
How will we engage staff in transformational change? 
 
Professor Michael West (Senior Visiting Fellow at The King’s Fund) showcased his 
recent research on team and organisational innovation and effectiveness, 
particularly in health organisations. He explained why it is important to engage 
NHS staff in change and how this can be achieved.  
 
Michael’s research showed members of staff who feel engaged are likely to 
express the following types of opinion: 

• ‘I feel proud of the work I do’ 
• ‘I love my job’ 
• ‘I am proactive and involved in developing new ways of working’. 

 
The extent to which staff feel involved in transformation is related to positive 
patient outcomes.  
 
The research shows that low-trust, high-fear environments are not conducive to 
innovation, engagement or transformation. But there are four ways to create the 
optimal conditions for staff to feel proactive and engaged: 
 

• positive emotional environment in the workplace (when people feel 
positive, they will try out new behaviours) 

• culture of trust (the best predictor of engagement is whether people feel 
they have been treated fairly) 

• empowering staff to make change (encourage, reward and require staff to 
come up with new ideas) 

• removal of system obstacles to change. 
 
It is also important to have a practical, kick-start project to give staff an 
opportunity to have early engagement in improvement. 
 
Next, Francesca Thornton (chief operating officer at Royal United Bath NHS 
Trust) gave an example of how her trust translated the theory into practice – 
and got results!  
 
Francesca gave a very open account of the problems the trust was facing in 
delivering quality care. The trust was struggling, staff were exhausted and the 
Intensive Support Team (IST) also deemed the hospital to be unsafe. But the 
nursing staff were very keen to ‘turn the corner’ on quality.    
 
One solution the IST recommended was for the trust to think about the ‘Perfect 
Week’. For staff, the Perfect Week could mean many things, such as less email 
traffic, no meetings, no blockages within the system. But overall it would mean 
achieving desired results within the day.  
 
In March, the trust asked more than 4,000 of its staff to engage in the Perfect 
Week – which Francesca called ‘Spring to Green’. This was about caring for the 
right patient, on the right ward, at the right time, the first time and the only 
time.  
 
Over the course of a week, staff volunteered to take on various different roles, 
such as ward liaison officers or ward co-ordinators. This meant information could 



be passed on rapidly throughout the day to someone else, who could then take 
steps to remove the types of system obstacles that Michael talked about.  
 
This project created a much smoother care pathway for patients and it improved 
mood and morale among staff. There have been some lasting benefits, including 
improved patient experience and the trust has not breached its four-hour waiting 
target in A&E since March.  
 
When the Perfect Week was repeated in October, it was clear to Francesca that 
staff have learned what to do to avoid reaching crisis point.  
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