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‘Stay conversations’ are structured, one‑to‑one discussions, held  between a manager and
a member of staff, and focus on what helps individuals stay in their role and what might
cause them to leave.

Stay conversations help managers and organisations retain staff by understanding and
improving employees experience, enabling colleagues to feel heard, valued and
supported,  influencing their decision to stay.  

In addition to improving retention, stay conversations also support effective workforce
planning by helping managers understand patterns of staff movement and potential risks
to service continuity in the future.

Stay Conversations, do not need to be an additional task, nor time intensive, they can be
built into existing management approaches, such as informal chats, scheduled one to one
meetings or as part of ninety day reviews, often taking as little as thirty minutes to
complete. 

This guide has been developed to help you as a manager have effective and beneficial
stay conversations. 
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‘Stay Conversations are proactive one‑to‑one discussions that help managers
understand what motivates staff to stay, and identify and address issues that could lead
to staff choosing to leave. 

For Stay Conversations to be most effective it is recommended that managers
incorporate them as a regular supportive conversation which are embedded within their
day to day management practices. 

Stay conversations are a one to one conversation that are open,  positive, and
confidential (unless both manager and employee agree otherwise).   

For stay conversations to be successful it is essential that action is taken to address
challenges and improve staff experience.  With this in mind, it is important that as a
manager you are clear and transparent regarding whether each issue raised is within
your gift to resolve. You also need to be clear that any safeguarding issues raised or
identified within the conversation will need to be acted upon in line with your
organisational policy. 
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A Stay Conversation:

Should be informal and do not need to be lengthy.  The most important thing is
that the timing and place of the conversation allow privacy and opportunity for the
individual to be open and honest.

Should focus around a few key questions; these are not prescriptive and questions
should be posed flexibly, in a conversational manner and adapted to the individual.

Is most effective when repeated often (i.e. 3-6 monthly), with follow-up and next
steps along the way to provide ongoing dialogue and updates.

Is an opportunity to listen more than you talk. Give the individual freedom and
psychological safety to share thoughts, focus your attention on actively listening to
the employee without thinking ahead to your next question or interjecting
comments or explanations into the conversation.

To help you, a stay conversation template has been developed and included at the
end of this guide to help provide some initial questions, but managers should feel
able to add in further questions or adapt them to the situation and your member of
staff. It may be helpful to provide a copy of the questions before hand, or an
overview of the themes around the questions, so the member of staff has time to
think through what they might want to discuss.
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Once you have completed a ‘stay conversation’ with your member of staff, you
should:

Confirm and document  key discussions to use as a reference for future meetings
(store any notes with colleagues file confidentially)

Identify and agree any key actions and who is responsible for them

Arrange future stay conversations to revisit how things are going.

To retain valued colleagues and the knowledge, skills and expertise they possess,
it’s important to take proactive action if an individual indicates that they are
considering leaving. You should explore their reasons and motivations for this. Is
there something that concerns them in their workplace (push factors), or is it that
another employer is offering something that the individual perceives to be better
than their current role (pull factors)?

Having these conversations and identifying some solutions can seem a little
daunting at first. To guide and support you there are resources in the following
pages which consider both the more common reasons staff leave and some
actions that can be taken to motivate them to remain in their role. 
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Theme Considerations

We are
compassionate &
inclusive

This includes an indication
that they need support from
leadership, they
desire inclusivity
and equality

Are changes well communicated with staff?

Do regular team meetings take place?

Are staff views and opinions taken into consideration
when planning improvements?

Are working relationships strained? (If so,  seek support
from the OD and HR team).

Are staff aware and informed of the staff networks they
can join?

Do any  leaders in the team require further support to
develop?

Theme Considerations

We recognise
everyone’s
contribution:

If staff indicate they feel
undervalued or under
recognised.

Do members of the team regularly thank each other for
the day to day work they do?

Have team and individual efforts  been recognised
recently in staff appreciation awards?

Are appraisals meaningful and include feedback to
highlight value of their work?

Are staff aware of the benefits they can access through
the organisation?

Are patient compliments regularly passed on to staff?
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Theme Considerations Resources

We Champion
Flexible Working 

If staff indicate
their
desire for a
better work
life balance,
flexible
working or
flexible
retirement.

Consider whether you can support staff to
work more flexibly?

Are staff aware of the All Wales Flexible
Working Policy?

Is there a problem across the whole team i.e.
working longer hours/rota design or role
capacity issues, which requires a review?

Are staff aware of their ability to retire flexibly
and the information sessions offered to support
this?
  

All Wales
Flexible
Working
Policy

All Wales
Flexible
Working
Toolkits 

Improving
Retention
Together
Action Kit

Theme Considerations Resources

We are able to
speak up 

If staff members
indicate they
don’t feel heard,
or they don’t
have a presence
in the
wider
organisation.

Do team meetings take place regularly?

Has a senior leader been requested to attend
recently?

Do leaders in the team utilise compassionate
leadership principles?

Are staff aware of the ‘Our Voice’ staff survey
and feedback and wider feedback mechanisms
e.g. NHS Wales Staff Survey, Datix and
Speaking Up Safely?

Do leaders use the monthly ‘team focus’ and
share this with their teams appropriately?

Speaking Up
Safely
Resources

Our Voice
Portal

NHS Staff
Survey
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Theme Considerations

We are continuously
learning and
improving:
If a staff member
indicates they would
like to develop skills
and gain experience.

Have the objectives discussed in their appraisal been
met?

Have wider development options been explored, e.g.
shadowing colleagues, mentoring, secondments, or
further education?

Are staff aware of the bright ideas app to share ideas
they may have?

Have you discussed with the service lead what other
opportunities may be available?

Theme Considerations

We are stronger together
If staff indicate they
would like support from
their line manager and
greater team working.

Do team meetings take place regularly?
Have team leaders attended a leadership
development?
Do you feel team building sessions maybe helpful?
(The OD team can give advice around this.)
Are there any difficult relationships?
If there are, have the issues and support to
overcome these been explored i.e. mediation,
coaching?
Are staff aware of the respect and resolution
policy?
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What do you look forward to at work? 
What do you enjoy most about your role? What opportunities do you see for
advancing your career in this role? What would make your job more satisfying or
rewarding?

What helps you stay in your role?
Why do you stay in your role? What are your favourite things about your role i.e.
your team/patients? How do you feel you make a difference in your role? 

When was the last time, if at all, you thought about leaving our
team? 
What prompted it? What is the single most meaningful action I could take to
address this issue? Is this still an issue for you?

Stay Conversation Template

Employee Name

Current Position

Date of
Conversation

Line Manager
Name

Stay Conversation Questions



What can I do to make your experience at work better for you?
What aspects of your time in work make you feel valued?How could this be
improved? What challenges do you face? Do you feel able to effectively balance
your work and personal/home life? If you managed yourself and/or the team,
what would you do differently? 

Action By Whom By When

Signed Line
Manager

Signed Employee

Notes

Agreed Actions

Date of Next Stay Conversation (ideally 3 months time): 


	‘Stay Conversations’  a Managers Guide
	Contents
	Introduction
	What is a Stay Conversation?
	Having ‘Stay Conversations’
	A Stay Conversation:

	Following a ‘Stay Conversation’
	What should I do if my team member indicates they are considering leaving?

	Stay Conversation Template
	Stay Conversation Questions
	Notes

	Agreed Actions
	Action
	By Whom
	By When


