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Purpose
• To provide an overview of how the ESR solution supports and enables organisations to align to
the national streamlining programme.
• To provide useful information on how streamlining has been approached via an STP by
working collaboratively across its member organisations or by an individual organisation
working together to one vision.
• To provide key information on the ESR functionality and the New Starter Journey to enable
organisations to maximise their ESR footprint to achieve greater benefits.

‘Streamlining is about delivering a quality recruitment experience in an efficient and timely way, reducing
duplication and unnecessary delays in getting the successful candidate started in the workplace.’ NHS Employers,
Streamlining Week pages

Introducing…

STP Approach: Portability of Training Project - NCL STP

Cheryl Samuels
Deputy Director of Workforce – STP Education
& Training
cherylsamuels@nhs.net

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

Introducing…

Trust Approach: Streamlining Induction using ESR

Emma Peabody
Workforce Development & Information
Systems Manager – ESR
emma.peabody@walsallhealthcare.nhs.uk
Karen Bendall
Workforce Training Manager / OD
Practitioner
karen.bendall1@walsallhealthcare.nhs.uk

Streamlining Induction using ESR
Emma Peabody & Karen Bendall

Introduction to Walsall
The area we serve:

• Population of over 270,000 - Walsall experiences extremes of deprivation
• Providing integrated health services for the people of Walsall and increasingly parts of South
Staffordshire and the Black Country
• Walsall Together - partnership with Social Care, Mental Health, Public Health and associated
charitable and community organisations
The organisation:

• We employ 4355 substantive staff and 1061 temporary workers
• Average YTD turnover of 10.04%
• Average of 900 new starters per annum - induction day is held twice per month with an average
of 30 - 40 attendees per session

Why the need to change
Induction did not cover all Mandatory training requirements:
• Third party e-Learning solution was implemented at a cost
• Third party solution – technical issues preventing completion
Paper copies issued at Induction to ensure Mandatory training completed:
• Preventing new starters from engaging with speakers
• Not receiving a good Induction experience sometimes required to stay after induction to
complete paperwork.

Why the need to change
Manual interventions required:
•
•
•
•
•
•

Downloading data from third party system
Analyse data to identify gaps in completions
Target relevant attendees to complete paper copies
Mark assessments
Manually add competencies to ESR – paper and third party
Contact any new starter that had been unsuccessful in meeting the required standards

The New Process
•

The ESR Annual Assessment and on-site IAT
workshop with our Regional NHS ESR Team
identified gaps and opportunities to move away our
third party solution and make full use of ESR
capabilities, enabling applicants to access e-learning
prior to hire.

•

This presented a great opportunity to change and
streamline our induction process for all staff (DiT
currently excluded)

Teams Involved

Recruitment

ESR

Learning &
Development

Process Steps Pre-Hire












Recruitment identify successful candidate – (status changed to offer accepted).
ESR auto creates a user account overnight.
ESR Team populates user account details on shared drive.
Recruitment Team e-mails access details to applicant in the final offer letter.
Recruitment Team run the pre-hire IAT to transfer any valid national competencies.
Learning and Development check the ESR compliance matrix to ensure that all training requirements are
correct - changes are made if necessary.
The positions are then enrolled onto all outstanding training that is required (including any specific to
role, e.g. Safeguarding Children or Adults levels 1 or 2.)
Classroom sessions are booked if required.
Weekly checks undertaken – reminders issued.
Start date is deferred if e-learning has not been completed.

Successful
candidate (offer
accepted)

ESR

auto creates a user
account overnight

L&D

Check ESR
compliance
matrix for
accuracy

e-mail access details
to applicant in the
final offer letter

run pre-hire IAT to
transfer any valid
national competencies

Induction Day

Recruitment

populates user account
details on shared drive

Amend
where
required

*Start date is deferred if e-learning has not been completed

Positions enrolled
onto outstanding
training

F2F sessions
booked if
required

*Weekly
checks –
reminder
issued

Lessons Learned
As with any system we sometimes experience technical or user error problems. Here are some that
users experienced and how we resolved them.
•

Issue - Unable to activate account
• Reset password over telephone
• If this fails applicant is required to access from an N3 network

•

Issue - Unable to access the ESR system from home
•
•
•
•

Is the web address correct?
Attempt access via the mobile app
Incorrect login details
Opportunity given to come on site and utilise computers

Lessons Learned
As with any system we sometimes experience technical or user error problems. Here are some that
users experienced and how we resolved them.
•

Issue - Courses not playing
• Try on a different device
• Training not complete on ESR prior to attending induction

•

Issue - Competencies not updating on compliance matrix
• Ensure the content has been completed

•

Issue - Not on ESR prior to attending induction
• Applicant start date is deferred to a later date in order to gain their ESR access
• Paper based copies are issued on the day, for exceptional circumstances (e.g. ESR service availability)

Key Considerations
• Set up a project team and involve key departments e.g. Recruitment, Learning and
Development and the ESR/Workforce teams;
• Undertake a process mapping exercise to understand and agree the full end to end process and
the responsibilities of each team;
• Ensure that your senior management team support the project. Our Chief Executive was very
supportive of this project;
• Are you implementing for all staff groups ?

Benefits
•

It enables our future employees to undertake their e-Learning at their own pace prior to
induction.

•

Refocuses the Trust Induction on core values.

•

Cost saving by ending contract to third party solution circa £5k.

•

Redirect resources to areas that add more value.

•

All mandatory training requirements are met – meaning new starters are ready to “hit the floor
running”.

•

Mandatory Training Compliance – 86.1% as at Feb 2019.

“The Trust already knew what training I needed to complete as ESR had transferred all valid
competencies from my previous NHS employer, meaning I did not have to repeat unnecessary
training. The process was straight forward, I was able to access the e-learning from home on my
own device and complete my e-learning requirements prior to attending the Induction day,
enabling me to hit the ground running”
Catherine Griffiths
Director of People & Culture

Views from Staff…
“I was able to log into ESR on my
computer at home, my experience was
OK and I had no problems getting my
training completed”

“I completed the training on my
iPad - I enjoyed the experience and
the courses were interesting”
Specialist Physiotherapist

Health Records Clerk

For Further Information
Read our Case Study here on the ESR website
Or contact us:

Karen Bendall : Karen.bendall1@walsallhealthcare.nhs.uk
Emma Peabody: Emma.peabody@walsallhealthcare.nhs.uk

Closing Highlights
The webinar has demonstrated:

• How ESR supports and enables the National Streamlining Programme.
• The ESR New Starter Journey and the ESR functionality that enables streamlined
processes.

• The Importance of collaborative working across back office functions to fully optimise
the ESR solution and the benefits available.
• Two different approaches to streamlining, providing using information and insight.
• Where to find more information on how ESR supports streamlining.

Closing thoughts…

WE’VE GIVEN YOU OODLES OF INFORMATION…

TO HELP YOU TO PLAN YOUR NEXT STEP…

KEY POINTS TO REMEMBER...

STREAMLINING IS ABOUT…

COLLABORATION

SYSTEM
OPTIMISATION

PROCESSES &
WORKING PRACTICES

REMEMBER WORKING TOGETHER AND UNDERSTANDING EACH OTHERS NEEDS IS KEY…

DEFINE YOUR APPROACH…

INDIVIDUAL
NHS ORGANISATION

SUSTAINABILITY AND
TRANSFORMATION
PARTNERSHIPS

REGIONAL
STREAMLINING
GROUPS

ALL OF THE EXAMPLES ENCOURAGE…
COLLABORATION AND EFFECTIVE USE OF THE ESR SOLUTION

HOW ARE YOU GOING TO TAKE YOUR FIRST STEP ?

REMEMBER…

ESR IS MORE THAN JUST STREAMLINING.

WWW.DISCOVER.ESR.NHS.UK

VISIT DISCOVER YOUR ESR TODAY…
TO LEARN HOW ESR CAN
SUPPORT YOUR BUSINESS
NEEDS.

WWW.DISCOVER.ESR.NHS.UK

VISIT A SEGMENT…

TO DISCOVER HOW MAXIMISING ESR CAN HELP YOUR ORGANISATION…

THANKS FOR LISTENING...
…AND THANKS TO OUR GREAT GUEST SPEAKERS.

TO FIND OUT MORE CONTACT…
Cheryl Samuels
Deputy Director of Workforce – STP
Education & Training
cherylsamuels@nhs.net

NHS ESR REGIONAL TEAM
FUNCTIONAL ACCOUNT MANAGERS
www.electronicstaffrecord.nhs.uk
@nhsesr

Emma Peabody
Workforce Development & Information
Systems Manager – ESR
emma.peabody@walsallhealthcare.nhs.uk

Senior ESR Account Managers
Nicola.fowler6@nhs.net (London & South)
Maria.Scott2@nhs.net (Midlands & East)
Mike.winstanley@nhs.net (North)

Karen Bendall
Workforce Training Manager / OD
Practitioner
karen.bendall1@walsallhealthcare.nhs.uk

WWW.DISCOVER.ESR.NHS.UK

START YOUR JOURNEY
TODAY…

WWW.DISCOVER.ESR.NHS.UK
Nicola.Fowler6@nhs.net (London & South) | Maria.Scott2@nhs.net (Midlands & East) | Mike.Winstanley@nhs.net (North)

