of 
the team could see their colleagues’ shifts as 
well as their own.

The trust covers a large geographical area and 
has built a strong internal communications 
structure to make sure its messages are 
received. There is a regular e-rostering bulletin 
update as part of this.

The trust recognised that in order to drive 
improvements and cultural change it needed to 
have a competent and effective approach to 
roster planning, so that the right people were in 
the right place at the right time. To do this the 
trust is using Allocate’s HealthRoster, 
ActivityManager, SafeCare and e-Expenses, 
which have identified different ways of working 
and achieved real-time visibility. 

Head of HealthRoster Gemma Dunning has led 
the change across the organisation and 
supported staff at all levels to understand the 
new approach. Gemma has been able to 
challenge non-effective rosters and provide 
detailed information and knowledge to senior 
nurses and management so that they can make 
informed decisions about staffing restrictions, 
highlight non-compliance issues and advise on 
how to make improvements. 

Staff engagement and building strong working 
relationships across the trust has been key to 
encourage learning new technology and 
practices, which all link into the trust’s strategic 
aims and is supported at executive level. 

Rolling out ActivityManager required a huge 
data collection exercise and an understanding 
of department practices to build their units on 
the system. However, the detailed reporting 
system means that the trust can now manage 
and interpret complex data, highlight issues 
individually and act accordingly.




