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NHS Staff Management and Health Service Quality   West and Dawson  

Staff 
Engagement 



1. Focus on the quality of care 

2. Ensure all staff and their teams 
have clear objectives 

3. Support staff via enlightened HRM 
practices such as effective 
appraisal and high quality training 

4. Create positive work climates 

5. Build trust 

6. Ensure team working is effective 

    West and Dawson 



Supreme professional will 

Invests in building an enduring 
great company 

Creates superb results 

Demonstrates unwavering 
resolve to provide the best offer 

When successful looks out of the 
window and credits staff with 
achievement 



Supreme professional will            
                                            AND 

Personal humility 

Invests in building an enduring 
great company 

Not driven by self-interest 

Creates superb results Shuns public adulation 

Demonstrates unwavering 
resolve to provide the best offer 

Relies on inspired standards 
not personal charisma 

When successful looks out of the 
window and credits staff with 
achievement 

Looks in the mirror accepting 
personal responsibility for 
poor results  



Affiliative:       people first, avoid conflict, relationships 
 
Coaching:      development, support, feedback 
 
Participative : consensus, involving, listening 
 
Pace setting:  leading from the front,  driving for targets,   
                       high standards,  little collaboration 

Directive:        compliance, monitoring, consequences 
 
Visionary:        long term direction, keep on track 
 

  



Findings: 
Task list system – depersonalises and categorises people 

Detachment and denial of feelings – frequently moving staff and 
patients, failures lead to multiple reprimand and no comfort 

Checks and counter checks – reduce the weight of personal responsibility  
and delay decisions  

Delegation to superiors– so responsibility for decisions can be disclaimed 

Purposeful obscurity in the formal distribution of responsibility – 
content and boundaries of roles are obscure, especially at senior levels 

Idealisation and under estimation of personal development – training 
focused on tasks, not personal maturation 

Avoidance of change – because it brings anxiety into the open and 
threatens the other defence systems 

Isabel Menzies Lyth  
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Explanation 
An attempt to understand what happened and why 
it happened, a search for root causes. 

Blame 
A search for failures and violations, involves 
passing judgement, labelling others as lazy, 
incompetent, careless, or negligent – all of which 
are attitudes rather than root causes and involve 
punishment rather than learning. 

Dympna Cunnane LBS 



A ‘just culture’ which will ask several questions 
before allocating blame and sanctions. When an 
incident happens a just culture will : 

11 

 
• Determine the intention of the action 
• Determine whether procedures were clear and 
workable 

• Ask ‘was training adequate?’ 
• Ask ‘were the employee’s work habits historically 
unsafe?’ 

Dympna Cunnane LBS 



Ailing Able Elite 
Creates a strategy which 
fails to resolve the tough 
issues 

Create and communicate a 
compelling strategy, reinforce 
with systems and processes 

Provide purpose – engage 
people around the vision 

Provide overly detailed 
instructions and monitor 
excessively – high control 

Show care towards 
subordinates and sensitivity to 
their needs – high support 

Set stretching goals, providing 
space and choice – high 
challenge 

Create excessive complexity 
and ambiguous roles 

Create clear roles and 
responsibilities; link 
performance  & consequences 

Encourage an owner mind-set 
at all levels 

Accept low engagement in 
certain areas – the front line 
– as inevitable 

Construct a coherent set of 
complementary rewards 

Create meaning, regardless of 
role 

Drive innovation only 
through special one-off 
initiatives 

Solve problems in new ways 
as part of day-to-day work 

Strive to be at the heart of a 
wide external network - secure 
position at the forefront 

Direct the energy of the 
organisation inwards 

Make creating value for 
customers the primary 
objective 

Focus on creating value for 
ALL stakeholders 
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 Be Courageous   
 Embrace uncertainty  
 Distribute leadership and decisions 

 Be Curious 
 Adopt open enquiring mindset 
 Draw on widely diverse perspectives 
 Go out of your way to make connections 

 Be Clear 
 Establish compelling vision 
 Invest in promoting values 

 
Welbourn et al  Cass Business School 2012 



 Be crystal clear about, and keep the focus on, the 
organisation’s core purpose – caring 

 Live the organisational values around the Board table 
and elsewhere – especially when making and 
implementing tough decisions - consider the impact 
on staff as much as the impact on patients 

 Make sure you know that staff are being treated in the 
way you would wish them to care for patients 

 Capture internal trends in staff engagement by 
department or directorate and regularly publish 
alongside the best external benchmarks 

 Address poor leadership and poor behaviour quickly 
 Celebrate and recognise those at all levels that 

exemplify values based leadership 
 



Cherokee saying: 
   

 
‘If you listen for the 
whispers you won’t 
have to hear the 
screams’ 
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