
National Case Study

Engaging and empowering staff for better 
patient outcomes

Breaking paradigms, creating ambition, raising the bar 
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“When I came to Gloucestershire Care Services (GCS) in 2013, it was a newly founded organisation with little sense of its own identity. There was not yet a 
compelling vision or a set of values to drive it. As a consequence, many people did not really see themselves as part of the Trust and certainly didn’t understand 
its wider mission and purpose.

I had some experience of Listening into Action (LiA) in other organisations, and decided it would be a powerful framework to use in Gloucestershire to begin to 
drive improvements in patient care and quality through better organisational purpose and identity. 

As we started out, we had three driving objectives: 

1. To give colleagues a clear sense of the organisation to which they all belong, its purpose and identity
2. To ‘invert the pyramid’ so our purpose is driven by what we do, the services we provide, and the people who provide them – with leaders at all levels 

supporting, enabling and ‘unblocking the way’ as we go
3. To build ownership so that everyone accepts, embraces and actions their own responsibilities and accountabilities.

We have now been adopting LiA for three years, and have stories and evidence from around 60 teams led by frontline staff who have demonstrably improved 
the quality of our patient services and care by working this way and having ‘permission to act’ on their good ideas. This is on top of more general, informal 
spread. We have recently become the first Trust to launch a network of 30 LiA Coaches who will take LiA into their own service areas to make the improvements 
they want to see, and then buddy with others to do the same. I am also very proud that we are the first NHS community services provider in the country to 
receive the LiA Kite Mark, which recognises the commitment, energy and creativity that my colleagues have put into improving care.

The power of LiA is that it encourages colleagues and allows them to make real change with authority. As I have said at our fantastic
LiA Pass It On events – where teams showcase their stories and we celebrate their successes – “The purpose of LiA is to give you
space, a simple process to follow and support and encouragement to unlock the motivation and ambition you all have”.

We have seen a major uplift in how engaged and valued our staff feel through the results of the LiA Pulse Checks. This demonstrates
that we are making real progress in building a more mature, robust and learning organisation.  

I am confident that LiA is now embedded in GCS as ‘the way we do change’ and used around all of our challenges. It is all about improving
patient care, whatever our role, and unblocking the way for our amazing staff so they can get on and do their jobs.”

“LiA allows colleagues to make real change with authority” says Chief Executive, Paul Jennings
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Tina Ricketts, Director of Human Resources
“The  Trust has seen real benefits from embedding LiA in all of our processes. We no longer have a separate programme or project
management approach but instead hold LiA Big Conversations to identify what needs to change and then empower colleagues to make that 
change happen. Listening into Action encourages colleagues to ‘be the change they want to see.’”

Louise Simmonds, Senior Sister Stroud Hospital
“LiA gives staff permission to act on ideas and innovations big or small, empowering them to lead change for the benefit of patients which 
makes them feel motivated and valued.”

Sarah Watkins, Ward Sister Cirencester Hospital
“LiA really has developed me into the person and nurse I am today and without it I don’t think I would be standing here as a Band 6 Sister.  
It’s given me an awful lot of confidence.”

Sarah Morton, Professional Head of Adult Physiotherapy
“LiA has provided a structured framework which has facilitated and supported service development and innovation. Defining our mission 
and identifying colleagues who have given it shape and definition has enabled us to make a substantial difference for our service users. As a 
result of unlocking any barriers we have been able to achieve significant change in a short space of time. It has been a remarkable journey!”

Rosalind Poole QN, Clinical Systems Governance Lead
“Becoming involved in LiA has been an inspiring and motivating experience for me. Working alongside colleagues from different professions 
to come up with new ways to improve performance has been both educational and enjoyable. The LiA approach has given frontline clinical 
staff a voice and the ability to utilise their knowledge, skills and experience to make changes and influence working practice within GCS.”

“We have been able to achieve significant change in a short space of time”
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“It is a highly liberating approach and produces clear, transferable co-created outcomes”

Katie Parker, Community Partnerships and Events Manager
“Listening into Action brings together teams that would not normally work together, and empowers colleagues across the organisation to 
identify and lead change, all for the benefit of our local communities. Being part of LiA has empowered me to challenge our work and 
motivations, asking “Does this benefit patients or staff?” 

Linda Gabaldoni, Head of Organisational Development and Improvement
“Employment engagement is a hard nut to crack and LiA is great because it really works. It has been critical in successfully embedding our 
values. I see colleagues who are involved in LiA feeling more passionate about their jobs. They are more connected to the Trust and through 
this have made some really great innovative improvements to patient care. Once we crack the nut the kernel inside is so sweet!”

Sarah Birmingham, Deputy General Manager, Children and Young People’s Services
“LiA captures the energy, the creativity, the talent and the passion we have in our teams and mixes it together. The outcomes are quite 
remarkable.”

Sonia Pearcey, LiA Lead 
“Leaders become great, not because of their power, but because of their ability to empower others” (John Maxwell). LiA is all about 
empowering colleagues.”

Dawn Allen, Professional Head of Community Nursing 
“LiA has enabled me to think differently about how I collaborate with colleagues. It takes some people to uncomfortable places as control 
shifts, but that’s fine because that tension allows others to breathe and create. It is a highly liberating approach and produces clear, 
transferable co-created outcomes, it’s how the future NHS should think…. love it!”
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www.listeningintoaction.co.uk

When you get it right: ‘The Best Medicine’
4 of our stories have been published nationally in ‘The Best Medicine: 100 Powerful Stories of Staff-Led 
Change from the 5th Biggest Employer in the World’ 

Click here to view
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Better for organisationBetter for colleaguesBetter for patients

Delivering demonstrably better outcomes for our patients, colleagues and our Trust (here are just a few 
examples from many)

Effective nutrition and 
hydration promoted 
through socialising in 

hospital and providing  the 
tools to continue at home 

Complex care at home for 
children- provides 

compassionate care and 
‘normality’ for the family 

Campaign encourages 
young people access 

confidential  School Nurse 
Drop-in service resulting in 

25% increase in uptake  

Volunteers help elderly  
inpatients connect with 

their families using  
Facetime or  ‘Skype’ on an 

iPad

Compelling film increases 
staff awareness and 

improves care for patients 
with hearing impairments

Reminiscence corner 
enhances experience for  

in-patients living with 
dementia  in our  

community hospitals

LiA Team Pulse Checks 
show marked 

improvement in colleagues 
feeling valued!

LiA Conversations 
countywide engage teams 

around making changes 
together

Administration and clerical 
colleagues feel more 

valued through enhanced 
skills mapping, training and 

leadership

300 staff embracing health 
& wellbeing through 

Health & Hustle and the  
Global Challenge

Values Based Recruitment 
helps to attract high quality 
staff based CORE Values –
LiA included in all Personal 

Development Reviews

‘Champions for Carers’ 
provides support to 121 

colleagues who act as 
carers for family members

Great staff feedback on  
Freedom to Speak Up

“Thank you for listening, 
and supporting me, a long 
awaited role in the NHS”

300+ colleagues in Public 
health nursing using LiA to  

re-design their service  

Newly introduced 10 
minute  weekly huddle in 

HR enhances team 
communication

One weekly CORE email 
replaces multiple emails 
following feedback from 

staff

60+ LiA Teams and 
Schemes follow LiA 7 Steps 

to improve patient care 
within 20 weeks

Revamped social media 
policy and increased use of 

Twitter helps staff raise 
Trust profile – massive 

uplift in new users 

Simple EasyRead feedback  
form helps patients with 

learning disabilities to rate 
our Dental Service 

‘Healthy Conversations’ 
included in all clinical 

conversations with patients 
to encourage healthy 

choices

LiA used to develop the 
Trust CORE values (Caring,

Open, Responsive, 
Effective)

New pathways
and specialist advice line 
for parents improves care 
for children and families 

living with ASD/LD 

’Champions for Carers’  
provides vital support for 

over 100 carers in 
community and hospital 

settings 

A more open, safer culture 
increases incident 
reporting by 17% -

supporting learning and 
patient safety agendas

9 ‘Services in 60 Seconds’ 
films produced by staff 

promote our services and 
increase profile of the Trust

First NHS Community Trust 
in the country to be 

accredited with the LiA Kite 
Mark

Visible leadership – Board 
committed to ‘buddying
up’ with LiA Teams– to

offerr support and 
‘unblock the way’ 

800+ staff across the Trust 
involved in using LiA to 

shape change to improve 
our services for 
patients/staff

Fast track changes in 
reablement service 

(uniforms, office space and 
smartphones) raises staff  

morale

First LiA Trust to have trained
LiA Coaches/’super-users’ to 
fuel and sustain the spread 

to all areas/depts.

Powerful film and training 
programme for staff on 

providing ‘gold standard’ 
end of life care – every 

patient, every time 

Website normalises and 
promotes sexual health 

testing – especially amongst 
men, a hard to reach group

“Listening into Action has 
had a galvanising effect.
Most passionately driven 

in any Trust as a CQC 
inspector I have visited”

Chief Executive 
leading the way as 

‘LiA is the GCS Way’

130% increase in recruitment 
of agency/bank staff in 

complex care at home for 
children service

“Pride in the #NHS renewed 
after spending the day with

GCS” Tweets  Mike Chitty
(NHS Leadership academy) 

from Pass it On event
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LiA Staff Pulse Check® shift - Trust-wide 2014 -2016

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15

Mar 2014 42% 28% 27% 15% 19% 60% 32% 45% 46% 18% 48% 40% 22% 26% 26%

Sep 2016 54% 44% 44% 26% 38% 71% 46% 54% 62% 34% 63% 50% 34% 39% 43%
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LiA Pulse Check® questions

LiA Pulse Check® Results 2014-16
Gloucestershire Care Services

Mar 2014 Sep 2016Responses: 1343 (Mar 2014), 645 (Sep 2016)
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Gloucestershire Care Services: LiA Staff Pulse Check® shift 2014-16

12%
1. I feel happy and supported 

working in my 
team/department/service

+

2. Our organisational culture 
encourages me to contribute

to changes that affect my 
team/department/service

16%+

3. Managers and leaders 
seek my views about how we 

can improve our services
17%+

4. Day-to-day issues and 
frustrations that get in our 
way are quickly identified 

and resolved

11%+

5. I feel that our organisation 
communicates clearly with 

staff about its priorities and 
goals

19%+

11%
6. I believe we are providing 

high quality services to our 
patients/service users

+

7. I feel valued for the 
contribution I make and the 

work I do
14%+

8. I would recommend our 
Trust to my family and 

friends
9%+

9. I understand how my role 
contributes to the wider 

organisational vision
16%+

10. Communication between 
senior management and staff 

is effective
16%+

11. I feel that the quality and 
safety of patient care is our 

organisation's top priority

12. I feel able to prioritise 
patient care over other work 

13. Our organisational 
structures and processes 

support and enable me to do 
my job well

14. Our work environment, 
facilities and systems enable 

me to do my job well

15. This organisation 
supports me to develop and 

grow in my role

15%+

10%

12%+

13%+

17%+
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Gloucestershire Care Services: LiA Leadership Scorecard® shift (green is good!)
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Responses: 43 in 2014, 66 in 2016

2014 2016

Gloucestershire Care Services NHS Trust  - GCS Journey Scorecard (43 responses) 
Respondents: Senior Leaders

1 = Strongly Disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Strongly Agree

Navigation 1 2 3 4 5 Total

1 Different change initiatives are integrated in the minds of management 3.2

2 Different change initiatives are integrated in the minds of employees 2.3

3 Management prioritises the use of resources 3.0

4 Change initiatives work together (left hand knows what the right hand is doing) 2.0

5 Costs and benefits of all projects are managed as a whole 2.3

12.8

Leadership 1 2 3 4 5 Total

1 Serve as effective role models for desired behaviour 3.3

2 Are strong sponsors of change 3.5

3 Hold managers and supervisors accountable for contribution to successful change 3.4

4 Provide coaching and counselling related to change leadership 2.9

5 Effectively communicate about change (reasons for, benefits, strategies) 3.2

16.3

Ownership - People affected by change: 1 2 3 4 5 Total

1 Are involved in the process in a meaningful way 2.7

2 Believe their ideas and concerns are being heard and responded to 2.3

3 Understand the need for change 2.7

4 Believe the change is positive for the organisation 2.5

5 Receive effective communication (timely, relevant, honest) 2.7

12.9

Enablement 1 2 3 4 5 Total

1 Organisational processes are redesigned to eliminate non-value added activities 2.6

2 Organisation structures are designed to fit future needs 2.7

3 Competencies for the 'new' organisation are being identified 2.7

4 Training supports new skill and behavioural requirements 2.5

5 Performance management and reward systems are redesigned to fit the new organisation 2.4

12.9

Gloucestershire Care Services NHS Trust  - Core Colleagues Network Sept 2016 (66 responses) 
Respondents: 

1 = Strongly Disagree; 2 = Disagree; 3 = Neutral; 4 = Agree; 5 = Strongly Agree

Navigation 1 2 3 4 5 Total

1 Different change initiatives are integrated in the minds of management 3.5

2 Different change initiatives are integrated in the minds of employees 2.9

3 Management prioritises the use of resources 3.4

4 Change initiatives work together (left hand knows what the right hand is doing) 2.9

5 Costs and benefits of all projects are managed as a whole 3.1

15.8

Leadership 1 2 3 4 5 Total

1 Serve as effective role models for desired behaviour 3.7

2 Are strong sponsors of change 3.8

3 Hold managers and supervisors accountable for contribution to successful change 3.7

4 Provide coaching and counselling related to change leadership 3.4

5 Effectively communicate about change (reasons for, benefits, strategies) 3.2

17.8

Ownership - People affected by change: 1 2 3 4 5 Total

1 Are involved in the process in a meaningful way 3.4

2 Believe their ideas and concerns are being heard and responded to 3.2

3 Understand the need for change 3.4

4 Believe the change is positive for the organisation 3.3

5 Receive effective communication (timely, relevant, honest) 3.3

16.6

Enablement 1 2 3 4 5 Total

1 Organisational processes are redesigned to eliminate non-value added activities 3.3

2 Organisation structures are designed to fit future needs 3.4

3 Competencies for the 'new' organisation are being identified 3.4

4 Training supports new skill and behavioural requirements 3.3

5 Performance management and reward systems are redesigned to fit the new organisation 3.2

16.6



First Community Trust to be awarded LiA Accreditation 
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For more information about Listening into Action (LiA)

Hannah Forbes
Founding Director of 
Optimise Limited and joint architect 
of Listening into Action (LiA)® 

hforbes@optimiselimited.co.uk
07734 812644

Gordon Forbes
Founding Director of 
Optimise Limited and joint architect 
of Listening into Action (LiA)®

gforbes@optimiselimited.co.uk
07734 812311

Quotes from LiA Trusts

“A powerful force for cultural change”
Alwen Williams, CEO at Barts Health NHS Trust

“Our staff feel energised and empowered by the LiA approach”
Judith Graham, Queen’s Nurse and Advanced Nurse Consultant 

“This is real staff engagement. It feels different. It feels punchy. It feels great.”
Dr Esther Waterhouse, Consultant in Palliative Medicine

“The LiA ‘Pass It On’ events have the best days in my NHS career” 
John  Goulston, CEO at Croydon Health Services

“LiA is clever in its simplicity. Follow the formula, involve everyone, share your successes and 
enjoy the culture shift. What’s not to like?” 

Tom Johnson, Radiologist 

“LiA is helping us to make significant improvements for patients and staff at 
Europe’s oldest hospital”

Charles Knight, Consultant Cardiologist and Managing Director of St Bartholomew’s Hospital

“LiA really has developed me into the person and the nurse I am today” 
Sarah Watkins, Ward Sister

“Magic Dust”
John Adler, first NHS CEO to adopt Listening into Action (LiA)®
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