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	Report To:
	Trust Board in Public

	Date of Meeting:
	10 November 2026

	Report Title:
	Freedom to Speak up (FTSU) Guardian Q1 and Q2 Report 2026/27

	Report Author: 
	Hilary Sawyer, Freedom to Speak Up Guardian, Southmead HOU
Kate Hanlon, Freedom to Speak Up Guardian, City and Weston HOU

	Report Sponsor:
	Xavier Bell, Chief of Staff

	Purpose of the report: 
	Approval
Discussion
Information x

	
	To provide an update on: 
· FTSU Guardian data: numbers, trends and themes 
· action taken to increase FTSU Guardian awareness/visibility
· action taken to support effectiveness of the speaking up process and improve the skills, knowledge and capability of workers to speak up. 

	Key Points to Note (Including any previous decisions taken)

	· The last report to Board was the FTSU annual report in May 2026. 
· The data and themes for the first half of the year remain broadly the same as last year, but there has been an increase in the number of concerns reported at Southmead HOU in Q2, in part due to hotspot areas.
· FTSU Guardians have continued both proactive and responsive elements of the role to ensure workers across BFT feel able, and supported, to raise concerns.
· In the last six months, a Speaking Up Steering Group has been meeting regularly to oversee the organisational speaking up self-assessment. The actions from this self-assessment will contribute towards supporting a positive speaking up culture across BFT; please note the associated report to November 2026 Board


	Strategic Alignment

	A healthy speaking up culture supports a vision to deliver seamless, high-quality, equitable and sustainable care for the benefit of our patients, people, populations and the public purse. 
BFT has been engaging on a new set of future-facing values (and related behaviours) for the merged organisation. Speaking up, responding well to challenges with curiosity and compassion, and acting for safety and improvement have been key aspects of previous organisational and NHS values, underpinning how we care for patients, support each other, and work well together every day. 
Ongoing consideration of a merged FTSU service will support the speaking up environment and related behaviours, with further consolidation of aligned processes and reporting, ensuring best practice and supporting a refresh of the FTSU Champion network (breaking down barriers to speaking up). 


	Risks and Opportunities	

	A healthy culture of speaking up, listening up and following up is fundamental to a safe, effective and continuously improving organisation. It provides a vital mechanism for identifying and addressing risks, improving quality, promoting equity and inclusion, and preventing issues from escalating.
In the context of ongoing organisational change, financial pressures and workforce uncertainty, maintaining a strong speaking up culture and accessible FTSU Guardian service is increasingly important to support patient safety, staff wellbeing, retention, organisational learning and continuous improvement.
Following the Dash review and transfer of some activities from the National Guardian’s Office to NHSE from 01 July 2026, NHS organisations are expected to take greater responsibility and accountability for their FTSU arrangements.
Following the publication of the Thirlwall Inquiry, there is heightened national focus on ensuring that concerns are raised, heard and acted upon promptly, and that escalation processes are effective and responsive. This, together with the completion of the first organisational self-assessment of speaking up for Bristol Foundation Trust, presents an opportunity for the Board to strengthen assurance around speaking up arrangements, reinforce psychological safety across the organisation, and demonstrate its commitment to ensuring that patient safety and quality remains the Trust's highest priority.
With publication of the NHS Staff standards and the NHS Leadership and Management Framework, there is opportunity to strengthen confidence in a consistent speaking up culture through clear expectations for compassionate, inclusive management and leadership, psychological safety to speak up, with fair treatment and accountability for responsive action without fear of detriment. This will support colleagues to perform well, feel valued and safe at work in an environment where meaningful and sustained action is taken on themes, including violence prevention and reduction, racism and discrimination.

	Recommendation

	This report is for Discussion. 
Board is asked to discuss the trends and themes presented in the report, how they can be triangulated by senior leadership and addressed with the actions arising from the speaking up self-assessment to support improvements in the Trust’s speaking up culture.
In line with new national arrangements for FTSU since July 2026, Board is asked to continue to reinforce the importance of speaking up, embed the fundamental related principles and actions to provide safe and effective speaking up arrangements, and promote and support and communicate the FTSU Guardian role.

	History of the paper (details of where paper has previously been received)

	Trust Executive Meeting
	4 November 2026

	Appendices:
	Appendix 1: FTSU data for Q1 and Q2 2026/27 (Southmead and City and Weston HOUs)





Freedom to Speak up (FTSU) Guardian Q1 and Q2 Report 2026/27

1. Purpose
1.1 The purpose of the report is to update the Board on FTSU data, themes and activities at both the Southmead and City and Weston Hospital Operating Units over Q1 and Q2 2026/27.

2. Background
2.1 National arrangements for Freedom to Speak Up changed on 1 July 2026 as NHS England assumed responsibility for certain functions previously delivered by the National Guardian’s Office, in line with the 2025 DASH review recommendations. As a result, employers are now expected to take greater ownership and accountability for the effectiveness of their FTSU arrangements. This includes ensuring FTSU Guardians are appropriately supported to fulfil their role (both responsive and proactive) and that arrangements meet regulatory expectations, as assessed by the CQC. These changes heighten the need for continued Board oversight of FTSU effectiveness and resourcing. 
2.2 In September 2026, the publication of the Thirlwall Inquiry further reinforced the importance of ensuring that concerns are raised, heard, escalated appropriately and acted upon in a timely manner. The Inquiry highlights the crucial role of organisational culture, leadership and robust speaking up arrangements in safeguarding patients and supporting staff to voice concerns without fear of detriment.
2.3 The FTSU service at Bristol NHS Foundation Trust is interim aligned but separate pending fuller organisation service merger arrangements - with one Guardian (0.8 WTE) covering City and Weston HOU and one Lead Guardian (0.9 WTE) and one Associate Guardian (0.6 WTE fixed term to end 2026) covering Southmead HOU. 
2.4 Since the update to Board in May 2026, a Speaking Up Steering Group has been meeting regularly, initially to oversee the work on the organisational speaking up self-assessment. It will oversee delivery of the associated action plan, and act as a forum for discission of emerging themes from speaking up across the organisation, including via FTSU.

3. Assessment of cases
3.1 In Q1 and Q2 2026/27, City and Weston HOU reported 52 FTSU concerns – a level comparable to the same period in previous years. A similar number of guidance/ signposting contacts were received; these are not concerns and not formally logged. As highlighted in the annual report, the nature of concerns remained largely unchanged – with worker safety and wellbeing the predominant theme. In the first half of the year concerns were most frequently raised by registered nurses and midwives and admin and clerical staff. 
3.2 Common themes of concerns were related to poor behaviours and communication impacting on the ability of staff to fulfil their roles safely and effectively.
3.3 The one case of detriment in the first half of the year is currently under investigation by an appropriately independent senior leader and the findings will be shared with the FTSU lead non-executive director in line with the current Speaking Up policy.
3.4 During the same period at Southmead HOU, 73 concerns were raised to the Guardians (with at least a further 11 people being involved in collective concern raising); this included some hotspot areas (which are being responded to by senior leadership). All contacts were acknowledged within two working days. There were a further six signposting contacts and four initial calls by phone received when the Guardian could not immediately respond, where the individual did not then respond when contacted back (lost to response); there may be an expectation that calls to the FTSU service can always be responded to immediately.
3.5 The data patterns remain similar to previous reports:
· There was a slight increase in anonymous concerns in Q2.
· Category of concern: worker wellbeing and safety and attitudes and behaviours remain the highest themes 
· By occupation: trends of concern levels remain similar to previous reports with a high level from administrative colleagues and a relatively high level from additional clinical support staff. A lower level of concern raising remains from midwives and WACH in general; proactive regular walkarounds in WACH, including recently with Divisional leadership, have been ongoing to sense-check this and discuss ongoing work within the Division.
· A slightly higher level of concerns has been raised by Bank staff in the last six months which is believed to be due to increased awareness and communication.
· In Q2 there have been notable hotspots in Corporates and Medicine which are being responded to by senior leadership.
Representative feedback from users of the service:
· ‘I really appreciated the Guardian’s kindness, a neutral space to discuss challenges with sensible, balanced advice given.’ 
· ‘Thank you for keeping the momentum with my concerns after all this time, I had lost hope that this would ever be addressed’
· ‘Although not fully resolved yet, I am so grateful for the serious and timely response and support for escalation of the matters raised’.
· ‘I feel reassured by the support in the background while this issue is worked through’
· ‘I just wanted to say a heartfelt thank you to you for the time spent with me to air concerns and find a way through’
· ‘Thank you to the organisation for providing this safe space to be able to air one’s concerns and feel listened to impartially - I immediately felt lighter as a result’
· ‘Although raised before to managers, after discussion with the Guardian I feel more able to feedback my concerns directly to senior managers knowing that there is support in the background – staff still feel concerned about raising issues due to risks of negative response’

4. Action taken to improve speaking up culture
4.1 A significant focus for the FTSU Guardians during the first half of the year has been proactive participation in the organisational Speaking Up Self-Assessment. The Guardians have undertaken a detailed review of local processes, reflected on current practice, and gathered supporting evidence, including feedback from the Freedom to Speak Up Champion network, to inform the assessment and scoring. 
4.2 This work included amalgamating two separate Freedom to Speak Up policies into a single overarching Speaking Up policy for Bristol Foundation Trust, informed by stakeholder engagement. Attention has been given to the issue of detriment, recognising the importance of ensuring staff feel confident to speak up without fear of reprisal. A supporting Standard Operating Procedure (SOP) will provide further detail on the associated processes and ensure alignment with related policies, including the Respecting Everyone Policy.
4.3 The FTSU Guardians have supported regular communications in the last six months to reinforce awareness of the Freedom to Speak Up service, highlighting the role of FTSU Champions and the routes available for seeking support or raising concerns. This has been particularly important in maintaining the visibility and accessibility of the service during a period of significant organisational change.
4.4 E-learning compliance continues to improve across the Trust. The importance of ensuring all staff have access to basic speaking up training has been underlined with the Steering group recommendation that all staff across BFT should undertake this module as mandatory. This recommendation is awaiting approval by the Learning and Workforce Group. An action from the organisational self-review is to incorporate the principles of ‘listen up, follow up’ training into the management and leadership training framework to ensure managers understand expected response to speaking up and preventing detriment.
4.5 Supporting teams to listen effectively and respond well when concerns are raised is a growing focus of Guardian-led training at City and Weston and has been supported at Southmead when capacity has allowed.
4.6 The FTSU Guardians agreed to pause training of new FTSU Champions until January 2027 pending confirmation of structure of the FTSU Guardian service, broader organisational alignment and a planned refresh of the FTSU Champion network.  
4.7 Due to organisational change, progress on the intended establishment of regular, consistent, meaningful organisational triangulation processes has been limited and yet to be fully established and operationalised (including to identify common areas of concern from different sources of data across both HOUs). 
4.8 The Guardian team is liaising with the BFT Temporary Staffing team to further develop collaborative work and actions in partnership and further consider recommendations from the related previous NGO national review.
4.9 The Guardian team has aligned the Corporate Induction material, recorded a joint video for medical colleagues and will be reviewing aligned training for students, Preceptees and other learners.

5. Summary and Recommendations
5.1 This report provides some assurance to Board that the FTSU service is working both proactively and reactively to manage concerns and raise awareness of the importance of speaking up, listening up and following up.
5.2 The data continue to indicate that speaking up culture is variable across the HOUs and across divisions. Fluctuations in the numbers of concerns raised are hard to predict.
5.3 The work of the Steering Group has defined several actions from the speaking up self-assessment to help improve the speaking up culture; the report is a separate item for discussion and input from the Board 
The Board is asked to:
· review and consider the themes and data in this report in the context of the self-review (separate paper) and the associated action plan and any actions from the Thirlwall report. 
· continue to reinforce the importance of speaking up through their respective visibility and communications, embed the fundamental related principles and actions to provide safe and effective speaking up arrangements, and promote, support and communicate the FTSU Guardian role.
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