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Introduction
The senior lead for FTSU in the organisation should take responsibility for completing this reflection tool, at least every 2 years. 
This improvement tool is designed to help you identify strengths in yourself, your leadership team and your organisation – and any gaps that need work. It should be used alongside Freedom to speak up: A guide for leaders in the NHS and organisations delivering NHS services,  which provides full information about the areas addressed in the statements, as well as recommendations for further reading. 
Completing this improvement tool will demonstrate to your senior leadership team, your board or any oversight organisation the progress you have made developing your Freedom to Speak Up arrangements.
You may find that not every section in this tool is relevant to your organisation at this time. For this reason, the tool is provided in Word format to allow you to adapt it to your current needs, retaining the elements that are most useful to you.
If you have any questions about how to use the tool, please contact the national FTSU Team using england.ftsu-enquiries@nhs.net 
The self-reflection tool is set out in three stages, set out below.








Stage 2
This stage involves summarising the high-level actions you will take over the next                          6–24 months to develop your Freedom to Speak Up arrangements. This will                       help the guardian and the senior lead for Freedom to Speak Up carry out more detailed planning.

Stage 1
This section sets out statements for reflection under the eight principles outlined in the guide. They are designed for people in your organisation’s board, senior leadership team or – in the case of some primary care organisations – the owner.
You may want to review your position against each of the principles or you may prefer to focus on one or two. 





Stage 3
Summarise the high-level actions you need to take to share and promote your strengths. This will enable others    in your organisation and the wider system to learn from you.


Stage 1: Review your Freedom to Speak Up arrangements against the guide

What to do 
· Using the scoring below, mark the statements to indicate the current situation.

1 = significant concern or risk which requires addressing within weeks
2 = concern or risk which warrants discussion to evaluate and consider options
3 = generally applying this well, but aware of room for improvement or gaps in knowledge/approach
4 = an evidenced strength (e.g., through data, feedback) and a strength to build on
5 = confident that we are operating at best practice regionally or nationally (e.g., peers come to use for advice)

· Summarise evidence to support your score.
· Enter any high-level actions for improvement (you will bring these together in Stage 2).
· Make a note of any areas you score 5s in and how you can promote this good practice (you will bring these together in Stage 3).















Principle 1: Value speaking up 
For a speaking-up culture to develop across the organisation, a commitment to speaking up must come from the top. 



	Statements for the senior lead responsible for Freedom to Speak Up to reflect on
	Score 1–5 or yes/no

	I am knowledgeable about Freedom to Speak Up
	5

	I have led a review of our speaking-up arrangements at least every two years
	3

	I am assured that our guardian(s) was recruited through fair and open competition
	5

	I am assured that our guardian(s) has sufficient ringfenced time to fulfil all aspects of the guardian job description
	5

	[bookmark: _Hlk86760854]I am regularly briefed by our guardian(s)
	5

	I provide effective support to our guardian(s)
	4

	Enter summarised commentary to support your score.
Xavier Bell (Chief of Staff), Stuart Walker (HMD – City and Weston), Glyn Howells (HMD – Southmead):
· Both HMDs confident that they understand the history and purpose of FTSU in the NHS, the benefits of a strong speaking up culture and the need to ensure clear and independent escalation routes for staff to share feedback and raise concerns. Both have operated at Board level in the NHS for several years and have had direct involvement with the FTSU function as Executive Lead.
· UHBW historically undertook a review of FTSU every two years. NBT’s last review was slightly overdue – however, both HMDs are fully engaged in the current comprehensive post-merger review of speaking up, and confident that with the new Speaking Up Steering Group the right infrastructure is in place to oversee timely and regular reviews.
· Both the NBT Lead Guardian and Associate Guardian, and the UHBW Deputy/Interim Guardian were recruited via an open and transparent recruitment process in line with relevant organisational policy. Need to recognise that the CST post-merger restructure will involve ring-fenced filling of role, rather than full open competition – this is consistent with NHS policy.
· Ring-fenced time – recognising that with the restructure of corporate governance in early 2025, UHBW had lost some capacity, HMDs and Chief of Staff were comfortable that this was being picked up via the CST post-merger restructure of FTSU. Ring-fenced capacity had specifically been discussed at the Trust Executive in July/August, Southwest benchmarking had been reviewed and taken into account and a decision made to increase the ring-fenced capacity by a Band 7 whole time equivalent.
· Both HMDs confirmed that they meet regularly with their site/operating unit Guardian (meeting quarterly). The Chief of Staff meets both guardians individually (fortnightly) and together (monthly).
· Both HMDs and the Chief of Staff confirmed that they provided support to the Guardian, including as a route of escalation and a sounding board for next steps on concerns where appropriate.

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Following the CST restructure for FTSU function – ensure appropriate fair and open processes to fill revised roles, in line with our organisational change policy (recognising that this involves ring-fenced recruitment as opposed to open recruitment).


	2 As Executive portfolio review and new Target Operating Model is finalised and implemented, ensure clarity on Executive Lead for FTSU and ongoing effective support and engagement with Guardians.




	Statements for the non-executive director lead responsible for Freedom to Speak Up to reflect on
	Score 1–5 or yes/no

	I am knowledgeable about Freedom to Speak Up
	4

	I am confident that the board displays behaviours that help, rather than hinder, speaking up
	5

	I effectively monitor progress in board-level engagement with the speaking-up agenda
	3

	I challenge the board to develop and improve its speaking-up arrangements
	4

	I am confident that our guardian(s) is recruited through an open selection process
	4

	I am assured that our guardian(s) has sufficient ringfenced time to fulfil all aspects of the guardian job description
	2/3

	I am involved in overseeing investigations that relate to the board
	3

	I provide effective support to our guardian(s)


	4

	



Enter summarised evidence to support your score.

	Statement
	Score – 1-5, OR Yes/  No

	I am knowledgeable about Freedom to Speak Up
 
	 Score is 4.  I have spent some time over the past months as Board Member representing FTSU with the team on the ground. This has involved meeting with them on several occasions, fully understanding the FTSU agenda and going out on visits with them around the wards and wider hospital areas as they engage with front line staff and share the information about the FTSU process.  Having worked in HR for most of my career, it is also an area that I am broadly familiar with from a functional/professional perspective.

	I am confident that the board displays behaviours that help, rather than hinder, speaking up 
	 Score is 4. FTSU is on the agenda of both the People Committee and the Board on an ongoing basis.  Discussions around improvement are engaging and good input is provided from Non Execs and Execs.  The new merged entity is focused on giving staff a voice and enabling them to be heard.  There is always more work to do, but I believe we have solid foundations to build on.

	I effectively monitor progress in board-level engagement with the speaking-up agenda 
	 Score is 3.  I am regularly monitoring progress but am still relatively recent in post, so can see opportunities to do more and work in a more aligned way.  This will naturally progress as we finalise the organisation and the joint strategy on FTSU going forward.

	I challenge the board to develop and improve its speaking-up arrangements
 
	 Score is 4.  I believe I do challenge the Board to continually improve in this area and we are working together to establish really good systems and processes to make Speaking Up both accessible and effective.  This will continue to develop post merger as we leverage the strength of both organisations. I try to "bring the outside in" with examples of what other companies/trusts are doing in this space to share some best practice and encourage new/different approaches.

	I am confident that our guardian(s) is recruited through an open selection process 
	Score is 4.  I am confident of this and will be involved in any future recruitment going forwards.

	I am assured that our guardian(s) has sufficient ringfenced time to fulfil all aspects of the guardian job description
	Score is 2/3.  This is an area of concern that the FTSU guardians have raised with me and we are looking at.  They have a lot of ground to cover and are aware that with the size and scale of new Trust, we will have to adopt different approaches and methodologies to reach all our employees. Finding the time to cover such a broad agenda will be a challenge - this is very much an area we will be focusing on.

	I am involved in overseeing investigations that relate to the board 
	Score is 3. I have not yet had to deal with any such cases but am sure that I would have involvement as appropriate going forwards.

	I provide effective support to our guardian(s)
 
	Score is 4.  Since I started in the role, we have had several one to one and joint sessions which have gone well, and we have also been out on site together. The Guardians are working with the Corp Governance team to agree the strategy going forwards and then how things will be structured/organised.  This has obviously created some uncertainty, and I have tried to support during this period.  I am also going to have some sessions with the broader team of FTSU volunteers to educate them on the Board's role in the FTSU process, which I hope will be helpful.  I believe the Guardians see me as a trusted support and know that I am there when needed.



	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Action re Guardian time to be considered as part of CST FTSU structure changes

	2






Principle 2: Role-model speaking up and set a healthy Freedom to Speak up culture 
Role-modelling by leaders is essential to set the cultural tone of the organisation. 




	Statements for senior leaders
	Score 1–5 or yes/no

	[bookmark: _Hlk85360747]The whole leadership team has bought into Freedom to Speak Up
	5

	We regularly and clearly articulate our vision for speaking up
	3

	We can evidence how we demonstrate that we welcome speaking up
	3

	We can evidence how we have communicated that we will not accept detriment
	2

	We are confident that we have clear processes for identifying and addressing detriment
	3

	We can evidence feedback from staff that shows we are role-modelling the behaviours that encourage people to speak up
	4

	We regular discuss speaking-up matters in detail

	4

	Enter summarised evidence to support your score.

These scores and actions were agreed following discussions with Trust Executive Management Team, August 2026

See also FTSU champion feedback from survey in evidence folder relating to role modelling behaviours (of Board level leaders; divisional/service leaders and senior managers in local area)


	High-level actions needed to bring about improvement (focus on scores 1 ,2 and 3)

	1 Complete the work on ‘no detriment’ through development and implementation of the new Speaking Up Policy 


	2 Complete the action currently underway to develop and implement the corporate communications plan

	[bookmark: _Hlk88583752]Statements for the person responsible for organisational development
	Score 1–5 or yes/no

	I am knowledgeable about Freedom to Speak Up
	5

	We have included creating a speaking-up culture (separate from the Freedom to Speak Up guardian process) in our wider culture improvement plans
	4

	We have adapted our organisational culture so that it becomes a just and learning culture for our workers
	4

	We support our guardian(s) to make effective links with our staff networks
	3

	We use Freedom to Speak Up intelligence and data to influence our speaking-up culture
	4

	Enter summarised evidence to support your score.

Discussed 3 September 2026 – Dave Llewellyn (Merger OD Lead), Oonagh McNeil (Culture and Transformation Senior Manager/OD lead)
· Speaking up is increasingly embedded within our wider culture and organisational development approach. This includes the development and launch of Listening into Action that launched this year, providing a structured approach for teams to listen to colleagues, identify priorities and demonstrate how feedback leads to action. This provides an important mechanism for strengthening the wider speaking-up culture, beyond the formal Freedom to Speak Up Guardian process.

· Team-level data triangulation is being used to bring together different sources of workforce and organisational intelligence and identify where teams may benefit from additional support. Freedom to Speak Up intelligence forms an important part of this wider picture, alongside other workforce and organisational data.

· Divisional People and Culture Plans provide a further mechanism for translating workforce feedback and cultural priorities into local action and improvement. Many of the Divisional plans include actions they are taking with OD support to improve their team culture These locally owned People Plans are monitored throughout the year.

· The organisation is committed to a just and learning culture, with a focus on creating environments where colleagues can raise concerns, learn from feedback and use this to improve how teams and services operate, however feedback around detriment and how colleagues experience People Services shows more work is needed in this area.

· There is established recognition of the value of staff networks as an important route to connection, inclusion and staff voice. However, there is an opportunity to strengthen the links between Freedom to Speak Up Guardians and staff networks, ensuring Guardians are consistently connected to networks and able to use these relationships to understand experiences, reach different staff groups and promote speaking up.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Strengthen Guardian links with staff networks
Develop a more consistent approach for Guardians to connect with and work alongside staff networks, including opportunities to share FTSU messages, understand the experiences of different staff groups and identify barriers to speaking up.



	Statements about how much time the guardian(s) has to carry out their role
	Score 1–5 or yes/no

	We have considered all relevant intelligence and data when making our decision about the amount of ringfenced time our guardian(s) has, so that they are able to follow the National Guardian’s Office guidance and universal job description and to attend network events
	4

	We have reviewed the ringfenced time our Guardian has in light of any significant events
	5

	The whole senior team or board has been in discussions about the amount of ringfenced time needed for our guardian(s)
	5

	We are confident that we have appropriate financial investment in place for the speaking-up programme and for recruiting guardians
	4

	Enter summarised evidence to support your score.
Xavier Bell, Chief of Staff, scored

· As part of our 2026 merger and the Corporate Services Transformation consolidation of the FTSU function we have reviewed Southwest FTSU benchmarking data to inform our own ring-fenced time proposal. We also considered model hospital data but found this less helpful. 
· New FTSU Guardian JDs will be informed by the NGO guidance / universal JD. Guardians attend network events as appropriate (and have the time to do so).
· Ring-fenced time for FTSU Guardians has been reviewed in light of our recent merger – a significant event.
· The whole Trust Executive Team have been involved in a discussion about suitable ring-fenced time for FTSU Guardians (June/July 2026 CST and TEM discussions) and this was also touched on at Board in June 2026.
· The 2026 proposal for reviewed and consolidated post-merger FTSU function includes non-pay investment to support speaking up programme.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1. Complete CST Consultation to finalise post-merger FTSU function.




Principle 3: Make sure workers know how to speak up and feel safe and encouraged to do so 
Regular, clear and inspiring communication is an essential part of making a speaking-up culture a reality.





 

	Statements about your speaking-up policy
	Score 1–5 or yes/no

	Our organisation’s speaking-up policy reflects the 2022 update
	Yes

	We can evidence that our staff know how to find the speaking-up policy
	Yes

	Enter summarised evidence to support your score.
· The speaking up policy in both the City and Weston and Southmead Hospital Operating Units reflects the 2022 update. 

· Work is underway to bring together both policies with input from stakeholders – for approval in Q3 2026-27.

· The Manager Survey (Aug 2026) provides evidence of strong local commitment to the value of Speaking Up. 91% of managers reported understanding their role in creating a culture where colleagues feel safe to speak up, while 68% felt confident promoting Speaking Up within their team. Free-text responses also emphasised the importance of visible and approachable leadership in building trust.

· Awareness of the policy was lower with 53% of managers in our survey agreeing that staff know how to find the speaking-up policy. This provides mixed evidence against this statement and indicates a need to strengthen awareness and accessibility of speaking-up routes and information.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1. Approve and publicise joint policy (Q3 2026-27)




	Statements about how speaking up is promoted
	Score 1–5 or yes/no

	We have used clear and effective communications to publicise our guardian(s)
	Yes (interim)  

	We have an annual plan to raise the profile of Freedom to Speak Up
	No

	We tell positive stories about speaking up and the changes it can bring
	No

	We measure the effectiveness of our communications strategy for Freedom to Speak Up
	No 

	Enter summarised evidence to support your score.

· We have an interim communications campaign providing regular messaging about who our Freedom to Speak Up Guardians are, what they do and how colleagues can access them. We also use wider staff engagement and communication channels to reinforce awareness of Freedom to Speak Up. Comms will be updated and aligned to new brand. Opportunity to increase awareness of speaking up as part of our values engagement work that is underway. 
· FTSU champion feedback from survey in evidence folder relating to visibility of the FTSU service and also awareness of routes for speaking up)

· Manager survey: Free-text responses identified a need for more visible feedback about the changes that result from Speaking Up. They described visible action and feedback as important in building confidence that raising concerns can make a difference.

· Some evidence that Divisions and HRBPs do use positive stories and share where speaking up has made a positive difference.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Create a BFT communications campaign which will be speaking up broadly and a sub part on Freedom to speak up, to include publishing positive stories of change, and that we do not tolerate detriment

	2. Utilise Comms support to create a consistent BFT brand look and feel.

	3. Develop a more consistent approach to measuring the impact of Freedom to Speak Up and speaking up communications, using available engagement data to identify which staff groups we are reaching and where further targeted communication is needed. - Comms

	4. Use You Said, We Did and other staff voice examples more systematically to demonstrate the outcomes of speaking up and reinforce confidence that feedback leads to action



Principle 4: When someone speaks up, thank them, listen and follow up 
Speaking up is not easy, so when someone does speak up, they must feel appreciated, heard and involved.
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	Score 1–5 or yes/no*

	We have mandated the National Guardian’s Office and Health Education England training
	Yes: City and Weston 
No: Southmead 

	Freedom to Speak Up features in the corporate induction as well as local team-based inductions
	Yes

	Our HR and OD teams measure the impact of speaking-up training
	No

	Enter summarised evidence to support your score.

Mandatory training

· Across the Trust, the National Guardian’s Office / Health Education England three e-learning modules (Speak Up, Listen Up, Follow Up) are strongly recommended and available through individual staff Kallidus/LEARN profiles.

· Speak Up training (Speak Up e-learning module) is currently mandated for all staff in the City and Weston HoUs, with compliance of 92.9% (June 2026). It is not currently mandated for all staff in the Southmead HoU; a decision was made for this to be soft mandatory (applied in each colleague's LEARN account and an expectation to complete but not measured in StatMan metrics). As of 20/07/26: Fully completed data: Speak Up module 68%

· At Southmead HOU, the Listening Up module (for managers) and Follow Up module (for senior leaders 8c and above) were also applied appropriately to individual LEARN accounts with an expectation to complete. Complete data as of 20/0726: Listen Up module (managers) 30% (69% commenced), Follow Up module 40% (47%) started. Steering Group note: Compliance data breakdown is in the evidence folder

· Work is currently underway to review mandatory training requirements across BFT. This self-review represents an additional opportunity for Speaking Up Steering Group to decide on the Trust's approach to mandated e-learning training requirements 

· Freedom to Speak Up is introduced from the beginning of employment through the BFT corporate induction programme. The corporate induction introduces colleagues to the importance of Speaking Up and the routes available to them, with further opportunities to engage with FTSU Guardians and Champions through the induction marketplace. This is supplemented by specific training for learners, student nurses, midwives, apprentices (connects with the Raising Concerns pillar of SLEC) and Preceptorship programme.

· Local team and service-based induction also provides an opportunity to reinforce these messages. There are examples of services incorporating Speaking Up into local induction, including Pharmacy, Pathology and Facilities, with some teams also introducing their FTSU Champion.

· The Trust e-learning lead produces regular learning reports, providing visibility of completion and engagement with Freedom to Speak Up learning. This enables the organisation to monitor uptake and identify opportunities to promote the training further.

· There is an opportunity to strengthen the evaluation of impact and effectiveness, rather than focusing primarily on completion and engagement. This could include assessing whether colleagues have greater confidence to speak up, understand the routes available to them and feel better equipped to respond when someone else speaks up.




	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Strengthen how we evaluate the impact of the e-learning training, moving beyond completion and engagement data to understand whether it improves colleagues' knowledge, confidence and ability to speak up and respond to concerns.

	2. Speaking Up Steering Group (29.9.26) agreed to mandating core Speaking Up e-learning module across BFT (implementation date TBC) 



	Statements about support for managers within teams or directorates
	Score 1–5 or yes/no

	We support our managers to understand that speaking up is a valuable learning opportunity and not something to be feared
	4 

	All managers and senior leaders have received training on Freedom to Speak Up
	4 

	We have enabled managers to respond to speaking-up matters in a timely way
	3 

	We are confident that our managers are learning from speaking up and adapting their environments to ensure a safe speaking-up culture
	3 

	Enter summarised evidence to support your score.

Scoring following discussion with TEM and overlayed with Manager Survey evidence: 
· Managers reported encouraging learning from concerns, feedback and mistakes within their team. This provides strong evidence of a positive learning orientation at team level. However, free-text responses also emphasised the importance of demonstrating what has changed as a result of Speaking Up, suggesting that the visibility of organisational learning and follow-through remains an area for development.

· While managers’ report confidence in having difficult conversations, free-text responses identify time, workload and process complexity as barriers to responding to concerns in a timely way. Managers specifically highlighted the need for clearer processes and sufficient capacity to respond effectively. Feedback around support they feel they get from the organisation was markedly lower than around other questions.

See feedback from champion survey (question 13) about whether learning and positive change resulting from speaking up are visible in work area (not consistent) and also question 3

(Full NSS data for speaking up scores can be found in the Evidence folder)

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Increase the focus on learning and follow-through, helping managers demonstrate how concerns and feedback have led to changes in their teams and working environments.

	2 Improve the experience of HR processes where they relate to speaking-up concerns, ensuring managers have greater visibility of progress, understand what is happening and are supported to close the loop with colleagues wherever possible, while recognising that some processes will necessarily take time.



Principle 5: Use speaking up as an opportunity to learn and improve 
The ultimate aim of speaking up is to improve patient safety and the working environment for all NHS workers.







 
	Statements about triangulation
	Score 1–5 or yes/no

	We have supported our guardian(s) to effectively identify potential areas of concern and to follow up on them
	3

	We use triangulated data to inform our overall cultural and safety improvement programmes
	3

	Enter summarised evidence to support your score.
Support our guardian
· We support our Guardian – raising profile, giving ring fenced time and mechanisms e.g. triangulation group.

Triangulating data

· The organisation has established approaches to triangulating intelligence across different areas, bringing together different perspectives to develop a more complete understanding of culture, safety and Speaking Up.

· At Southmead HoU, a quarterly Data Triangulation Group brought together a diverse membership including Freedom to Speak Up, Patient Safety, HR, Patient Experience, Staff Psychology and Health & Safety. This provided a forum for colleagues to share and consider intelligence from different sources, enabling themes and potential areas of concern to be considered collectively rather than in isolation. The breadth of membership supported a rounded understanding of organisational culture and enabled the group to identify where different sources of intelligence were telling a similar or different story. It also provided the FTSU Guardian with sight of relevant intelligence from other areas, in line with national guidance.

· The Southmead FTSU Guardian also reviewed the National Staff Survey data annually, particularly the Raising Concerns measures, and used this to identify potential areas for further attention with Divisional leadership and HR Business Partners.

· A team-level data triangulation approach was also used within City and Weston HoU, with the FTSU Guardian included as a key member of the group. This brought together a range of cultural indicators to identify teams that may benefit from additional support. FTSU intelligence formed part of this wider picture, helping to ensure that opportunities to strengthen Speaking Up were considered alongside other indicators rather than viewed separately.

· These approaches provide a useful foundation for developing a consistent BFT-wide approach to data triangulation. This should bring together FTSU intelligence with wider organisational, workforce, patient experience, patient safety and people data to identify themes, understand variation between areas and target support where it is most needed.

· There is also an opportunity to strengthen the process for identifying and tracking actions arising from triangulated intelligence, including ensuring that broader themes are translated into clear improvement actions and that there is visibility of progress and impact.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Embed a consistent team-level data triangulation approach across BFT, building on the approaches previously used within Southmead and City & Weston HoUs. This should bring together relevant intelligence from Freedom to Speak Up, Patient Experience, Patient Safety, HR, Staff Psychology and Health & Safety to identify emerging themes, understand local variation and target support where it is most needed.


	2 Strengthen the link between triangulated intelligence and improvement action, ensuring that broader themes identified through triangulation have clear ownership, agreed actions and appropriate follow-up, with progress and impact visible through existing governance arrangements.


	3. Confirm how triangulated intelligence and actions are reported to Executive and Board level, including the flow of information from team/divisional-level triangulation into wider organisational assurance.



	Statements about learning for improvement
	Score 1–5 or yes/no

	We regularly identify good practice from others – for example, through self-assessment or gap analysis
	Yes

	We use this information to add to our Freedom to Speak Up improvement plan
	No – there is no current improvement plan

	We share the good practice we have generated both internally and externally to enable others to learn 
	Yes

	Enter summarised evidence to support your score.
Completed by the FTSU Guardians:
· Previous gap analysis against NGO reviews and self-review reports was in place. This included communication of national Speak Up reviews to appropriate senior leaders for their potential action, e.g. Temporary worker speak up review (2026), overseas trained worker review (2025). 
· There is opportunity to ensure that learning points from gap analysis and previous specific external organisation reviews are not either lost or are further capitalised on with renewed strategic plans for the BFT aligned service. This could include learning from CQC reviews of external organisations. 
· The FTSU Guardians are part of both a local Bristol peer network and the SW FTSU Guardian network with peer counterparts sharing good practice, improvement ideas and regular peer support check-ins. 
· The NGO previously offered an annual conference and regular listen and learn webinars in addition to annual refresher training. 
· The FTSU Guardians sought opportunities within previous meeting and governance structures to share learning formally and informally with stakeholders to support the broader speaking up culture.
· BFT approach to how we listen, learn and respond to staff voice through Listening into Action provides a clear framework for listening, ‘how to’ guides for listening and best practice taking place across legacy organisations through case studies.

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Ensure that there are appropriate mechanisms for national learning around speaking up (including People, Safety/Quality/Improvement and FTSU) to be incorporated across the wider Speaking Up Culture at BFT (e.g. Thirlwall, Ockenden, any previous national reviews)

	2 The merged FTSU service should conduct a focus review to ensure all best practice from both organisations and external learning is incorporated into the improvement plan for BFT FTSU service. 



Principle 6: Support guardians to fulfil their role in a way that meets workers’ needs and National Guardian’s Office requirements








	Statements about how our guardian(s) was appointed 
	Score 1–5 or yes/no

	Our guardian(s) was appointed in a fair and transparent way
	Yes

	Our guardian(s) has been trained and registered with the National Guardian Office
	Yes

	Enter summarised evidence to support your score.

Southmead Hospital Operating Unit FTSU Guardians:
· Lead FTSU Guardian post: Competitive recruitment process run in 2020. Multiple internal candidates were interviewed. Competitive process for the fixed-term secondment Associate FTSU Guardian conducted in 2024, with multiple internal candidates interviewed.
· The Lead FTSU Guardian, volunteer Guardians and secondment Associate FTSU Guardian have undertaken (foundation) training for registration as a Guardian and subsequent annual refresher training through the NGO.
City and Weston Hospital Operating Unit FTSU Guardian:
· Deputy Guardian post: competitive process in 2020.
· Has undertaken training for registration as a Guardian and subsequent annual refresher training through the NGO.
· NHSE England will deliver only some activities previously undertaken by the National Guardian’s Office (NGO): NHS England » The future of Freedom to Speak Up 

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Consideration of further refresher training completion (if offered by NHSE) and FTSU Guardian CPD opportunities to support FTSU effectiveness and supporting strong link with culture and patient safety, given the NGO is no longer filling this space.

	2 Consideration of CPD development needs of FTSU Guardians to support FTSU service effectiveness (use of the Guardian development guide encouraged)

	3. Overarching for BFT: Organisational responsibility to: 
· Check in that BFT FTSU Guardians have completed any annual refresher training if this is supplied by NHSE in future.
· Consideration of CPD development needs of FTSU Guardians to support FTSU service effectiveness (use of the Guardian development guide encouraged)



	Statements about the way we support our guardian(s)
	Score 1–5 or yes/no

	Our guardian(s) has performance and development objectives in place
	Yes

	Our guardian(s) receives sufficient one-to-one support from the senior lead and other relevant executives or senior leaders
	Yes

	Our guardian(s) has access to a confidential source of emotional support or supervision

	Yes 

	There is an effective plan in place to cover the guardian's absence
	No (for City and Weston)

	Our guardian(s) provides data quarterly to the National Guardian’s Office (national arrangement is to report to NHSE from Q1 2026/2027)

	Yes

	Enter summarised evidence to support your score:
· The FTSU Guardians’ objectives are discussed in appraisal and linked to overarching key FTSU service objectives. 
· Longer term FTSU service objectives have awaited the organisational self-review process outcomes and action plans. 
· The FTSU Guardians meet regularly with the Senior Lead for FTSU (Chief of Staff). Regular meetings with the Executive lead(s) for FTSU are scheduled. A forward plan of meetings with the NED for FTSU and CEO is now in place.  To remain under review. Meetings with other Executives are arranged as needed.
· Confidential source of emotional support or supervision structure is in place more formally for City and Weston and more informally for Southmead FTSU Guardian. Future arrangements for emotional support, supervision and coaching are being discussed.
· There are cover arrangements for Southmead HOU, though a resilient structure to cover both HOUs needs picking up as part of FTSU service consultation for a structured and formal plan.
· Data reporting: Was reported quarterly to the NGO which was closed at end June 2026. Some data is now reported to NHSE following guidance issued in July 2026.

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1. Quarterly review of whether meetings with relevant senior leaders (and groups) take place (and effectiveness) 


	2. A resilient (cover) structure needs picking up as part of FTSU service consultation for a structured and formal plan.



	[bookmark: _Hlk88584840]Statements about our speaking up process
	Score 1–5 or yes/no

	Our speaking-up case-handling procedures are documented
	Yes

	We have engaged with managers and other key stakeholders on the role they play in handling speaking-up cases
	Yes 

	We are assured that confidentiality is maintained effectively
	Yes

	We ensure that speaking-up cases are progressed in a timely manner within the teams or directorates we are responsible for
	Yes 


	We are confident that if people speak up within the teams or directorates we are responsible for, they will have a consistently positive experience
	No 

	Enter summarised evidence to support your score.
· BFT merged policy drafted and suggested to be titled ‘Speaking Up policy’ rather than ‘FTSU policy’.
· Prior to merger, at SHOU, where capacity allowed (FTSU service and managers respectively), engagement would be offered alongside a Guardian developed guidance pdf (at NBT).; there was limited capacity for this work however (Guardian and manager capacity).
· Managers and leaders can access national e-learning modules on Listening Up and Following up. Decision to be made around whether these should be mandatory as a minimum.  Consideration of feedback and views on how well the new BFT management and leadership development offer will likely support expectations on good manager practice should inform how the normalised speak up culture can be improved more broadly.
· Our People policies and procedures e.g. Living Our Values make clear that speaking up must be handled confidentially. 


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Refresh FTSU internal speaking-up case-handling procedure for BFT FTSU service post-merger (including timely support from senior leaders where needed) and possible development of a SOP

	2 Ensure managers understand their part in handling speaking up, preventing detriment, maintaining confidentiality, progressing concerns in a timely way (training and engagement)


Principle 7: Identify and tackle barriers to speaking up 
However strong an organisation’s speaking-up culture, there will always be some barriers to speaking up, whether organisation wide or in small pockets. Finding and addressing them is an ongoing process.










 
	Statements about barriers
	Score 1–5 or yes/no

	We have identified the barriers that exist for people in our organisation
	4

	We know who isn’t speaking up and why
	3

	We are confident that our Freedom to Speak Up champions are clear on their role
	Yes 

	We have evaluated the impact of actions taken to reduce barriers?
	3

	Enter summarised evidence to support your score.

We have identified the barriers that exist for people in our organisation: 

· A range of evidence has been used to identify barriers to Speaking Up, including previous work undertaken by the FTSU Guardian at Southmead in 2023/24 and 2024/25 (and taken to NBT POG), more recent intelligence from City and Weston, feedback from FTSU Champions and the 2026 Manager Speaking Up survey. (Full data and suggested actions can be found in the Evidence folder)

· The above work provides rich information and high-level opportunities that can inform the organisation of the barriers to speaking up and the actions required in response. The outcomes align with national information. 

· Staff survey data also provides data to inform action across the organisation, within Divisions and for specific worker groups which could inform action plans from this self-review. 

· We have reviewed free text comments from NSS 2025 which highlights some negative trends around workplace culture, but we aren’t able to determine the exact reasons for these scores.
· The manager survey provides direct insight into perceived barriers. Managers identified fear of repercussions, lack of trust, workload and capacity, unclear processes and concerns about whether action will follow when issues are raised.

· The qualitative feedback also identified concerns about whether speaking up leads to meaningful action and whether concerns are followed through.

· The 2025 National Staff Survey provides further evidence. At NBT, 73.5% of White staff and 71.1% of BME staff reported that they would feel secure raising concerns about unsafe clinical practice. However, confidence that the organisation would address a concern was lower, at 55.6% for White staff and 66.5% for BME staff. This provides additional evidence that confidence in the organisational response is an important part of the Speaking Up experience.

· Previous FTSU work and more recent divisional engagement provide further qualitative intelligence about the barriers and conditions that affect Speaking Up. The evidence is broadly consistent with national FTSU intelligence, while recognising that some barriers may change over time as the organisation continues to develop and integrate.

We know who isn’t speaking up and why

· We have a range of workforce and divisional data that can help identify differences in Speaking Up experience between staff groups and areas of the organisation. National Staff Survey data is available by workforce characteristics and can be considered alongside divisional and other workforce intelligence. The 2026 Manager Speaking Up survey also provides insight into managers' perceptions of barriers.

· However, we do not currently have a sufficiently systematic picture of who may not be speaking up, and why, across all staff groups and organisational areas. This is an area for further development through triangulation of FTSU data, staff survey results, divisional intelligence and other organisational listening activity.

· Comms led Marginalised Voices work launched in 2026 to ensure voices we don’t typically hear from are brought in. There is an opportunity for triangulation and connection on this work with FTSU and other partners. 

We are confident that our Freedom to Speak Up Champions are clear on their role: 

· In a recent survey of FTSU Champions, 95% reported that they were clear about their responsibilities. This provides direct evidence that the existing Champion network has a good understanding of its role. Champions are trained to national training.
· The Champion network also continues to support local awareness and access to Speaking Up through a range of actions, including local induction, supporting events and walkarounds, awareness presentations in teams and ideally would also happen in staff networks 

We have evaluated the impact of actions taken to reduce barriers: 

· We have done the engagement work but no clear plan for reducing these by the organisation more broadly 

· There is evidence of activity to reduce barriers and increase awareness of Speaking Up, including FTSU Champion engagement, Guardian activity, divisional engagement and joint walkarounds. There are also examples of positive responses to staff engagement and local improvement activity.

· However, the organisation does not yet have a consistent method for deciding on the actions and then evaluating the impact of actions specifically designed to reduce Speaking Up barriers. The next stage is to strengthen this by identifying the actions, intended outcome of actions, establishing measures of impact and using workforce, FTSU and divisional intelligence to assess whether barriers are reducing over time.

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Review of existing barriers intelligence to inform improvement action plan around speaking up more broadly


	2 Refresh the FTSU champion network and restart training programme (Q4 2026-27)



	Statements about detriment
	Score 1–5 or yes/no

	We have carried out work to understand what detriment for speaking up looks and feels like
	4 

	We monitor whether workers feel they have suffered detriment after they have spoken up
	3

	We are confident that we have a robust process in place for looking into instances where a worker has felt they have suffered detriment
	3

	Our non-executive director for Freedom to Speak Up is involved in overseeing how allegations of detriment are reviewed
	2

	Enter summarised evidence to support your score.
Clare Meraz, Associate Director of People Services scored (evidence of detriment following speaking up

· The Associate Director of People Services has confirmed that where a colleague raises concerns and subsequently experiences a detriment, this would be addressed under the organisation's existing victimisation provisions. There is therefore a clear policy position and an established process through which concerns can be raised and investigated where they are reported.

· However, there is currently no proactive monitoring or systematic approach to identifying whether colleagues experience detriment as a result of raising concerns. The organisation therefore has assurance that a policy framework and investigation process are in place, but more limited assurance about the extent to which detriment may be occurring in practice, particularly where colleagues do not formally report their experience.

· The Associate Director has therefore scored this area, accordingly, reflecting the distinction between having an established process for responding to reported cases and having evidence that the organisation is actively identifying, monitoring and addressing detriment associated with speaking up.
· This provides partial assurance: the policy and process are established, but the absence of proactive measurement means the organisation cannot currently demonstrate the extent to which colleagues experience detriment following speaking up. 

· Manager survey: Free-text responses include concerns about potential repercussions and detriment following Speaking Up, including fears of being targeted or negatively labelled. This provides a signal that perceptions of detriment should be explored further but does not in itself evidence the prevalence of actual detriment.

· Manager focus group/ drop-in session: Colleagues attending the drop-in focus groups sessions raised the issue of detriment ‘there’s no reward for speaking, just punishment’ (Colleague September Manager Speaking Up Drop in session)

· NGO detriment guidance went to POG at NBT (in the Self Review evidence folder) – see best practice recommendations, which are for organisations, not just FTSU Guardians.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 BFT to agree new Speaking Up Policy, incorporating no detriment, and align with relevant HR Policy framework. This to be followed up with a clear comms plan setting out key elements to our people and being clear on line manager responsibilities. 









Principle 8: Continually improve our speaking up culture 
Building a speaking-up culture requires continuous improvement. Two key documents will help you plan and assess your progress: the improvement strategy and the improvement and delivery plan.













	Statements about your speaking-up strategy 
	Score 1–5 or yes/no

	We can evidence that we have a comprehensive and up-to-date strategy to improve the speaking-up culture
	No

	We are confident that the Freedom to Speak Up improvement strategy fits with our organisation’s overall cultural improvement strategy and that it supports the delivery of related strategies
	No

	We routinely evaluate the Freedom to Speak Up strategy, using a range of qualitative and quantitative measures, and provide updates to our organisation
	No 

	Our improvement plan is up to date and on track
	Yes  

	Enter summarised evidence to support your score.

· We have an interim Speaking Up Improvement plan which is live and currently being implemented.

· There are plans to develop a BFT Speaking Up Strategy during 2027.

· A manager survey of 160 respondents provides a baseline measure of confidence, team culture and perceived organisational support for Speaking Up. The survey combines quantitative measures with qualitative feedback on what helps, what makes responding difficult and what additional support managers need. The measures can be repeated to assess whether confidence and perceptions of organisational support improve as actions. 

· FTSU Champion survey responses e.g. Q10-17 also.

· Bank NSS improvement action plan in place. Recent focus group heard about some of the challenges and work that is taking place to support bank colleagues make speaking up easier for bank workers.

	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 BFT Speaking Up Strategy to be developed during 2027 - Freedom to Speak Up will be included in this strategy




	Statements about evaluating speaking-up arrangements
	Score 1–5 or yes/no

	We have a plan in place to measure whether there is an improvement in how safe and confident people feel to speak up
	Yes

	Our plan follows a recognised ‘plan, do, study, act’ or other quality improvement approach
	No 

	Our speaking-up arrangements have been evaluated within the last two years
	Yes C&W No SMD

	Enter summarised evidence to support your score.
· We have an interim plan, which picks up the outstanding actions from legacy Trusts; We continue to use NSS data to understand how safe and confident people feel speaking up and track progress and improvements. 

· National Staff Survey results provide a useful longer-term context for the 2026 Manager survey. Across both legacy Trusts, the results indicate a relatively positive foundation for employee voice, but a weaker level of confidence about organisational response and influence.

· At NBT, the proportion of staff who said they would feel secure raising concerns about unsafe clinical practice was 72.9% in 2025, compared with 74.4% in 2021. The measure has remained relatively stable over the period, rather than showing a sustained improvement. Confidence that the organisation would address a concern was lower, at 58.3% in 2025, compared with 59.2% in 2021. There was a notable dip to 54.3% in 2022, followed by some recovery, but the 2025 position remains slightly below 2021.

· A similar pattern is seen at UHBW. In 2025, 74.4% of staff reported that they would feel secure raising concerns about unsafe clinical practice, compared with 76.1% in 2021, while 60.7% were confident that their organisation would address their concern, compared with 60.4% in 2021. This suggests that confidence in raising concerns is consistently higher than confidence that the organisation will respond to them.
· There is also positive evidence around staff voice and the ability to influence improvements. At NBT, the proportion reporting that they are able to make improvements happen in their area of work increased from 51.4% in 2021 to 59.1% in 2025. At UHBW, the corresponding figure increased from 53.8% to 59.5%. However, involvement in deciding changes affecting their work remained closer to 50% in 2025, at 51.6% for NBT and 53.8% for UHBW. This suggests that staff may have greater confidence in making improvements within their immediate area of work than in influencing wider organisational decisions.

· All speaking up sub questions relating to speaking up for UHBW and NBT scored better than comparator average in 2025 NSS.

· The 2026 manager survey provides a broadly consistent picture. Managers reported high levels of personal confidence and commitment: 91% understood their role in creating a culture where colleagues feel safe to speak up, 83% felt they had the skills and confidence to have difficult conversations, and 95% reported encouraging learning from concerns, feedback and mistakes within their teams. However, confidence was lower when considering the wider organisational conditions for Speaking Up: 43% agreed that colleagues who speak up are treated fairly and 41% felt supported by the organisation to create a positive Speaking Up culture

· The manager survey therefore provides useful triangulation with the National Staff Survey. Across the evidence, the ability and willingness to speak up appears stronger than confidence in what happens after concerns are raised. 

· The manager survey qualitative responses reinforce this finding. They identified concerns about whether speaking up would result in meaningful action, alongside barriers relating to trust, fear of repercussions, workload and capacity, unclear processes and the need for clearer feedback about what has changed as a result of concerns being raised.

· Speaking Up is aligned with the Trust’s wider approach to quality and organisational improvement. The Patient First approach is well embedded across the organisation and provides a recognised improvement methodology, with a clear focus on identifying priorities, testing and implementing change, reviewing progress and sustaining improvement.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Development of a comprehensive action plan based upon self-review findings, which follows a robust quality improvement framework



	Statements about assurance 
	Score 1–5 or yes/no

	We have supported our guardian(s) to structure their report in a way that provides us with the assurance we need
	Yes

	We have we evaluated the content of our guardian report against the suggestions in the guide
	Yes

	Our guardian(s) provides us with a report in person at least twice a year
	Yes

	We receive a variety of assurance that relates to speaking up
	Yes

	We seek and receive assurance from the relevant executives/senior leaders that speaking up results in learning and improvement

	Yes 

	Enter summarised evidence to support your score.

· Reporting to Board follows the recommended national structure, providing assurance on concerns raised, action taken to improve the Speaking Up culture and recommendations arising from the Guardian’s work. 

· From November 2026, the FTSU report will be presented alongside a wider Speaking Up report at Board. This will provide a more joined-up view of Speaking Up activity, themes, organisational response and areas requiring further action.

· The content and structure of the Guardian report have been reviewed against the recommendations in the national guidance to ensure that reporting provides an appropriate level of assurance to Board. The approach is being further developed so that reporting provides not only information about activity and concerns raised, but also greater visibility of themes, organisational learning, actions taken and the impact of those actions.

· The Guardian provides reporting to Board in person, supporting direct discussion and challenge around Speaking Up activity, themes and areas of concern. From November 2026, this will be strengthened through the introduction of a wider Speaking Up report alongside the FTSU report, providing Board with a broader view of the culture and experience of Speaking Up.

· Assurance on Speaking Up is drawn from a range of sources rather than relying solely on the FTSU Guardian report. This includes Guardian reporting and qualitative intelligence, workforce and staff survey data, and other organisational listening activity, alongside relevant people and culture information. We are broadening our approach further through initiatives such as Listening into Action, which provide additional opportunities to understand colleagues’ experiences, identify themes and hear where there may be barriers to Speaking Up and evolving our ‘Living Our Values’ tools and resources in the future. This broader approach supports greater triangulation between formal Speaking Up activity and wider organisational culture and workforce intelligence.


	High-level actions needed to bring about improvement (focus on scores 1, 2 and 3)

	1 Ensure a regular feedback loop with leaders on speaking up as part of speaking up divisional accountability framework, in line with our Interim Plan













Stage 2: Summarise your high-level development actions for the next 6 – 24 months 
	Development areas to address in the next 6–12 months 
	Target date
	Action owner

	1. Finalise the Speaking Up Policy (31.11.26) and align day to day practice (measured in annual self-assessment) against the NGO toolkit.   
	31.12.26
	CPO & Chief of Staff

	2. Develop a Corporate Speaking Up Comms Plan (and aligned FTSU comms plan), branding and campaign 
	31.3.27
	AD Comms

	3. Develop and implement a Divisional Accountability Framework to embed ownership of Speaking Up at divisional level (interim, with plans to ultimately align with TOM).
	31.3.27
	Chief of Staff

	4. Develop and embed a new ‘no detriment’ piece into our People Policy framework
	31.3.27
	AD People Services

	5. Develop a consistent approach to measuring the impact of Speaking Up and speaking up communications, using pre-existing and any more recent engagement data to identify barriers and marginalised voices 
	31.3.27
	Head of Colleague Experience

	6. Complete CST restructure for FTSU function including sufficient ring-fenced time, sufficient resiliency, leadership and partner touchpoints for effectiveness. As Executive portfolio review and new Target Operating Model are finalised and implemented, ensure clarity on Executive Lead for FTSU and ongoing effective support and engagement with Guardians.
	31.12.26
	Chief of Staff

	7. Communicate and implement BFT-wide approach to Speaking Up Training (including the decision on BFT mandated e-learning, with more in-depth ‘listen up, follow up’ training being incorporated into the management and leadership training framework 
Ensure managers understand their part in handling speaking up, preventing detriment, maintaining confidentiality, progressing concerns in a timely way (training and engagement)
	31.3.27
	Director of People

	8. Refresh the FTSU champion network and restart training programme
	31.3.27
	Lead Guardian(s)

	9.  Ensure that all recommendations and learning from the Thirlwall review are understood and embedded into the above actions
	 30.6.27
	CPO and Steering Group

	10.Fully embed an effective, multi-disciplinary team-level data triangulation approach across BFT, building on the legacy Trust approaches, with upward reporting mechanisms clearly established.  
	30.4.27
	Head of OD Senior Manager

	11 Develop a programme/campaign focussing on learning and follow-through, helping managers demonstrate how concerns and feedback have led to changes in their teams and working environments
	31.3.27
	Head of Staff Experience

	12. Evaluate impact and progress of new Speaking Up Policy,(including ‘No Detriment’ aspect) and accountability framework
	30.6.27
	AD People Services

	
Development areas to address in the next 12–24 months 
	Target date
	Action owner

	1.  Strengthen the evaluation of e-learning training, moving beyond completion and engagement data to understand whether it improves colleagues' knowledge, confidence and ability to speak up and respond to concerns.
	31.3.28
	Head of Learning and Workforce Development

	2.  Strengthen links with Staff Networks and other key stakeholders, including the Culture Practitioner team, by developing and implementing a structured engagement plan.
	30.9.27
	Head of Staff Experience

	3. Fully embed the FTSU structure, processes, communications and evaluate impact/success
	30.9.27
	Chief of Staff



Stage 3: Summary of areas of strength to share and promote
	High-level actions needed to share and promote areas of strength (focus on scores 4 and 5)
	Target date
	Action owner

	1 Build on and promote Listening into Action as a vehicle for effective speaking up conversations
 
	On-going
	OD Lead

	2 Further utilise our Exec Team and NED understanding and commitment to Speaking Up by weaving this into all their comms and engagement activities – eg Town Halls, drop-ins and bespoke activities, with an emphasis on stories and outcomes 
	On-going
	AD Comms

	3 Use the extensive Values engagement programme, and the new values themselves, aligning to our Speaking Up culture, making connections and links
	31.3.27 onwards
	AD Comms

	4 Share Divisional or team best speaking up practice through regular comms and learning sessions

	On-going
	Head of Strategic Business Partnering
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