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Adopt and Configure your ESR to enable effective streamlining

North Central London STP
‘We know that to meet the demands of our population now and into the future, we need to do things
differently. Our community has told us they want a more joined up and integrated health and care
system and they want care closer to where they live and work.‘
NCL STP aim to look at how services are provided and identify opportunities to improve outcomes but
also, build a satisfied, resilient and skilled workforce, adding value, eliminating duplication and waste
whilst reducing costs.
Workforce

Improve the staff experience and value all completed training, in
recognition of the frustration felt amongst clinical and non clinical staff.

Creating greater flexibility for the existing workforce and attract the
future workforce with modern work practices.
Optimise OLM to meet the needs of a modern NHS.

Reduce and eliminate duplication of effort and streamline processes and
procedures, over and above the national streamlining programme.

Greater job
satisfaction
amongst
workforce
teams &
improved
patient
experience.

The Approach

Methodology
‘NCL STP agreed to work collaboratively to improve the staff experience for approximately 40,000 staff by
optimising the functionality within OLM, to enable the portability of mandatory and statutory training via
ESR.‘ Cheryl Samuels, Deputy Director of Workforce – NCL STP Education & Training
Cultural Change Programme - Intention to transform current practices into modern streamlined
practices

Align MaST subjects to Core Skills
Training Framework.

L&D Leads

Establish the baseline benchmark of variation
across all 10 Trusts.

Recruitment
Leads

Standardise the configuration of OLM and closely align any other
third party systems.

Workforce
information
Leads
Medical HR
Leads

Enable the functionality within
each Trust and devise
supporting processes to
streamline operational activity,
reducing the admin burden.

Reduce on-boarding process and
improving ‘time to hire’ by
standardising expectations in adverts,
offer letters, contracts. Facilitating
early release of staff to work areas.

Establish
knowledge and
skills and
provide
educational
support in safe
spaces.

Devise a reduced corporate induction programme realising the benefits of optimising
ESR for newly appointed staff joining each Trust.

Programme Approach
•
•
•
•
•
•
•
•
•
•
•
•
•

Executive level buy in, accountability and focus.
HEE – instrumental in bringing key strategic players, the vision and the narrative.
Established common themes and issues, and tackled those in a bid to transform the staff experience.
Aim to work with all organisations that had the will to improve staff experience.
Working in partnership with the NHS ESR Programme Team.
Working to project tracking documentation.
Reviewing the educational needs, technical expertise and sharing good practice.
Delivering a series of events, including engagement workshops, webinars and masterclasses.
Maximising ESR functionality available.
Project management.
Identified project deliverables.
Close monitoring of deliverables to keep on plan.
Unlocking local operational issues and brokering conversations within individual organisations.

Thoughtful planning, sensitive implementation, and above all, consultation with and
involvement of staff that are required to deliver these changes. Organisations can’t force
change on staff that is not understood, otherwise staff revert back to old practices.

Programme Structure
Collaborative working group across all NCL STP member organisations and cross-department working Recruitment, Training and HR teams working together towards one goal – as system leaders!

Working Groups
• Administrative Excellence (chair – Senior Manager)
Processes, procedures, SOP, to identify mis-alignment and gaps in system configuration, education and
expertise - ESR Senior Account Manager attends all meetings.
• Productivity and Efficiency (chair – Senior Manager)
Focus on mapping all stat and mand training, quality of training, outcome of training, mode, duration
of course and identify the gaps to establish a baseline. CSTF alignment across the patch and reasons
why not aligned.
• Transformation and course re-design (chair – Senior Manager)
Forum to look at agreed approach to delivering standardised core skills training, with reduced
variation. To look at mass-procurement of any external training.

Programme Structure
Collaborative working group across all NCL STP member organisations and cross-department working Recruitment, Training and HR teams working together towards one goal – as system leaders!

Governance
• Design and Delivery group
STP project steering group, led by Director of HR reports into the LWAB. The working groups report
into this steering group.

• HRD and Deputy HRD Networks
The STP lead provides updates to these networks on project progress, as well as a monthly NCL STP
update.
• Local Workforce Action Board (LWAB)
Quarterly updates are provided to the Local Workforce Action Board that has oversight of all NCL
STP workstreams.

Timeline of Key Milestones

2017
May
STP project
Identified

Jun
STP Lead
Appointed

Data Gathering
Stakeholder
mapping

Sept
STP Project Launch
Event

2018
January
Short Term
Project Plan &
Tracker

May
Mar
Feb
Appointed Masterclass 1 Webinar Series
NHSI
Leads to sub
Involvement
groups

Jun
Masterclass 2

2019
Jan
NCL Central ESR Data
Authorisation Request
for monthly data
Devise Final Tracker

Feb
SACT competencies in
ESR

Mar
Final Objectives
Tracker
ESR Case Study

Oct
Established
Working groups.
Established Design
and Delivery Group
Sep
Masterclass 3
ROI Costings

Oct
ROI
Costings
Finalised

Nov
ESR engaged
with STP

Nov
Masterclass 4

Dec
Project planning

Dec
NCL Central ESR
Data
Authorisation
Request

Stakeholder Engagement
1.

Strong programme manager with vision,
credibility and clear leadership qualities.
2. Engagement with strategic leaders for decisions.
3. Strong relationship with SIRO for the
workstream.
4. Credibility amongst the operational and
strategic leaders, whilst appreciating local
challenges whilst focusing on the narrative.
5. Ability to identify the problems and facilitate
the resolutions with organisations.
6. Ability to have open and honest conversations.
7. Working in true partnership with ESR.
8. Respecting the expertise of various staff groups.
9. Allowing staff to grow and develop as they learn
10. Creating the space to question, probe, make
mistakes and learn.

Cultural Change Programme
Never underestimate your power to change
yourself, never overestimate your power to
change others.
Wayne W. Dyer
American self-help author and a motivational speaker

•
•
•
•
•
•
•

Thinking as system leaders.
Thinking creatively and changing what was seen as the ‘impossible’.
Working together & leaning on each other, sharing expertise.
Breaking down barriers within departments.
Breaking down barriers across organisations.
Encourage collaboration of services and resources.
Creating a NCL support network.

Benefits Realisation

Benefits so far…
•
•
•
•
•
•
•
•
•
•

•
•

8/10 Trusts have aligned their systems to enable the portability of training data.
All CSTF training is being accepted by all 8 Trusts, eliminating duplication.
Competency requirements are aligned to each role within each Trust.
Staff training records are much clearer and accurate.
MyESR – improved user experience and usage across the Trusts.
The volume of pre hire IAT’s conducted has improved significantly, as there is over 40,000 competencies
within NCL available for transfer.
Improved data quality; sickness, continuity of service, training records.
All trusts have enabled remote access for staff.
Majority of applicants can complete MaST prior to starting with a Trust.
Online registrations (Update Attendance Portlet) has been trialled with partial success, eliminating paper
registers.
Implementation of self enrolment on courses - set up learner access.
Email address entered against the applicant record for the user in the ‘office tab’ to facilitate the receiving
of username and resetting of password and for receiving notifications via email.

Benefits so far…
• A collective mind-set of system leadership has been developed with clear ambition that everyone is
committed to.
• The learning has taken place through experiential learning, which is more sustained and supports
embedment.
• Greater understanding of the ‘end to end applicant to employee journey’.
• Enhanced knowledge and skills across operational teams and strategic leaders.
• There are stronger relationships across NCL Trusts and the network of supporting and sharing good
practice has remained in place.
• NHSI have recognised the intricacies of the challenge that teams faced with regards to the
interoperability of systems.
• NCL Mast Collaboration – nominated and shortlisted for a HPMA Award 2019.
• UKONS SACT Passport – Series of national competencies aligned to a professional framework were
launched on ESR in February 2019, enabling the transfer of these skills across the country.
• Other Clinical Skills are being standardised in which ESR and eLfH are being considered.

Estimated saving of over £9.5m over 5 years of which £3.6m is
recurrent savings.

Project Key Elements

•
•
•

Executive Level support within org’s
Decision makers
Collective voice to drive change

•
•
•

Benchmarking usages
Collating network data
Monitoring compliance with
targets

•
•
•
•

Review & Revise
Implement & Embed
Re-enforce ESR good practice
Wider ESR footprint

Executive
Support &
Vision

Programme
Management

PROJECT
SUCCESS

Data

Working
Practices

•
•
•
•

STP Lead
•
Regular meetings
Reports
Arranging of events

Collaboration

Learning

•
•
•

•
•
•
•

Communication with
Executives and
interested parties

Developing a network
Sharing good practice
Working together to one vision
Peer to peer support

Presentations / Webinars / Masterclasses
Regular STP meetings
ESR Education

Next Steps
1. Embedding MaST Workstream
This will focus on monitoring and ensuring there is an overarching agreement to maintain
the knowledge, skills and expertise required to ensure that data portability is maintained
and owned within each organisation moving forward, so it becomes business as usual.

2. Bank Workers & Apprenticeships
This initiative will focus on ensuring that the portability of training records is systematised,
optimising the use of ESR and eliminating cost. This enables the synchronisation of staff
records to prevent the duplication of training occurring within each organisation. MaST
will be incorporated into this initiative.

Next Steps
3. HEI’s
This initiative has commenced, but will involve mapping completed MaST training by
students in their final year, who arrive at NCL Trusts as newly qualified staff. There is an
opportunity to eliminate the duplication by working with the HEI, ESR, NHSI and NCL
stakeholders.

4. Primary Care – Systemisation of Access to Training
The aim is to promote learning opportunities via the training hubs, in a systematic way that
supports future staff sharing arrangements and shared patient pathways. This will be
accessible to primary care staff in the form of both online and classroom based training.

For Further Information
Read our Case Study here on the ESR website.
Or contact:
Cheryl Samuels
Deputy Director of Workforce – STP Education & Training
cherylsamuels@nhs.net
@nclstp |@chezzy319

