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Executive summary
This report presents the Guardians’ Annual Report for the period 1 April 2024 – 31 March 2025 and provides an overview of the activity and themes that took place during this period.
Staff raised 101 concerns to the FTSU Guardians 101 (a total of 548 since the service was launched in May 2019). Whilst lower than last year it was an increase on previous years.  During the same period, 62 concerns were also resolved / closed.
The most common theme for new concerns remains as in previous years Management Concerns (47) but there has been marked increase in “Behaviour/Relationship” (15).
The response to the only ‘Red’ concern escalated was very prompt and a response actioned as soon as possible.
The job group that raised the most concerns were Nursing and Midwifery (42%) which continues to reflect the pressure throughout the workforce as they try to manage public expectation especially in the areas of A&E and Maternity. The marked increase to the category of Allied Professional Staff (13.13%) shows the work in areas of Phlebotomy and Pathology.
The largest user of the Service was the Morriston Service group which reflects the Guardians work in Maternity, ED and with International Overseas Nurses.
Work undertaken to reduce the number of contacts wanting to remain confidential has benefitted, with over 30% allowing escalation. This is an increase of over 50% from the previous year and currently at the highest it been since the service launched in May 2019.
Most staff chose to speak to The Guardian Service because they felt they had raised the concern before and had either not been listened to or nothing had been done (63%) followed by the perception that they would not be listened to (21%).
The Guardians have continued to meet regularly with OD, monthly with the Director of Workforce and OD and bi-monthly with the Chair and Independent Board member; to discuss emerging themes. No identifiable data is shared without explicit permission from a staff member.
A focus of the Guardian’s work remains in 3 areas: A&E at Morriston, Maternity at Singleton/Neath Part Talbot which includes the Community Outreach Midwife teams and Mental Health & Learning Disabilities, as the complexity of cases continues to grow.
2. [bookmark: _Toc203999147]
Purpose of the paper
The purpose of this paper is to share the continued progress, development and evaluation of the service and recommendations from the Raising Concern Guardians for the period 1 April 2024 to 31 March 2025. It should also be considered alongside the current context of the Health Board, wider workforce intelligence such as the 2024 NHS Wales Staff Survey Results and subsequent action plans, as well as the Health Board’s Strategic objectives and People Strategy.

[bookmark: _Toc203999148]2.1 Number of concerns raised
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There have been 101 (a total of 548 since the service was launched in May 2019) concerns raised by staff during the period of this report. This figure would have been higher if there had not been the ability to group one concern in particular according to area/Service Group.  During the same period, 62 concerns were also resolved / closed. 
Contact has been made from staff to the Raising Concerns Guardians via email (959), telephone (278) and face to face visits (239).  Face to face remains the most impactful method of engagement, whilst use of Microsoft Teams remains an accessible method since SBU HB have in many areas adopted a “hybrid” way of working since the Pandemic. There has been extensive engagement with Maternity and ED through regular “drop in” sessions as well as engagement with Senior Management to ensure they were aware of the issues that the staff were raising with us.  The Guardians have maintained a regular presence in all areas of the Health Board accepting invitations for presentations and team briefings whenever requested. The full access at all the sites has meant that the Guardians have been able to undertake “walkabouts” in wards as well as attend team briefing sessions at the start and end of the shifts.

[bookmark: _Toc203999149]2.2 Confidentiality
	Confidentiality
	No. of concerns
	Percentage

	Keep it confidential within Guardian Service remit
	69
	68.32%

	Permission to escalate with name
	14
	13.86%

	Permission to escalate without name
	7
	6.93%

	Permission to escalate anonymously
	11
	10.89%

	Total
	101
	100%



As mentioned in last year’s Report, focused efforts have been made to reduce the number of contacts wanting to remain confidential which has produced results, with over 30% allowing escalation. This is an increase of over 50% from the previous year and currently at the highest it been since the service launched in May 2019.  Whilst a welcome improvement, there is still more to be done.
[bookmark: _Toc203999150]2.3 Escalation, Timescales and Monitoring
Concerns raised through the Guardian Service are recorded and escalated as per the following RAG system in line with the Service Level Agreement, which is integrated into the Silver on-call process for SBU HB:

	Call Type
	Description
	Agreed Escalation Timescales

	Red
	Includes patient and staff safety, safeguarding, danger to an individual including self-harm.
	Response required within 12 hours

	Amber
	Includes bullying, harassment and staff safety.
	Response required within 48 hours

	Green
	General issues
	Response required within 72 hours

	White
	No discernible risk.
	No organisational response required


N.B.  Depending on the severity/seriousness of the concern, a response does not necessarily mean that the issue has to have been fully resolved in any category by the given timescale.  It does however require the relevant line/senior manager to have written to the Guardian making the initial contact, to confirm what actions have or are going to be taken.

There was a requirement during the year to raise a RED category concern which was dealt with in the contracted timescales.
Monthly meetings are held with the Director of Workforce & Organisational Development to talk through the monthly activity reports which includes themes and outcome of cases. No individual can be identified by the report, therefore keeping staff members’ confidentiality, which is essential and a contractual obligation.  
Eight-weekly meetings have been held with the Chair of the Health Board along with the Chair of the Workforce, OD & Digital Committee and both of their commitment to the Service is clear.
The regular 3-weekly meetings started during the pandemic have continued virtually throughout the year with the Head of Culture, OD & Staff Experience to ensure that any issues are discussed/resolved and we thank her for her support of the Service. We have also regularly engaged with Leads for the Neuro-Diversity Network and Calon throughout the year.
Every effort is made to close cases as quickly as possible, but some cases will remain open for as long as staff members require support bearing in mind the length that some of the formal processes take. Focused efforts have been made to improve this rate by instigating regular “case review” meetings with the Speak Up Guardian’s Line Management.
[bookmark: _Toc203999151]2.4 Themes
Concerns raised are broken down into the following main categories:
	Themes
	No. of concerns raised
	Percentage

	
	01/04/24-31/03/25
	Previous 
12 months
	01/04/24-31/03/25
	Previous 12 months

	Patient safety 
	11
	13
	11.11%
	10%

	Management Concern
	47
	63
	47.47%
	49%

	System and Process
	12
	30
	12.12%
	24%

	Bullying and Harassment
	7
	6
	7.07%
	5%

	Discrimination and Inequality
	1
	4
	1.01%
	3%

	Behavioral / Relationship
	15
	8
	15.15%
	6%

	Worker Safety
	4
	1
	4.04%
	1%

	Other
	4
	3
	4.04%
	2%

	TOTAL
	101
	128
	100%
	100%



[bookmark: _Toc203999152]2.5 Trends in Cases
With “Management Concerns” in itself being nearly 50% of the concerns raised it is clear that the service pressures, financial pressures and transformational work have contributed during the year at a greater rate than previous years.  With many of the concerns there is a long-term solution being worked through, although this doesn’t relieve the short-term pressure. 
For a number of the concerns it has been felt that there has been a lack of training for movement into management positions which has been recognised by the Health Board with new initiatives such as the ‘Brilliant Basics’ digital platform which is accessible to new and existing managers in real-time, as well as easy-read Leadership Toolkits, and a revised Healthy Working Relationship & Civility facilitated Webinar launched, to support rectify this gap.
There has also been an increase in those listing “behaviour/relationships” as the primary factor from 8 in 2023 to 15 in 2024, which again just reinforces the fact that staff are finding the working environment very stressful and pressurised.
[bookmark: _Toc203999153]2.6 Assessment of Themes 
As you will see from the table/figures under section 2.3 above, there remains a similar level of concerns to previous years under the theme of “management concern” and when you add this to the “system and process” figure they still total nearly 60% (down from 75% last year) of the concerns which reflects that considerable amount of change currently occurring across the Health Board.
The increase in “Patient Safety/Quality” is marked this year especially regarding the pressures around Urgent & Emergency Care and Maternity where staff are feeling the constant and sustained scrutiny and pressure. 
While “Worker Safety” has not increased as a primary theme, when we record if appropriate a secondary theme, there is a marked increase in the number referencing this as a theme. 
Most staff chose to speak to The Guardian Service because they felt they had raised the concern before and had either not been listened to or nothing had been done (63%) followed by the perception that they would not be listened to (21%), which suggests that there is still much work to be done around the organisation’s culture of feeding back and taking action.
· Outcome of bullying and harassment concerns raised 
	Outcome of bullying and harassment concerns raised
	Number
	Percentage

	
	12 months
	Previous 12 months
	12 months
	Previous 12 months

	Informally resolved with Guardian support
	4
	2
	57%
	34%

	Decided not to take forward
	2
	4
	29%
	66% 

	Resignation
	1
	0
	14%
	0%

	TOTAL
	7
	6
	100%
	100%



The bullying and harassment concerns raised follow a similar pattern to last year and again it was possible to support staff avoid engaging in a formal process, by empowering them to raise the issue themselves, while the service provided ongoing support.  From our engagement with staff, feedback indicates that they do feel the Respect and Resolution Policy has made improvements to the process with the mediation option being helpful in certain “softer” cases although in several instances found that unless both parties approach the session with an open mind it can’t go forward with much hope of resolution. However, there remains still much use of the term “grievance” indicating further promotion of the revised approach and policy is needed.
· Concerns raised by Service Group / Directorate
	Directorate
	Number
	Percentage

	
	01/04/24-31/03/2025
	Previous 12 months
	01/04/24-31/03/2025
	Previous 12 months

	*Morriston Delivery Unit
	0
	10
	0
	8% 

	*Singleton & Neath Port Talbot Delivery Unit
	0
	2
	0
	2% 

	Primary & Community Services Delivery Unit
	12
	14
	12.12%
	11% 

	Mental Health & Learning Disabilities
	26
	23
	26.26%
	17%

	Informatics
	0
	0

	0
	0

	*Morriston Service Group
	23
	37
	23.23%
	28%

	HQ
	1
	4
	1.01%
	%

	Digital Services
	0
	0
	0
	0

	*Singleton & Neath Port Talbot Service Group
	32
	29
	32.32%
	22%

	Corporate Nursing
	0
	1
	0
	1%

	Corporate Governance
	1
	1
	1.01%
	0

	Estates & Ancillary
	4
	3
	4.04%
	3%

	Medical Directors Dept
	0
	2
	0
	1%

	Workforce & OD
	1
	0
	1.01%
	0

	Not confirmed
	1
	2
	1.01%
	1% 

	TOTALS
	101
	128
	100%
	100%


*N.B. Areas repeated in table due to data recording and comparison with the previous 12 months and changes in structure / title of the Service Group. The data recorded remains accurate in terms of numbers of cases by area and overall.
The 3 main areas of activity are Mental Health & Learning Disabilities, Morriston Service Group and Singleton and Neath Port Talbot Service Group. The figure for Singleton/NPT reflects the increased activity in maternity as well as the Community Teams.
As previously mentioned, we have continued to provide regular support to both ED and Maternity by way of regular monthly “drop in” sessions as well meeting management to provide feedback both ways from and to staff.
· Concerns raised by Job Group
The table below is very much as expected with Nursing and Midwifery remaining the highest staff group raising concerns due to the pressures on the front-line. Concerns remaining at over 40% of total concerns raised. This is also likely aligned to the position in both ED and Maternity & Neonatal. 
Concerns have been raised across all Job Groups, which is encouraging and shows the value of the outreach engagement work being undertaken. It is also positive that the number of “Role not confirmed” figures recorded have reduced further this year. Much work has been undertaken within Estates, previously identified as a “hard area to access” and we have seen increased contacts within Pathology and Phlebotomy.
	Staff Groups
	Number
	Percentage

	
	01/04/24-31/03/25
	Previous 12 months
	01/04/24-31/03/25
	Previous 12 months

	Additional Clinical Services
	8
	11
	8.08%
	8% 

	Additional Professional Services
	13
	1
	13.13%
	1%

	Administrative and Clerical
	14
	18
	14.14%
	14% 

	Allied Health Professional
	11
	16
	11.11%
	12.5% 

	Medical and Dental
	2
	6
	2.02%
	5% 

	Nursing and Midwifery Registered
	42
	62
	42.42%
	48% 

	Estates and Ancillary
	5
	3
	5.05%
	2.5% 

	Healthcare Scientists
	0
	4
	0
	3% 

	Role not confirmed
	5
	6
	5.05%
	      5%

	Students
	0
	1
	0
	1%

	
	101
	128
	100%
	100%


3. [bookmark: _Toc203999154]
Why staff use The Guardian Service
The category of “impartial support” shows a reduction from last year, however the feedback extracted from our user evaluation surveys below in section 3.1, gives a clear view that staff value the independence of the Service.
	Reason
	Number
	Percentage

	
	01/04/24-31/03/25
	Previous 12 months
	01/04/24-31/03/25
	Previous 12 months

	Fear of damage to career
	0
	0
	0
	0% 

	Fear of losing job
	0
	0
	0
	0% 

	Fear of reprisal
	1
	6
	0.99%
	4.69% 

	Believe they will not be listened to
	21
	49
	20.79%
	38.28% 

	Believe the organization will not take action
	0
	0
	0
	0% 

	Have raised the concern before but have not been listened to / nothing has been done
	63
	48
	62.38%
	37.5% 

	Other
	2
	6
	1.98%
	7.68%

	Impartial Support
	14
	19
	13.86%
	24.32%

	TOTALS
	101
	128
	100%
	100%



[bookmark: _Toc203999155]3.1 Service User Feedback
“Yes absolutely ……… was very kind and listened, explaining how the service worked. They were very clear from the outset regarding the parameters of the service.”
“I feel supported by my managers as well as the guardianship service to voice my concerns in order to ensure my place of work is safe.”
“I felt listened to, had regular updates and visits and felt the service was proactive in responding to concerns.”
“Of all the people/departments contacted ………. was the only one who got back and offered any form of assistance.”
“The support I received was excellent.”
“…………….. was amazing, patient and very assuring and made me feel listened and supported me through the incident.”
“…………. actively listened to my concerns, was proactive and supportive throughout, and kept me up-to-date from my initial contact with the guardian service.”
“I think it is very important for HB’s to have a Guardian service, the ability for staff to know there is an independent platform for staff to raise concerns.”
“The service came at a time when there was a significant amount of unrest on the unit.  The staff welcomed the opportunity to speak to an impartial person and feel safe.”
“I would like to thank ………… for their supportive and helpful response which was helpful in assisting me to make decisions about the next steps.”
“…………. support and guidance meant that my concerns were resolved in a more timely manner than if I attempted to resolve such issues independently.”
“I found the process simple, ……… took the time to understand the situation and was resourceful in being able to approach the appropriate people.”
“Opening up was a great weight off my shoulders.”
“This service provided reassurance and clarity at a time when I felt most vulnerable.”
“Great service. Would recommend to colleagues. ………. was a great help at a time where I was extremely unhappy in my role.”
“……….. was so supportive-they guided me to find my own answers, escalated concerns and found answers in a very difficult time. …. helped me like my job again.”
“An issue that had been outstanding for over a year in spite of following usual channels was speedily resolved. This has benefitted patients and staff. Thank you.”
“It was very helpful to be able to speak to someone that has an understanding of the organisation and be assured of confidentiality. I found ………. manner very reassuring. They didn’t influence my decisions but remained supportive in the background.”

It should be noted that whenever a contact is made, we always suggest to staff (if they are members) to make contact with their Trade Unions to ensure that staff are aware of all the options available to them. Where the individual is in a formal process of some sort, they are in many cases, supported by the Trade Union, so the Guardian Service purely offers a space and contact, to support their wellbeing.  

4. [bookmark: _Toc203999156]Recommendations and Actions
The following table outlines key recommendations for the Health Board and the
status/action taken against each one to be delivered and has been populated in
collaboration with the Health Board’s operational lead for Speaking Up Safely.
	Recommendation
	Status/Action
	Timeframe 
	Lead

	1. Improve Adherence to Policies and Timescales
· Action: Review current processes to ensure policy timescales are followed.
· Recommendation: Increase awareness among line managers about existing policies and encourage seeking guidance when unsure.

	ON-TRACK
Feedback and concerns from TU’s, ER Tracker and Guardian Service have resulted in ER cases being reviewed monthly by the HR BPs with the Ops. HR teams, and BPs working with services/managers to provide support/guidance to employees where cases are prolonged/not in line with process. The Best Practice Review working group introduced runs collaboratively in social partnership to ensure consistency across each of the SGs and aims to move away from siloed working. Individual case management then sits with the Operational HR team who receive feedback and up-dates from the Best Practice Review Working Group to support collective improvement.   An ER Case dashboard is to be developed which can be used by HR BPs to report on themes, actions etc. as part of Service Group performance meetings. 
Training, resources and guidance for Managers is being built into the Brilliant Basics Platform in addition to stand alone training sessions offered.  
Progress up-date on the Best Practice Review to be presented to WOD Committee in October 2025.
	Quarter 4 2025-6
	Director of Workforce & OD

	2. Enhance Staff Welfare During Suspensions
· Action: Ensure timely communication and welfare checks for suspended staff.
· Recommendation: Implement protocols that also prioritize staff wellbeing.
	ON-TRACK
As detailed above.
In addition, work has been undertaken by the Occupational Health & Staff Wellbeing Service to engage with the Guardian Service, HR, OD, TUs and Services around awareness and feedback around the G-TEP support available specifically for those staff in formal processes.  This engagement will inform improvement for action linked to the Best Practice Review.
	Quarter 4, 2025-6
	Director of Workforce & OD

	3. Promote the Guardian Service
· Action: Maintain and expand communication and engagement sessions across all staff groups.
· Recommendation: Include Guardian Service in all Management and Leadership training programmes.
	COMPLETED
Work finalised in partnership with stakeholders and as part of the Speaking Up Safely Working Group to enhance our Raising Concerns hub and develop resources as part of the ‘Brilliant Basics’ Management Development platform which embed the Guardian Service. In addition to the hub itself, resources include a Speaking Up Safely Webinar accessible for all staff and teams, a printable toolkit and poster with QR code for display across areas, which again include the Guardian Service.  This was launched during Team Brief in June and cascaded through Service Groups.  
Face to Face walkabouts, drop-in sessions and briefings will continue to be arranged as part of business as usual.
	N/A
	N/A

	4. Increase Visibility and Commitment from Leadership
· Action: Publicize personal commitments from Board and Executive team members regarding “Raising Concerns.”
· Recommendation: Hold annual briefings for Independent Board members about the Guardian Service.
	COMPLETED
Guardian Service attended informal Board on 8th October 2024 with the Chair and Ims.

October 2025’s Speak Up Campaign will be used as an opportunity to promote Board and Executive Team commitment to Speaking Up and the Guardian Service, integrated with the launch of the National Staff Survey as part of business as usual.

	N/A
	N/A

	5. Support International Nurses More Holistically
· Action: Review and enhance support for personal affairs (housing, transport, family needs).
· Recommendation: Continue providing high-quality training and complete the ongoing program review.

	COMPLETED
Meeting held with Deputy Director of Nursing and Head of Nurse Education to discuss concerns.  Subsequent actions were shared with Service Group Nurse Directors as appropriate to be actioned as business as usual, specifically:
· Contacting relevant SDG Nurse Directors 
· Advising corporate and SDG PDNs to have this on their radar when making ward visits
· Reminding ward managers to continue to welcome IE nurses, check on their wellbeing, keep up to date with PADRs 
· Consider making a staff story with a willing international nurse and their mentor/ward manager so that learning and best practice can be captured and shared. 
	N/A
	N/A

	6. Standardize Exit Interviews
· Action: Implement a consistent process for exit interviews across the Health Board.
· Recommendation: Use feedback from exit interviews for organizational learning and improvement.
	ON-TRACK
Call to action communicated through Team Brief to ensure accurate information is captured by managers in ESR to inform learning and improvement as part of the national staff retention agenda.

Improvement will be monitored as part of the national retention workstream and metrics.
	Quarter 4, 2025-6
	Director of WOD, Retention Lead, Service Groups 

	7. Embed “One Bay Way” Ethos
· Action: Address cultural divides between new and established staff.
· Recommendation: Provide training and support for newly promoted staff to manage teams effectively.
	ON-TRACK
Programme of work focusing on Leadership Development being finalised under new WOD Director.  
A redesign of our behaviour-based Leadership Development offering open to all Leaders and Managers and aligned to our Values and compassionate Leadership Principles and current organisational context in line with the CEO and Chair signing the NHS Wales Compassionate Leadership Pledge.  This will be taken through WOD Committee for assurance during August 2025 and launched in September 2025.
Learning will also be taken and culture improvements informed by the independent reports into Maternity and Neonatal Services.
	Quarter 4, 2025-6
	Director of Workforce & OD

	8. Foster Trust and Openness
· Action: Encourage staff to speak up by demonstrating responsiveness and support.
· Recommendation: Embed speaking up Safely into all Leadership & Management Development and promote where action has been taken.
	ON-TRACK
Work finalised in partnership with stakeholders and as part of the Speaking Up Safely Working Group to enhance our Raising Concerns hub and develop resources as part of the ‘Brilliant Basics’ Management Development platform which embed the Guardian Service. In addition to the hub itself, resources include a Speaking Up Safely Webinar accessible for all staff and teams, a printable toolkit and poster with QR code for display across areas, which again include the Guardian Service.  This was launched during Team Brief in June and cascaded through Service Groups.  

This recommendation will also be addressed through completion of the Internal Audit Actions as well as through the Health Board’s NHS Wales Staff Survey Action Plan as one of the three priority areas for action, which can be benchmarked with next year’s positivity score against ‘we are all able to speak up’.
	Quarter 4, 2025-6
	Director of Workforce & OD, Service Groups
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