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The NHS faces ever increasing pressures to provide value for 
money services while accommodating budget restrictions. Like any 
organisation, the biggest expenditure for the NHS is the staff payroll. 
It is essential for an organisation to build knowledge of its staffing 
structure, so that gaps can be identified quickly and accurate 
reporting of staffing levels can be maintained.

Establishment Control can help your organisation comply with 
national requirements to efficiently manage the Workforce and aid 
with workforce planning.

It is critical that organisations know how to investigate their staffing 
establishment to build a clear picture of the current staffing status, 
and to implement good practice to ensure that the structure is well 
maintained, and that the budget is easily reconciled between 
Finance and Workforce.

This functional guide provides key guidance and instructions 
on the functionality within ESR that supports the 
implementation and maintenance of Establishment Control - it 
does not replace any existing local guidance already in place.

Establishment Control functional guide

For further information 
please visit the ‘Empower 
and Retain’ section in 
www.discover.esr.nhs.uk
or to discuss further please 
contact your regional
NHS ESR Functional 
Account Manager.

Establishment Control in ESR
IMPORTANT NOTE: The ability to undertake these tasks 
requires that the people involved have been issued with
smartcards and the appropriate User Responsibility 
Profiles (URPs) have been assigned to them.

These include, but are not limited to:

• HR Administration
• Local Workstructures Administration
• Payroll Administration
• Local HRMS Systems and User Administration
• Finance Reporting and Hub Mapping

http://www.discover.esr.nhs.uk/


For use where an organisation has not undertaken Establishment Control 
before or where best practice has not been followed and processes need to 
be re-examined.

Please use the documents associated with this Functional Guide, including 
the Implementation Guide and the process plan here to assist you with this 
project.

The guidance in the User Manual for creating positions here will also help 
you with this process.

Once Establishment Control has been implemented, it is essential that 
processes are developed and followed to maintain best practice, and to 
avoid the project having to be repeated.

Implementing and maintaining Establishment Control requires good working 
relationships between the Finance team and the Workforce team, as 
communication is essential to achieve effective Establishment Control.

Implementing Establishment 
Control1

https://my.esr.nhs.uk/dashboard/web/esrweb/browse-content/-/document_library/7FXjBv5vbrZX/view_file/1784714107
https://my.esr.nhs.uk/dashboard/web/esrweb/browse-content/-/document_library/7FXjBv5vbrZX/view_file/1813341677
https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/create-and-maintain-position-job?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Dcreate%2Band%2Bmaintain%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site


Maintenance of Establishment Control requires a standardisation of 
recruitment practices, and the evaluation of the positions used in 
recruitment activities. Regular reviews of the Positions used, and the 
coding associated with them, will help to maintain an accurate picture 
of the workforce required by the organisation. This also applies to any 
changes made to the workstructure of the organisation.

Maintaining Establishment 
Control2

Any new Organisations which are created should also follow ESR best 
practice guidelines (available here) and should be created with the 
oversight of all the stakeholders involved with Establishment Control.

The Locations of your Organisation should be maintained to ensure that 
there are no obsolete details within ESR. Accurate Location information 
also assists many other ESR services such as Learning and 
Development.

Click here for guidance on Locations.

Organisations and 
Workstructures3

https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/create-organisations?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Dcreate%2Borganisations%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site
https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/enter-and-maintain-location?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Denter%2Band%2Bmaintain%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site


Organisations that are no longer used should be end-dated. They can 
then no longer be viewed or selected from the list of values in the 
Assignments form, so no more employees can be added. This will 
also ensure that you can report on the Organisation retrospectively if 
required but the Organisation won't appear in current time reports. 
However, they will still be visible within your workstructures
diagrammer.

Organisation Diagrammer4
There is a need to ensure that any new Cost Centres are created in line 
with your organisation’s guidance and following ESR best practice 
guidelines which are detailed here.

Cost Centres5

Any new workforce coding - including Occupational Codes, Job Roles, 
and Staff Groups - released by NHS England should be incorporated 
into your Establishment Control practices. Up-to-date guidance can be 
found here and should be used to ensure that all the coding of your 
workforce aligns with national requirements and guidelines.

Coding6

https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/financial-codes-cost-centre-codes?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Dfinancial%2Bcodes%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site
https://digital.nhs.uk/data-and-information/data-collections-and-data-sets/data-sets/national-workforce-data-set-nwd-and-nhs-occupation-codes


Costing data can be held at various levels in the hierarchy within 
ESR. The system will apply the value found at the lowest hierarchy 
level for each part of the cost allocation code.

As a minimum, the Costing attached to an Assignment will have a 
Subjective Code that will have been defaulted from the Position that is 
attached to the Assignment. If there is a need to apportion the costs of 
the Assignment to more than one ledger destination then multiple 
Costing rows can be created.

Click here for more information on split costing assignments.

Split Costing7
Although Positions generally have a single grade attached to them, it’s 
possible to attach more than one grade – this may be particularly useful 
for Medical Positions, particularly for Postgraduate Doctors.

Multiple Grades8

https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/multi-costed-assignments?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Dmulti%2Bcosted%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site


Consideration should be given to the Position Status that you use when 
creating new Positions or amending existing Positions. 

Active: 
Open for recruitment of new employees and can have existing employees 
attached.

Frozen: 
Existing employees can be attached to these Positions, but new 
recruitment cannot be undertaken to them. Positions can be unfrozen.

Eliminated: 
Existing employees must be moved to another Position before the 
Position can be Eliminated. New employees cannot be attached, and the 
Position can no longer be used.

Proposed: 
This status can be used for recruitment that is planned, but it is essential 
that this Position Status is changed to Active when the recruitment takes 
place.

Position Status9
Consideration should be given to the Position Type used when new 
Positions are created, or existing Positions are amended. Some Position 
Types enable more efficient Establishment Control reporting.

None: 
This Position Type does not enable effective Establishment Control 
maintenance or reporting.

Pooled: 
Multiple employees can be attached to the Position, but there is no 
restriction on the Actual FTE that can be assigned to this Position Type.

Single 
Incumbent:
Only one person can occupy this Position at any time. This is usually used 
for Postgraduate Doctors where a Deanery Post Number is required to be 
associated with the individual.

Shared: 
Multiple employees can be associated with this Position, up to the 
maximum Actual FTE value defined in the Position Establishment details

Position Types10



You can add details to the Positions you create to ensure accuracy during 
the recruitment process and to maintain comprehensive information about 
your Establishment.

Details that can be added to Positions include whether the holder of the 
Position should be subject to a DBS check or whether there are 
Qualification or Registration requirements for the Position.

The EPP Post and Eligible for OH Processing fields ensure that details 
relating to immunisations and checks can be transferred as part of the IAT 
process. This also enables the employee to see their Immunisation and 
Vaccination status within Employee Self Service.

Click here for guidance on creating Positions.

Position Details11
It is possible to move Positions as a group from one area of the hierarchy 
to the other, or to make updates to a group of Positions together. The 
Mass Move facility and the Mass Position Update facility reduce the time 
and effort required to update Positions and ensures consistent and 
accurate information across the hierarchy. Click here to access the 
relevant guidance for this process.

Mass Move/Update of 
Positions12

https://my.esr.nhs.uk/dashboard/web/usermanual/home/-/knowledge_base/esr-user-manual/create-and-maintain-position-job?_com_liferay_knowledge_base_web_portlet_DisplayPortlet_backURL=https%3A%2F%2Fmy.esr.nhs.uk%2Fdashboard%2Fweb%2Fusermanual%2Fkbsearch%3Fp_p_id%3Dcom_liferay_portal_search_web_portlet_SearchPortlet%26p_p_lifecycle%3D0%26p_p_state%3Dmaximized%26p_p_mode%3Dview%26_com_liferay_portal_search_web_portlet_SearchPortlet_mvcPath%3D%252Fsearch.jsp%26_com_liferay_portal_search_web_portlet_SearchPortlet_keywords%3Dcreate%2Band%2Bmaint%26_com_liferay_portal_search_web_portlet_SearchPortlet_scope%3Dthis-site
https://my.esr.nhs.uk/esrusermanual/html/NAVU611.htm


There are various Standard ESRBI reports available to professional users 
via Business Intelligence to facilitate the implementation and maintenance 
of Establishment Control.

A full list of Standard ESRBI reports, including which URPs can access 
them, is available here.

Position Analysis Dashboard
This dashboard is likely to be a main point of reference for the 
implementation and maintenance of Establishment Control. The dashboard 
contains reports which provide detailed information regarding occupied and 
vacant Positions within ESR. It also provides information regarding the 
organisational structure within ESR and can also be used to find Deanery 
Post details linked to Positions.

Establishment 
Control Reporting13

Staff in Post Dashboard
This dashboard is designed to provide the user with intelligence around 
the numbers of staff working in the organisation. This dashboard also 
includes reports on FTE vs Establishment and Headcount vs 
Establishment.

Data Quality Dashboard
This dashboard can provide detailed information regarding missing or 
incorrect data within the existing establishment details, including 
information regarding Pay Bands, Occupational Codes, and Job Roles.

http://www.esrsupport.co.uk/ESRBI/guide/v2/Dashboard%20Index/


There are various portlets that can be added to the Professional User and 
Self-Service dashboards, which provide a visual snapshot of establishment 
information, and which link to Business Intelligence reports, enabling the 
user to access more detailed information.

HR Dashboard:
There is an Establishment Portlet available to be added to this dashboard 
which shows the Actual vs  Establishment FTE.

Recruitment Dashboard:
There is a portlet that shows open vacancies by staff group. Once 
Establishment Control has been implemented, Recruitment colleagues can 
be assured of the accuracy of this information.

Manager Dashboard:
As well as the Organisation Chart, which managers can use to make sure 
their team information is correct.

Dashboards and 
Portlets14

Your NHS ESR Functional Account Manager details can be found on the 
ESR Hub. Details for your regional contacts can be found via the links 
below:-

• London
• South of England
• Midlands and East of England
• North of England
• Wales

Further Guidance15

https://my.esr.nhs.uk/dashboard/web/esrweb/regional-engagement-team-london
https://my.esr.nhs.uk/dashboard/web/esrweb/regional-engagement-team-south
https://my.esr.nhs.uk/dashboard/web/esrweb/regional-engagement-team-midlands
https://my.esr.nhs.uk/dashboard/web/esrweb/regional-engagement-team-north
https://my.esr.nhs.uk/dashboard/web/esrweb/regional-engagement-team-north
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