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The aim of this Organisational Development and Digital Learning 
strategy is to provide the road map for people change 
throughout the EPR programme; an essential component of 
NBT’s digital strategy. 

It will ensure users are motivated, engaged to do things 
differently and skilled to maximise the benefits of the 
transformation for themselves, and crucially the patients that 
they care for.  Critically, our people will be the catalyst for 
transformation 

This strategy keeps users at the heart of the change, outlining 
an innovative suite of blended solutions and harnessing both 
digital and facilitated people approaches, covering: 

• Preparing for the change in a timely fashion 
• Delivering skills and refresher training pre-Go-Live 
• Supporting users in the workplace once we have launched. 

The approach will provide a sustainable and integrated approach 
to change in NBT, not only providing a foundation for EPR, but 
also influencing change in future digital projects. 

1: Introduction
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“Motivated staff have the belief in their ability to 
undertake transformation”

The Topol Review – Preparing the healthcare
workforce to deliver a digital future  (Feb 2019)
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Supporting hearts, minds 
and bodies through 

change

People at the 
heart of  
change
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2: Executive Summary
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The EPR transformation programme is predominately a people programme, supporting the 
Trust’s existing digital strategy and system. By keeping our workforce at the forefront of 
the change they will be fully engaged in the process and what we are trying to create for 
patients. 

The OD&DL strategy will focus on positively nudging our workforce to embrace change by 
ensuring our:

• Behaviours (how we do things at NBT) are aligned to our needs
• Culture (why we do things) is acknowledged and respected
• Skills (what we do) allow us to deliver the patient service we aspire to 

Ultimately leading us to thrive in a new way of doing things, which is both good for our 
patients and for our people.  

The strategy will be deployed in two overlapping phases, the first focusing on building a firm 
base across NBT for change to flourish, the second to provide targeted workplace-centric 
learning programmes, designed to equip staff with the necessary skills to be productive as 
EPR goes live.

Underlying these two phases is a communication and engagement plan led by EPR, 
ensuring the workforce understands why the change matters and what it means for 
individuals and the Trust.
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This programme will be jointly 
delivered by IM&T as well as People 

& Transformation
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Targeted Workforce Training 

        How-To Videos: 

Accessible by QR codes, How-To videos will 
be short system process videos used to  
demonstrate system steps. Accessible via a 
playlist on the NBT YouTube channel. 

        Online Support Forums: 

Collaborative MS Team or Link FAQ forums 
for peer-to-peer help and access to experts. 

        Pop-Up Classroom: 

Tutor-led, remote system teaching sessions in 
small groups of (up to six) users.  Delivered 
within the workplace through super users or 
trainers. Designed for pre-Go-Live. 

        Virtual Classroom: 

Tutor-led courses, delivered virtually via MS 
Teams. Used to build skills ahead of Go-Live 
and workplace support.  

        Super Users: 

End users trained to support colleagues and 
do basic system admin tasks. Available as a  
first point of contact for end user issues 
during Go-Live.  

        E-Learning: 

Trackable, self-paced learning modules 
accessible via the NBT MLE. Used for 
refresher training and assessment. 

Users at the Heart of our Digital Learning Approach

Super Users:
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        Nurturing a Digital Learning Culture: 

Supported by L&D, this programme will nurture a digital learning culture across NBT, with the 
EPR programme emerging as exemplary. 

        Working Well Together: 

This programme will ensure that NBT team values are lived more consistently across NBT. It will 
elevate Perform and a skill-based approach to ensuring teams perform independently and 
together. This in turn will help to maximise the value of EPR. 

        Digital Change Makers 

To ensure the workforce is engaged and supported from within, a network of Digital Change 
Makers will be created across both clinical and operational areas. Change Makers will be 
respected members of functional areas who are passionate about change. They will have strong 
networks (or the ability to build these) and be excellent communicators and collaborators. 

         Digital Performance: 

Research shows that confident, motivated staff have more belief  in their ability to undertake 
change. Ensuring NBT has a mechanism to recognise individual, team or directorate good-
practice in embracing digital change and innovation will contribute to building a digitally-minded 
workforce.  
    

Baseline for Change Programme

Users at the Heart of our Digital Learning Approach
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Learning Journeys will be Tailored to User Roles

The users’ learning journeys will be a combination of push-based activities, delivering the initial 
training curricula via the Trust’s MLE learning management system, and through a virtual tutor-
led course programme. As the programme transitions  into Go-Live, the strategy becomes more 
pull, with users applying a more just in time approach to receiving support. 

Measuring Impact 

Measuring the shift in behaviour and skills as part of the change requires both qualitative and 
quantitative data points. 

This will include: 

• Capturing short video blogs from across the business about how things have changed. 

• Targeted pulse surveys to establish how users’ actions have changed. 

• Assessment of skill change with E-Assessments and E-Observations, elevating MLE. 

• Monitoring “how we do things”, through observation, engagement survey results and 
performance management results. 

• Interviewing managers and staff about how users are adopting to new ways of doing things 
and how this has improved performance 

• Users’ language and small talk about EPR and its impact 

Push 
Timely Curricula

Pull 
Just in Time 

Support
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Project Team & Governance

Supported within the EPR programme by the Communications Team, the technical work streams 
and People & Transformation, the OD & DL team will work across the programme to deliver this 
strategy.  

Learning designers will be aligned to functional areas: ED, Outpatients, Inpatients and Theatres, 
but also have cross-functional expertise in core elements of the strategy – virtual learning, digital 
content production, learning impact and culture change.   

Training administration; logistics, scheduling, tracking and reporting, will be managed through 
the team.  

The project team reports to the OD & DL Board, which is led by Rhona Galt (Director of 
Transformation) and is made up of a combination of clinical and non-clinical board members.   

The board has a core decision-making body supported by three working groups covering 
Organisational Design and Culture, Skills and Behaviours. 

Conclusion 

This strategy provides a sustainable and innovative model for managing organisational 
development and digital learning for EPR.  

By keeping users at the heart of our approach before, during and after Go-Live, we will ensure a 
smooth transition into a more productive and patient-centric business as usual.
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3: People Insight
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Change is a frequent aspect of work life in NBT.  With a committed and enthusiastic 
workforce, staff have historically embraced change positively, providing they are engaged 
and supported in the right way.  During past implementations, such as Lorenzo or Cerner, 
this has not always been the case, and throughout the COVID-19 pandemic our workforce’s 
physical and mental resilience has been challenged unlike never before.   

As the Topol review states, “motivated staff have the belief in their ability to undertake 
transformation.”  We need to be mindful of individuals’ ability to embrace change during 
implementation, ensuring we build a collaborative, sustained and ultimately positive change 
impact. 

Through a review of the workforce, the following areas need to be factored into a future 
strategy: 

• The new EPR system design needs to be intuitive to reduce training needs 
• The underlying business and behavioural practices need to be fixed 
• We need to build trust in the workforce that EPR will deliver for us, unlike previous 

legacy systems 
• Training needs to be in context with users’ job roles and delivered by NBT experts (not 

external trainers) 
• Training scope should integrate business processes as well as system and people 

behaviours 
• Direct training and support in  the workplace is critical in reducing business as usual 

impact 
• With the COVID-19 pandemic, change fatigue is a concern, which needs to be 

managed as part of Trust readiness 
• Communications, training and behaviour need to be integrated to maximise the impact 

of the change 
• Poor digital literacy and fear of change in some audiences need to be addressed prior 

to implementation 
• Team and inter-team working needs to be part of everyday Trust life 
• Managing the change needs to come from within, it’s not something that can be done 

externally. 
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Summary: 

Staff want collaborative, sustained 
change with positive impact.
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Creating an Integrated and Sustainable Approach
to Digital Transformation

The EPR transformation programme is predominately a people programme, supporting the 
existing Trust digital strategy and system.  By keeping our workforce at the forefront of the 
change they will be fully engaged in the process and what we are trying to create for patients. 

The OD&DL strategy will focus on positively nudging our workforce to embrace change  by 
ensuring our: 

• Behaviours  (How we do things at NBT) are aligned to our needs 
• Culture (Why we do things) is acknowledged and respected 
• Skills (What we do) allow us to deliver the patient service we aspire to 

Ultimately leading us to thrive in a new way of doing things, which is both good for our patients and 
for our people.   

The strategy will be deployed in two overlapping phases, the first focusing on building a firm base 
across NBT for change to flourish, the second to provide targeted workplace-centric learning 
programmes, designed to equip staff with the necessary skills to be productive as EPR goes live. 

Underlying these two phases is a communication and engagement plan led by EPR, ensuring the 
workforce understands why the change matters and what it means for individuals and the Trust.

A key enabler for change is NBT’s ability to 
use its expertise in both technology and 
people. Therefore, People & Transformation 
will partner with IM&T to deliver this change 
strategy .

4: The Strategy
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People and Transformation will ensure the NBT workforce is prepared for change by 
delivering the Baseline for Change programme. The primary aim for this initial programme 
is to ensure the workforce has a positive digital mind-set, recognising and embracing 
change from within. The programme will use a combination of positive nudge techniques 
and change approaches outlined below 

The EPR Organisational Development and Digital Learning team will provide a targeted, 
blended learning journey for all affected users.  It will focus on innovative digital learning 
approaches designed to support users in the workplace. This will include pre-Go-Live 
training in new processes, refresher training to retain competence and Go-Live support.

Building a Positive Digital Mind-Set
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Users at the Heart of our Digital Learning approach

Targeted Workforce Training 

         How-To Videos: 

Accessible by QR codes, How-To videos will 
be short system process videos used to  
demonstrate system steps. Accessible via a 
playlist on the NBT YouTube channel. 

        Online Support Forums: 

Collaborative MS Team or Link FAQ forums 
for peer-to-peer help and access to experts. 

        Pop-Up Classroom: 

Tutor-led, remote system teaching sessions in 
small groups of (up to six) users.  Delivered 
within the workplace through super users or 
trainers. Designed for pre-Go-Live.

        Virtual Classroom: 

Tutor-led courses, delivered virtually via MS 
Teams. Used to build skills ahead of Go-Live 
and workplace support.  

        Super users: 

End users trained to support colleagues and 
do basic system admin tasks. Available as a  
first point of contact for end user issues 
during Go-Live.  

        E-learning: 

Trackable, self-paced learning modules 
accessible via the NBT MLE. Used for 
refresher training and assessment. 

         
        Nurturing a digital learning culture: 

Supported by L&D, this programme will 
nurture a digital learning culture across NBT, 
with the EPR programme emerging as 
exemplary.

          Digital Performance: 

Research shows that confident, motivated 
staff have more belief  in their ability to 
undertake change. Ensuring NBT has a 
mechanism to recognise individual, team or 
directorate good-practice in embracing digital 
change and innovation will contribute to 
building a digitally-minded workforce.          Working well together: 

This programme will ensure that NBT team 
values are lived more consistently across 
NBT. It will elevate Perform and a skill-based 
approach to ensuring teams perform 
independently and across the wider team. 
This in turn will help to maximise the value of 
EPR.

Baseline for Change Programme
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Change Makers will: 

• Make change stick in both this and future Trust projects 
• Help deliver positive behavioural nudges in their functional areas 
• Share their successes and learnings with the wider Change Maker network 
• Share best practice and knowledge 
• Work closely with the wider EPR programme  

What makes a good Digital Change Maker? 

• Above all Digital Change Makers will have an affinity with people and a natural curiosity for 
technology and its value in the workplace  

• Digital change makers  will come from all layers of the organisation and won’t typically be 
managers or consultants  

• They will be creative, flexible and solution focused, complementing Perform coaches and 
Super Users 

• They will be prepared to go that extra mile to ensure change happens 

How Change Makers Will Fit into this Baseline

Creating Digital Change from Within 

To ensure the workforce is engaged and supported from within, a network of 
Digital Change Makers will be created across both clinical and operational areas. 
Change Makers will be respected members of functional areas who are 
passionate about change. They will have strong networks (or the ability to build 
these) and be excellent communicators and collaborators. 
 

Digital Change Maker Development 

Full training and ongoing continuing professional  
development will be provided  as part of the  
Programme. This will be a blended approach 
programme, complimenting the wider strategy. 

Governance 

The network will be initially led by People & 
Transformation with support from the OD & DL 
team. Governance will be agreed as part of the  
initial framework.  



But Change and Learning is Not a One-Off Activity
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Change Network

Change and learning is a continuous activity. With 
a long lead time to training, due to the size of the 
Trust workforce that is impacted, retention of new 
skills prior to Go-Live is a key part of the strategy. 
Approaches will include: 

• Making content meaningful and memorable 
through creative design 

• Repetition through refresher training at regular 
intervals to maintain competence levels 

• Staying engaged through the Digital Change 
Maker network and Super Users 



Measuring the shift in behaviour and skills as part of the change  requires  both 
qualitative and quantitative data points.
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Measuring OD & Learning Impact
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This will include: 

• Capturing short video blogs from across the 
business about how things have changed. 

• Targeted pulse surveys to establish how users’ 
actions have changed. 

• Assessment of skill change with E-Assessments 
and E-Observations, elevating MLE. 

• Monitoring “how we do things”, through 
observation, engagement survey results and 
performance management results. 

• Interviewing managers and staff about how 
users are adopting to new ways of doing things 
and how this has improved performance 

• Users’ language and small talk about EPR and 
its impact

The OD & DL team will track impact  through a reporting dashboard, taking feeds from 
the MLE and other data feeds.  This information will not only be used as a reporting 
mechanism to validate compliance and workforce readiness, but also as a way of 
communicating to the wider Trust .   

Data will also be used to assess learning  
impact and make just in time refinements to  
training and support. 
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The Project Team
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Supported within the EPR programme by the Communications Team, the technical work 
streams and People & Transformation, the OD & DL team will work across the programme 
to deliver this strategy.  

Learning designers will be aligned to functional areas: ED, Outpatients, Inpatients and 
Theatres, but also have cross-functional expertise in core elements of the strategy – 
virtual learning, digital content production, learning impact and culture change.   

Training administration; logistics, scheduling, tracking and reporting, will be managed 
through the team.  

Organisationally, the project structure emphasises that the EPR programme has people at 
its heart and exemplifies a potential blue print structure for future NBT change 
programmes. 

Governance  

The project team reports to the OD & DL Board, which is led by Rhona Galt (Director of 
Transformation) and is made up of a combination of clinical and non-clinical board 
members.   

The board has a core decision making body supported by three working groups covering: 

• Organisational Design and Culture 
• Skills 
• Behaviours. 

This governance structure ensures alignment to expertise, but also allows for rapid 
decision-making. 
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Conclusion and Summary Remarks
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This strategy provides a sustainable and innovative model for managing organisational 
development and digital learning for EPR.  

By keeping users at the heart of our approach before, during and after Go-Live, we will ensure a 
smooth transition into a more productive and patient-centric business as usual. 

Core to this process is supporting culture change, skill development and new behaviours in an 
integrated way through a combination of: 

• Business change preparation 
• Tailored learning journeys and refresher strategies 
• Innovative digital learning content  
• Building change from within, through Digital Change Makers 

It is this blended approach to change, supported by a dedicated and committed change 
workforce, that will ensure a good approach becomes a great one.  

Mike Corker 
EPR Organisational Development and Digital Learning Project Manager 
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