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Optimising Cost in Off-Payroll 
Engagements
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ÅWho are Plus Us

ÅThe Current Landscape

ÅChallenges & Risks

ÅCase Study

ÅBenefits of DE

ÅQ&A / Discussion



Who are Plus Us

NHS Partner since 2010 ς supporting 20+ NHS organisations nationwide.

Neutral Vendor & Managed Service Provider ς not a recruitment agency; we manage supply chains impartially.

All Staffing Groups Covered ς Medical Locums, Allied Health Professionals, Health Science Staff, Advanced Practitioners, and Non-
Medical/Non-Clinical ς and everything else in between!

Proven Scale & Impact
o 1.5m paid hours annually
o £82m+ payroll managed
o £13m+ annual NHS savings
o 300+ agencies in supply chain

Technology + People ς combining our WorkforceManager platform with dedicated partnership, compliance, and payroll teams.

Part of Brookson & People2.0 ς giving access to global expertise in workforce compliance, legal, and payroll solutions.



Umbrella Company Compliance

Iaw/ Ƙŀǎ ǊŜŎŜƴǘƭȅ ǇǳōƭƛǎƘŜŘ ŀ άǊƛǎƪ 
ǳǇŘŀǘŜέ ŦƻǊ bI{ .ƻŘƛŜǎΦ

The wording here is important and 
brings into play the Criminal Finance 
Act.

Also be aware of the new failure to 
prevent fraud offence, effective from 
1 September 2025.



Umbrella Tax Rule Changes ς Key Dates

July 21, 2025
Draft Finance Bill 2026 published 

April 6, 2026
PAYE/NIC liability shift takes 

effect 

2027 onwards
Umbrellas formally regulated by 

EAS / Fair Work Agency



Umbrella Tax Rule Changes ς Background to the Reform

IR35 Fallout
IR35 reforms in 2017 and 2021 pushed many 

contractors into umbrella arrangements.

Umbrella Market Boomed
New providers flooded in, some pushing non-
compliant schemes promising higher pay and 

agency kickbacks, distorting the market.

Contractors were lured by 
ΨōƻƻǎǘŜŘΩ ǘŀƪŜ-home pay

Agencies were enticed by rebates and uplifts; 
often unaware these incentives stemmed 

from non-compliant tax practices.

Government Steps In
To tackle non-compliance, the Government is 

shifting tax liability up the supply chain, 
holding end clients and recruiters accountable 

for unpaid tax from umbrellas they engage.

Compliance Responsibility 
Like IR35, the new rules shift compliance 

responsibility to those controlling the supply 
chain, pushing the market to self-regulate and 

phase out non-compliant umbrellas.



Umbrella Tax Rule Changes ς ²ƘŀǘΩǎ ŎƘŀƴƎƛƴƎΚ

Joint & Several Liability
Recruiters, End Hirers and Umbrellas now 
share responsibility for unpaid PAYE/NIC.

Gross Payment Model Stays
Umbrellas Companies still receive gross funds 

and run payroll using their own PAYE 
reference.

Broad Umbrella Definition
 Legislation applies to any entity 

employing workers to supply to third parties 
(with minor variations).

Increased Compliance Pressure
End Hirers and Agencies must carry out and 
evidence robust due diligence on Umbrella 

partners.

Entity Closest to the Client at Risk
The entity contracting directly with the client bears the liability (in most cases!).



Umbrella Tax Rule Changes ς Who is liable?

Example 1: UK Agency at Risk

UK Client UK Agency Umbrella

Example 3: UK Client at Risk

UK Client
UK Agency 

(engaging temps 
on a contract of employment)

Example 2: UK Client at Risk

UK Client Umbrella

Example 4: UK MSP at Risk

UK Client UK MSP UK Agency Umbrella



On-Payroll DE Service

Plus Us administers the sole HMRC Approved on-
payroll model for direct engagement

Originally designed for VAT 
savings on agency expenditures 

Gain fully visibility of agency spend 
and achieve financial savings by 
altering the engagement model

Agencies identify temporary workers, 
provided to clients under a 'Temporary 

Worker Employment Contract'

Removes the umbrella JSL risk entirely

Plus Us maintains an impressive 
on-payroll (DE) rate of 92% 

across diverse client portfolio 



Case Study: North Cumbria Integrated Care NHS FT

Challenge
North Cumbria faced rising compliance risks and limited visibility across its temporary workforce. 

Solution
Plus Us reviewed the full supply chain, identifying irregularities and strengthening governance. 
Working with Medical Staffing and Procurement teams, we:

o Delivered independent IR35 reviews via Brookson Legal.
o Introduced our HMRC-approved Direct Engagement model, reducing umbrella reliance.
o Reviewed provision of labour across medical temporary workforce.

Results
o VAT savings and improved rate control.
o IR35 and umbrella risks eliminated.
o Full visibility of workforce costs and compliance.
o Identified irregular insourcing model and switched to compliant on-payroll model.

Impact
North Cumbria now benefits from a sustainable workforce model with future proofed long-term 
savings and compliance confidence ahead of 2026 reforms.



Case Study: Cornwall Partnership NHS FT

Challenge
Cornwall Partnership needed to modernise its temporary workforce supply chain and generate 
savings. While agency costs remained high, the Trust had little visibility over worker engagement 
routes and was exposed to potential umbrella risk. 

Solution
Plus Us worked closely with the Trust to:

o Establish strong engagement with both agencies and workers from day one.
o Drive throughput into our HMRC-approved Direct Engagement model.
o Examine unusual temporary worker engagements throughout the supply chain.

Results
o Improved throughput achieved immediately, providing early traction and savings.
o Clear roadmap to unlock further VAT savings as DE adoption grows.
o Enhanced compliance assurance and visibility across the supply chain.

Impact
Savings were immediate after working with the Trust to mandate DE uptake. Cornwall Partnership 
has built a robust, future-proof model that eliminates umbrella risk, engages stakeholders 
effectively, and positions the Trust for long-term workforce cost optimisation.



Thank you!

matthew.fryer@brookson.co.uk
dan.west@plusus.co.uk
paul.terry@plusus.co.uk 

mailto:matthew.fryer@brookson.co.uk
mailto:dan.west@plusus.co.uk
mailto:paul.terry@plusus.co.uk
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Scaling NHS Capacity Through Digital 
Workforce Partnerships
Presented by RotaMaster & GPDQ
Zubeda Shaikh ς Finance Director - Zubeda@gpdq.co.uk
Sam Avery ς Marketing Director

mailto:Zubeda@gpdq.co.uk
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The NHS Workforce Challenge

38

Workforce strain is not just a staffing issueΣ ƛǘΩǎ ŀ systemic challenge impacting care quality, morale, 
and long-term sustainability.

Supported by the NHS Long Term Workforce Plan, 
which aims to reduce reliance on international 
recruitment from 34% to under 10% by 2035.

Despite this, challenges persist in:

Retention and well-being

Training capacity

Adapting to new, tech-enabled models of care

Local systems face pressure to implement national 
strategy at ground level while managing rising 
demand.

Growing need for:

Agile workforce models

Digital tools to improve flexibility

Integrated approaches to care delivery

Scaling NHS Capacity Through Digital Workforce Partnerships
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GPDQ delivers CQC-registered clinical services that help the NHS move from reactive treatment to 
proactive prevention, and from hospital-centric care to community-first delivery.

Our services reduce pressure on primary care and urgent care services, improve outcomes, and are designed to 
integrate seamlessly with existing pathways.

NHS-compliant health checks 
delivered at scale in community 
settings to detect risk factors early 
and engage hard-to-reach groups.

Remote triage and consultations 
supporting same day access to a GP, 
minimising waiting times and help 
allocate healthcare services according to 
individual needs.

Virtual Care - developing 
community-delivered, hospital-level 
care that is scalable, sustainable, 
and centred on complex patient 
needs. The model is designed for 
easy scalability, ensuring it can adapt 
to the evolving needs of patients 
and the NHS.

Dt5vΩǎ Response: The Insourcing Model

Scaling NHS Capacity Through Digital Workforce Partnerships

Community Health Checks Virtual WardsRemote Consultations
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Rapid growth in services has increased workforce management complexity.

Flexible remote MDT that can work across services 

Remote supervision of clinicians and service delivery 

Ensuring compliant workforce

Balancing clinician autonomy with organisational control

Operational Challenge & Scaling Workforce

Scaling NHS Capacity Through Digital Workforce Partnerships



wƻǘŀaŀǎǘŜǊΩǎ wƻƭŜΥ 5ƛƎƛǘŀƭ ²ƻǊƪŦƻǊŎŜ 9ƴŀōƭŜƳŜƴǘ
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RotaMaster is a 360͌ workforce management 
system that simplifies staff scheduling, streamline 
HR processes, optimise payroll, and ensure 
compliance.

Freeing your staff to provide more clinical care.

Specific modules supporting GDPQ:

RotaMaster Core (Rostering) ς Build and manage shift patterns and rotas 
with advanced rule settings and access to 400+ reports.

People+ (HR) ς Oversee compliance, leave, training, appraisals, and 
securely store staff documents.

Finance+ (Payroll) ς Export pay and hours data in CSV format, with 
bespoke payroll exports tailored to your provider.

Staff Hub App - Staff can view rotas, request leave/shifts, log expenses, 
swap shifts, and access team calendars and announcements.

Scaling NHS Capacity Through Digital Workforce Partnerships



The Partnership in Action
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¢ƻƎŜǘƘŜǊΣ ǿŜΩǊŜ ƴƻǘ Ƨǳǎǘ ƳŀƴŀƎƛƴƎ Ǌƻǘŀǎ τ ǿŜΩǊŜ ƘŜƭǇƛƴƎ Dt5v ŘŜƭƛǾŜǊ ǎŎŀƭŀōƭŜΣ ŎƻƳǇƭƛŀƴǘΣ ŀƴŘ 
insight-driven services for NHS partners.

250+ active clinicians managed across 17 different 
clients 

Custom rota publishing aligned to each customer's 
requirements

Smart shift pattern manager

Staff Hub App empowers clinicians to manage shifts 
flexibly

Operational oversight ς Dt5vΩǎ ƻǊƛƎƛƴŀƭ ŘǊƛǾŜǊ ŦƻǊ 
adopting RotaMaster

Real-time insights ς live dashboards to track service 
delivery and improve resource allocation

Scaling NHS Capacity Through Digital Workforce Partnerships
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Jason Greasley
Leadership Consultant & Head of Coaching and Leadership 

Transformation
Buckinghamshire Health & Social Care Academy



How do you build trust in your system. 

Jason Greasley
Head of Coaching and Leadership Transformation, Buckinghamshire 

Health and Social Care AcademyHealth Coaching cohort, 2024





LƴǘŜƎǊŀǘŜŘ bŜƛƎƘōƻǳǊƘƻƻŘ ¢ŜŀƳǎ όLb¢Ωǎύ

ÅLƴǘŜƎǊŀǘŜŘ bŜƛƎƘōƻǳǊƘƻƻŘ ¢ŜŀƳǎ όLb¢Ωǎύ ŀǊŜ ƻƴŜ ƻŦ ǘƘŜ Ƴŀƴȅ ǎƘƛŦǘǎ ƛƴ ƘŜŀƭǘƘ ŀƴŘ ǎƻŎƛŀƭ ŎŀǊŜ ǘƻ ǎǳǇǇƻǊǘ 

improving outcomes, prevention and shifting resources into the community, whilst improving health 

inequalities.

ÅFor INTs to work, all stakeholders will need to let go of old models of working and build strong relationships 

and trust across their systems. 

Å¢ƘƻǎŜ ǿŜ ŀǊŜ ǎŜǊǾƛƴƎ ƴŜŜŘ ǘƻ ōŜ ŀǘ ǘƘŜ ƘŜŀǊǘ ƻŦ ŜǾŜǊȅ ŘŜŎƛǎƛƻƴ ŀƴŘ ōŜ ƛƴǾƻƭǾŜŘ ƛƴ ǘƘŜ ŘŜŎƛǎƛƻƴ ƳŀƪƛƴƎΤ ƛǘΩǎ 

their life and their community. 

Å²Ŝ ǿƛƭƭ ƴŜŜŘ ŀ ƳǳƭǘƛŘƛǎŎƛǇƭƛƴŀǊȅ ŀǇǇǊƻŀŎƘ ŦǊƻƳ ŀƭƭ ǎŜǊǾƛŎŜǎΣ ƛƴ ŀƭƭ ǎŜŎǘƻǊǎ ŀƴŘ ƳƻǾŜ ǘƻǿŀǊŘǎ ŀ ΨǘŜŀƳ ƻŦ 

ǘŜŀƳǎΩ ŀǇǇǊƻŀŎƘΦ 



The concept of a "team of teams" in INTs refers to a collaborative approach where multiple smaller teams work 

together as a cohesive unit. This structure aims to:

ÅEnhance Collaboration: By bringing together various professionals from different disciplines, INTs foster 

better communication and teamwork.

ÅStreamline Processes: Simplifying referral and administrative systems reduces barriers to care and improves 

efficiency.

ÅImprove Patient Outcomes: Coordinated care ensures that service users receive comprehensive and timely 

support, addressing both medical and social needs.

ÅLeverage Expertise: Teams can draw on specialist knowledge                                                                             

from various fields, providing more holistic and specialised care.

This approach helps create a more integrated and                                                                             

effective healthcare system, benefiting both service                                                                         

users and providers, whilst putting those we serve first. 





Attention to RESULTS

Acceptance of  ACCOUNTABILITY

Clear open COMMITMENT

Productive CONFLICT

Building TRUST

Five functions of a team

Lencioni 2005



What next?

6

Trust is the foundation for any relationship both at home and work; absence 

of trust across teams and in systems is the most severe dysfunction a team 

can have. 

²ƘŀǘΩǎ ǿƛǘƘƛƴ ȅƻǳǊ ŎƻƴǘǊƻƭ ǘƻ ŎƘŀƴƎŜ ǘƘƛǎΚ

Who do you need to build trust / relationships with?

Doing more with less means we MUST work better across systems and build 

the foundations for the future. 

If we do not trust each other, will we share knowledge, will we learn from each other? 

Jason.Greasley1@nhs.net
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Mr Chris Sleight
Chief Officer 

Greater Manchester Diagnostics Network
Email:  Chris.Sleight@nca.nhs.uk

17th NHS Workforce 
Conference: 

Future Proofing NHS Care

What you need to know 
about Generations to 
άCǳǘǳǊŜ tǊƻƻŦέ
your Workforce
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Å Clinical background in Pathology. 
Å Various Operational and Strategic Senior Roles 

in Greater Manchester.
Å Now Chief Officer for the Greater Manchester 

Diagnostics Network.
Å SRO for GM Community Diagnostic Centre 

Programme.
Å I have Programme Director responsibilities for 

Digital Diagnostics programmes.

Å ΧΧŀƴŘ L ŀƳ ŀ ŦŀǘƘŜǊ ƻŦ п ōƻȅǎ
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Why a short-, medium-, and LONG-TERM Workforce Focus is critical now to 
sustain future services & MANAGE INCREASING DEMAND
Å An Ageing & Growing Population
Å New Generations with different stereotypes, attitudes and aspirations

Going to focus on the rise of Generation Z ς those people aged between 13 and 
27 who are now coming into your workforce
Å What you need to know
Å Their attitude to work
Å Five Top Tips to help you recruit, manage and work with Gen Z 

employees



GM Diagnostics workforce strategy

Objective 1 ς to attract and retain talent in the 
network, to decrease vacancy and turnover rates.

Objective 2 ς to create clear development 
opportunities for all staff to maximize staff potential 
and create equality in training across the network 

Objective 3 ς to better understand the workforce 
needs and create a sustainable workforce for the 
future. 



Background and Current workforce position 
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Pathology Network
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Å National occupation shortage in many staff groups 
across Diagnostics

Å Increased demand on both imaging and pathology 
diagnostic services ς especially post COVID recovery

Å More staff taking early retirement
Å Graduate entry reducing
Å Training capacity reducing ς focus on service, no time 

to train
Å Burn out of staff ς most departments carrying 

significant vacancies ESR snapshot of registered Biomedical Scientist in GM





SOME GOOD NEWS! World Probabilistic 
Projections in Life Expectancy (Both Sexes)



²ƘƛŎƘ ƳŜŀƴǎ ǘƘŜ ǇƻǇǳƭŀǘƛƻƴ ƛǎ ƛƴŎǊŜŀǎƛƴƎΧΦ



ΧΧΦCŀǎǘŜǊ ǘƘŀƴ ǿŜ ǘƘƻǳƎƘǘΗ



The increase in over 65 years will cause a huge 
increase in demand for the NHS for the next 40 years 

The percentage of the population in work will be 
lower 



5ƛŦŦŜǊŜƴǘ DŜƴŜǊŀǘƛƻƴǎΧΧ
We all think our parents were slightly crazy, 

and we all think our children are weirdéé




