
Case Study: Kirkwood Hospice Case Study: Effective workforce planning, well-

being and attracting younger workers in a social enterprise (UK, 2019) 

 

 

Introduction 
Kirkwood cares for and supports people in Kirklees in West Yorkshire (north-west England) 

who are affected by life-limiting illnesses to make a positive difference to their quality of life. 

Services are provided free of charge. This means that fundraising plays an important role in 

the organisation as only 25% of its finances come from the NHS (National Health Service). 

This social enterprise was founded in 1987 in Dalton, Huddersfield. It has around 233 

employees. According to its annual report, 156 of these employees work full-time. In addition, 

Kirkwood Hospice has around 800 volunteers who are supervised by the Volunteering 

Department. These volunteers must comply with HR policies and procedures, e.g. criminal 

background check and induction. It works closely with the University of Huddersfield. One 

former student from the University is now working full-time in HR at Kirkwood. 

According to Kirkwood’s annual report, there is a significant gender gap: 82% female and 18% 

male because there are many nursing employees. Although the gender gap is huge, that does 

not affect gender pay and 50% of the executive team and operational team are women. 

These are strong HR policies that could be marketed to potential employees, as one of the 

challenges for Kirkwood includes attracting potential employees. 

HR Challenges 
Kirkwood’s HR Manager, who was the first person in the role and recruited three years ago, 

has implemented effective HR practices such as:  

- Employee training 

- Online learning  

Abstract 

While approaches to HRM in SMEs often differ from managing people in large 

organisations, it is important to note that SMEs are also diverse in terms of size, 

mission, history and governance. In this case, we explore a not-for-profit social 

enterprise with charitable status. Specifically, we discuss key challenges in workforce 

planning in a hospice, which provides palliative care for in-patients and service users in 

the community. Importantly, we reflect on the importance of workforce well-being, in 

particular the risks of burnout in the context of high levels of compassion. We also note 

the need to attract younger workers. The lone HR Manager in this kind of SME needs to 

ensure that they take steps to manage their own self-care. One impact from the case 

has been discussions with Hospice UK and its HR managers’ network to establish a 

national randomised virtual coffee trial to support mentoring.   

 

 

 

 

 

 

 

 

 

 



- Family-oriented policies 

- Very flexible in terms of employability: staff age ranges from 40 to over 60 years old. 

On the other hand, the following list describes the challenges faced by the social enterprise: 

- Finding new tools to develop workforce planning 

- Managing personalised staff working arrangements, e.g. part-time working 

- Rewarding non-financial rewards for employees 

- Avoiding employee burnout - because this is a charity, people tend to be very 

dedicated, which can lead to burnout 

- Attracting younger employees  

 

All of these challenges are linked to workforce planning. 

New tools for personalised workforce planning 
Workforce planning is the ability to get the right people in the right job at the right time. To 

succeed, the company must take the following steps (Anderson, 2004):  

- Supply analysis (e.g. identifying organisational competencies (Kirkwood is the main 

hospice in the Kirklees area), analysing staff demographics and identifying 

employment trends). 

- Demand analysis (e.g. measuring the future activities and workloads and what the 

workforce of the future will need; for Kirkwood it is important to observe the 

percentage of nurses in the area, and what undergraduates are majoring in). 

- Gap analysis (if the number of personnel or competencies in the current workforce will 

not meet future needs, this translates into demand exceeding supply and if a situation 

in which the current workforce personnel or competencies exceed the needs of the 

future then the supply exceeds demand. 

- Solution analysis (planned recruiting, training, re-training and placement of employees 

are all possible solutions to close the gap). 

 

For this case, the demand seems to be worrying as future planning can be tough. In demand 

analysis, it is important to consider workforce shifts driven by changing work tasks, workload 

and technology. However, it is important to keep in mind that the social aspect is the most 

important part of non-profit sectors. 

Two elements are required to identify competencies: 

1) Workforce skills: In order to address future demands it is relevant to identify the 

current workforce skills, but also the skills required to carry out a function (Anderson, 

2004). 

2) Job analysis:  collect information on successful job performance in order to repeat the 

success. Job analysis focuses on tasks, responsibilities and skill requirements. The 

information you obtain from your employees during job analysis becomes the basis for 

identifying competencies (Anderson, 2004). 



 

Mystery shopping, patient or guest, is a good way to get an external perspective on how the 

employees are performing. This would let the HR manager know if that person needs training 

or not. 

Customer reviews could be collected via the website, for example, as another way to gain an 

insight into development needs. 

Physical training is also much more interesting than online training. 

Kirkwood hospice is divided into three main “subdivisions”: Clinical, retail and administration. 

The main concern for the HR department is how the company should manage, appraise and 

reward those three sectors differently, as the tasks require different levels of work. It is 

important to first find out what the wants and needs of these employees are. 

As previously mentioned, the information obtained from employees helps identify not only 

competencies but also the needs of the employees. The employees are the heart of the 

company and work on the front-line every day; they are the ones that mainly understand the 

operations of the business and will be the ones affected by organisational culture change. 

For the retail sector, they might be looking at self-actualisation more: given more 

responsibility on the job and knowing that there is the possibility of advancement in the future 

(ex: store manager). 

 

Figure 1: Maslow and Hertzberg’s models of motivation 

 

Source: https://iedunote.com/maslow-herzberg-theory-comparison 

https://iedunote.com/maslow-herzberg-theory-comparison


Attracting younger talent and preventing employee burnout 

 

Attracting young talent 

There is a bad perception of hospices because some people look at them as a place where 

people go to die (which is untrue), thus making it hard to attract potential employees to the 

organisation, especially younger talent. Kirkwood supports palliative care for patients with 

life-limiting diseases, which includes in the community and at home. 

Gonzales (2015) has created a step-by-step guide on how to attract talent to an organisation 

(Appendix 1). 

A possible solution would be to offer mentorships in each department of the hospice 

(especially administration). This coincides with the fact that older members of the workforce 

tend to enjoy opportunities that allow them to share their knowledge and experience. 

The company brand should be worked on by the marketing team (making videos of clients 

during activities, the new buildings…) to challenge negative perceptions and allow people to 

be more empathetic. 

 

Avoiding employee burnout  

Working for a charity can cause stress due to the passion, hard work and dedication. Glicken 

and Robinson (2013) confirm this by saying that helping professions are prone to ‘compassion 

fatigue’: experiencing a decline in the ability to care for others and feel joy. This happens when 

higher levels of energy and compassion are expended yet very little internal peace or positive 

feedback is received for such efforts (Renard & Snelgar, 2016). Therefore, it might be useful 

to keep formal appraisal (to agree objectives but most importantly set objectives). 

Since the majority of the employees are aged over 40, it is important to find out what they 

value.  

A Rapid Evidence Assessment (REA) was used to investigate what makes work fulfilling for 

older workers. This assessment was guided by three research questions (Marvell & Cox, 2017):  

1) What do people over 50 value about work and why are these things are important to 

them? 

2) How does this vary for different contexts or subgroups of people aged over 50? 

3) How (if at all) does this differ from the rest of the working age population?  

 

To answer these questions over 7,000 publications were identified and assessed for quality. 

They were drawn from academic databases, the UK government and agencies, European 

agencies and organisations, employer organisations and older people or occupational health 

(Marvell & Cox, 2017). 

The results of this report stated that overall, older workers (45 to 65) look for flexible, sociable 

and age inclusive jobs. Learning and development are truly valued by them but also 



responsibility and career progression as it promotes self-esteem, confidence, engagement and 

performance (Marvell & Cox, 2017). 

Creating opportunities for older workers to share their knowledge and experience with other 

colleagues is a great way to keep them challenged. 

Health also plays an important role: their health needs to be taken into consideration. 

Transparency and flexibility are important to support older workers as it is a mistake to keep 

them isolated. 

Clinical jobs are more permanent, which means that there is possibly no room for 

advancement other than more training. Therefore, to reach to that state of self-actualisation, 

it will be important to keep the job as challenging as possible. Salary, working hours and work 

conditions should all be reviewed to maintain motivation (it is important to focus on one at a 

time). 

Another way to find out what the employees want would be to create an anonymous staff 

survey. 

Mike Belmares noticed the following actions as steps that may lead to employee burnout 

(Kanter et al, 2016): 

- Say “yes” to everything.  

- Don’t have a hobby.  

- Spread yourself thin.  

- Do everything yourself.  

- Success = staying super busy.  

- Complain lots.  

- Don’t take vacations or personal days.  

- Don’t take care of yourself.  

- Work only on tasks that you don’t care about. 

It is admirable that the company is currently working towards mental health and wellbeing in 

the organisation. 

According to the book, ‘The Happy, Healthy Non-profit: Strategies for Impact Without 

Burnout’, there are five spheres that employees should consider to sustain their wellbeing: 

self-care, relationships, environment, work and technology. 

The author has created a useful assessment, which would be helpful in sparking awareness 

about the wellbeing and mental health of staff within the company (Appendix 2). 

Workplace wellness guru Laura Putnam puts it this way: “If you don’t have a culture that 

supports wellness and well-being, your program won’t get off the ground.” 



The actions to implement wellbeing and health should be measured by the Maslach burnout 

inventory (MBI): 

1. Emotional exhaustion: how overextended individuals feel from their work. 

2. Depersonalization: cynicism and detachment, not caring.   

3. Personal accomplishment: how competent and successful individuals feel in their work 

(Kanter et al, 2016) 

 

The surveys (Appendix 2) and the MBI will help determine if the employees from the 

organisation are dealing with symptoms of burnout.   

Non-financial rewards 
17 different symbolic rewards have been studied for their impact on volunteer satisfaction, 

organisational commitment, and tenure; these included thank you letters, prizes, publicity, 

appreciation dinners, and attendance at conferences (Phillips & Phillips, 2010). 

Since the volunteers play an important role in the company (800 volunteers), it is important 

to include them. 

It is essential to understand your workforce in order to anticipate some of their needs in terms 

of rewards and motivation. 

The “mature” members of the workforce represent the demographic born between 1900 and 

1945. They are loyal, consistent and conforming (Kyles, 2005). They have strong values for 

authority, integrity and delayed gratification. They are easily motivated by verbal or written 

recognition, awards and/ or public acknowledgment for a job well done (Kyles, 2005).They do 

not believe in switching jobs as they often prefer being an “expert” in their function (those 

employees would fit perfectly with the clinical department of Kirkwood Hospice). 

The “baby boomers” represent the demographic born between 1946 and 1964. They are 

competitive, political and hardworking (Kyles, 2005). As this generation is very hardworking, 

they expect to be rewarded with status symbols such as advanced titles, more money, special 

parking spaces and large private offices (Kyles, 2005). Consequently, a non-profit organisation 

should be careful when hiring this generation as they tend to expect more resources. On the 

bright side, since this generation is approaching retirement, they are heavily concerned with 

financial and job security (Kyles, 2005). Kirkwood hospice seems to have a large number of 

older employees, therefore, that would make this generation feel safer. 

Generation X represents those born between 1965 and 1979. They tend to be individualistic, 

disloyal and techno literate (Kyles, 2005). They are considered the most challenging group to 

manage as they view corporate relationship building as a degree of “bootlicking” (Kyles, 2005). 

But unlike their former generation, they do not care as much about titles and hierarchies. 

Opportunity and work autonomy are the ultimate corporate rewards for this generation and 

it also keeps them productive at work (Kyles, 2005). 

Generation Y represents the demographic born between 1980 and 1995. They are also techno 

literate, purposed and good at multitasking (Kyles, 2005). This generation expects to work a 

meaningful job that allows them to cater to the greater good of society and they also want 



their managers to relate to them and value their contributions (Kyles, 2005). If they do not 

feel valued they will leave, as their greatest reward is internal, not external. This generation is 

the easiest to reach out to, to work in non-profit organisation as long as they see the meaning 

behind it. 

Conclusion 
Working with multiple generations, as well as attracting them, requires a huge understanding 

of their values and an idea of what they are expecting. It is okay to anticipate but it is even 

better to ask the current employees in order to prepare and move forward as the employees 

represent the body of the company. 

Working for non-profit organisations requires a lot of patience, passion and time, which can 

lead to burnout, therefore the health and wellbeing of employees should be taken into 

consideration. Appraisal should not be lessened but it should be a little more formal in order 

to truly make it feel like a reward. 

Anderson (2004) briefly sums up that it is important to fill the gap between “what our 

company offers” and “what can this potential employee bring to the company”. When hiring, 

ending the interview with a question such as “what do you expect from this job” would give 

an idea of what that potential employee is expecting. 

Any future changes within the new organisational culture should be communicated with the 

employees before directly implementing it to avoid a strong resistance to change. 
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