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Introduction
Bupa is a large multinational healthcare and health insurance company founded in 1974 with over eighty-seven thousand employees. Bupa’s passion stems from doing the right thing for all stakeholders including, customers colleagues, communities and the planet. Bupa is committed to cultivating a culture that puts welfare and people first to encourage diverse perspectives and inspire people to make new possibilities happen. Allowing employees to feel empowered to create and innovate through values, leadership, communications, ways of working and processes to embed an agile culture that seeks to make a positive difference. Bupa’s core operation activities are:
Health insurance such as, International private medical insurance, Health funding projects and Dental insurance.
Health services and Provision such as, Health clinics and hospitals, Dental and aged care facilities, Health assessments and GP services, Clinical care and treatment and Digital services.
Bupa is one of the leading international healthcare organisations that provide health insurance, clinal services, dental care, aged care and mental health support. Bupa does not have shareholders and reinvests profits back into the services provided. Below I will provide a SWOT analysis of the organisation and its strategy in context to the device it will be bringing to market.




SWOT Analysis                                                                            
Strengths
Strong Brand Reputation – This and the reputation of Bupa will provide customers with the confidence that the device will be not only be medically orientated but offer benefits medically as opposed to other technological devices that offer the same analytics.
Integrated Health Ecosystem – Because Bupa offers so many different service, this device will be able to link them together to enable a more personalised service, early detection and preventative care, whilst encouraging customer retention and loyalty.
Existing Customer Base – With Bupa already having millions of existing customers,  it will aid in the marketing and promotion, which will in turn, reduce customer acquisition costs.

Weaknesses
Limited Experience – due to developing and manufacturing physical wearable devices, there is a risk around product design, reliability and supply chains, but also aftercare support
High Costs – a lot of money will need to be spent before the product hits the market, these include Technology, Software, Cybersecurity and Regulatory approvals.
Integration Challenges – Integrating the device with already existing Bupa systems and technology may pose difficult, especially due technological disadvantages in particular regions that Bupa operate in.
Risk of Low Adoption – if the device lacks a niche and does not outperform the likes of existing wearable devices offered by technology brands, then the adoption from consumers may be limited.
Opportunities
Growing Demand – there is a growing demand for personal health monitoring, consumers have an increased dersire to monitor health, wellness, including sleep tracking and oxygen monitoring, this could be due to chronic disease management or just general wellness,
Preventative Healthcare Initiatives – There has been shift in preventative health as opposed to curative healthcare due benefits such as higher life expectancy and reduced long-term costs.
Incentivised Discounts – Bupa can offer discounts on premiums as a reward for ‘healthy behaviour’
Threats
Competition – Technology companies offering similar devices already have a strong presence in the market.
Strict Regulatory Requirements – Because this is being marketed as a medical device it may require medical certification, clinical validation and data protection compliance. Which will inherently add to the cost and time.
Cybersecurity and Data Privacy Risks – The device will handle sensitive biometric data which will open Bupa to legal ad reputational risks if a breach was to ever occur.
Price Sensitivity – The price being too high will pose a risk of customers not wanting to purchase and opting for more familiar alternatives.


PESTLE Analysis with SMART Objectives                     
Political Factors
· Increasing focus on preventative healthcare through digital health solutions
· Differing medical device regulations across Bupa’s operation Countries
· Political pressure for data protection and full transparency with consumers
For this the SMART objective would be to ensure the device meets all regulatory requirements in the different operational countries, for example GDPR, HIPA and review regularly to ensure there is no room for breaches.

Economic Factors
· Rising production costs for components.
· Economic uncertainty and inflation, influencing consumer reluctance to purchase new/expensive technology.
· Growth in the global digital health economy which has created new opportunities for revenue.
For this the SMART objective would be to reduce total production costs with in the next year, this can be done by negotiating long term contracts and cultivating an embedded relationship with component providers. 
Social Factors
· Increasing Health Consciousness.
· Longer life expectancy with increase in chronic health requirements.
· Increase desire for personalised health insight.
The SMART objective would be to achieve positive used satisfaction, most notable in existing Bupa members, which can be measured through feedback surveys.

Technological Factors
· Sensor and Artificial Intelligence Advances
· Ecosystem Integration
· Cybersecurity Requirements
The SMART Objective would be to ensure the device offer an accurate and clinically tested algorithm on the device that is validated by healthcare professionals.
Legal Factors
· Medical Device Regulations
· Data Protection Law
· Insurance Industry Regulations
The SMART objective would be for 100% compliance to the above laws and regulations and completion of all required legal audits and gain all necessary approvals before the launch of the device.
Environmental Factors
· Sustainable Manufacturing Expectations
· Energy Consumption and Battery Efficiency
· Supply Chain Environmental Standards
The SMART objective would be to integrate a percentage of recyclable materials into the device and packaging staying in-line with Bupa’s existing sustainability guarantee and guideline.











Identifying Stakeholders                                                                     
Internal Stakeholders 
Internal stakeholders for this project are those immediately involved with Bupa , whether that be development, production or marketing and promotion of the device. (Mitchell, R. K., Agle, B. R., & Wood, D. J. 1997)
External Stakeholders
External stakeholders are identified as who are influential to or impacted by the device. This could be both pre/post production.
	Internal Stakeholders
	External Stakeholders

	Executive Management
	Bupa Clients/Members

	 Product Development Team 
	Healthcare Professional

	Design Team 
	Regulatory Authorities

	Quality Assurance Team 
	Technology Suppliers

	Data Science & Analytics Team
	Retailers/Distribution Partners

	Marketing Department 
	Investors

	Sales Department
	



Out of the 13 stakeholders listed above, there are 5 key stakeholders. Below will detail the responsibilities, benefits and challenges of the key stakeholders.
Executive Management
Responsibilities: Overseeing the project and the timelines provided to each department, they will also be responsible for monitoring the budget/funding and making sure the progress is in alignment with the objectives of the device and meeting the expectations of all stakeholders including risk management. In addition to this the executive management team will need to ensure alignment with Bupa’s broader healthcare ecosystem. Executive management will make final decisions on compliance, partnerships and market entry.
Benefits: They provide will be leadership, resources and budget whilst ensuring the final product aligns with Bupa’s brand, mission and expansion strategy. Executive Management will also be able to make sure the product meets regulations across the different regions they operate in and maintains consistency in the vision,
Challenges: Weighing up the innovative potential versus the risk and dealing with the different regulatory authorities in the different regions. Ensuring there is not hinderances to existing operations within Bupa’s infrastructure
Product Development Team
Responsibilities: These are the engineers, software/app developers who will develop the device and its capabilities of hardware and software from start to finish. They will also have the responsibility of managing the timelines of the development.
Benefits: The benefits of the product development team are their expertise in medical grade devices and being able to apply the needs of the to the device and the features it will need whilst ensuring it remains competitive in the market.
Challenges: One of the challenges will notable be the integration with already existing digital health systems within Bupa. Alongside balancing battery life, efficiency medical-grade certification and research and development costs.

Quality Assurance Team 
Responsibilities: Ensuring the device meets safety, reliability and performance standards. Testing durability and safety and guaranteeing the device meets healthcare, medical device abd data security standards.
Benefits: Ensuring compliance before regulatory review and preventing costly, or safety recalls. Which will subsequently build customer trust and retention through reliability.
Challenges: Keeping up with the ever evolving and changing medical device standards and co-ordinating testing across the different regional markets. 

Data Science and Analytics Team 
Responsibilities: Are to analyse health data to provide recommendations and results to embed into the device to feedback to the wearer of the device and develop algorithms to measure heart rate, blood oxygen levels and sleep analysis and ensuring the data provided will be accurate and clinically valid. Also to moderate datat governance, anonymity and analytic ethics.
Benefits:  Enabling integration into Bupa’s preventitive healthcare framework and transforming raw data to actionable, understandable health insight. They will aso differentiate this device to similar ones on the market.
Challenges: Ensuring Clinical accuracy and a standard at medical level, whilst maintaining a model that is diverse across users and navigating strict data protection laws.
Regulatory Authorities
Responsibilities: Approving the device for market and ensuring the device meets health and safety compliance standards and Bupa meets medical advice regulations and data compliance.
Benefits: Providing the framework that will guarantee safety, accuracy and compliance which will reinforce consumer trust.
Challenges: Evaluating the healthcare data, managing regulatory differences across Countries and increased workload.
Investors
Responsibilities: Are to provide financial backing and assess Returns of Interest while fostering a long-term strategy and market expansion.
Benefits: Capital to supposed research development and launch of device.
Challenges: Long Returns of Interest times and device adoption failure. 

An engagement tool to help identify and clarify roles and responsibilities is the RACI matrix, this eliminates ambiguity within a project. It also highlights decision making authority. The RACI matrix is beneficial to this project as multi-level stakeholder environment where internal and external stakeholders must all work together to deliver a healthcare device that is safe, clinically accurate, compliant and commercially marketable. Another benefit of the RACI matrix is the eliminates the likelihood of duplication in terms of task completion and therefore breeds efficiency, it also allows stakeholders to stay on top of tasks and aware of the deadlines that belong to them. This transparency improves collaboration and alignment allowing for success. (Neil J., 2009)

RACI MATRIX
[image: ]


OWANs/SWANs
To bring this device to market as Project manager I will need to effectively engage all stakeholders involved in this project. I will need to identify Stakeholder Wants And Needs (SWANs) and Organisation (Bupa) Wants and Needs (OWANS). Expectations and alignment must be maintained throughout, and any conflict must be mitigated before it escalates. To aid this i will apply the 4C’s model throughout the project. (Lee, Y.F., Altschuld, J.W. and White, J.L., 2007.)
4 C’s
Communication: Using my knowledge and understanding of the stakeholders involved in the project I will  be able to tailor communication and information that is clear and meets their level of expectation.
Coordination: This endures all stakeholders are aligned in their roles, timelines, interdependent tasks and aware of decision-making rights. Tools such as RACI matrix helps to create an ecosystem that avoids duplication, delays and conflict henceforth driving efficiency.
Cooperation: Drive cooperation through conflict mediation and addressing concerns, ensuring stakeholders needs and wants and heard and understood, and cultivating a problem-solving attitude opposed to a blame one.
Collaboration: By creating a collaborative environment, it will improve alignment and engagement.




Engaging Stakeholders
Developing this new device will require inclusion and embeddedness from a variety of internal and external stakeholders, each of their involvement and individual expertise will be detrimental to the clinical reliability, commercial success and alignment with Bupa’s strategic goals and brand. Internal stakeholders such as the Executive Management team will play an integral role in shaping the concept, technical capabilities and have the first and final say on major decisions regarding the device in preparation for market launch. The Product Development Team is fundamental to taking the initial concept and turning into a functioning product, they will determine the core features and specifications, decide on hardware components and what integration requirements the device will need to have also the firmware. They will prototype, test and ultimately bring the device to life by engineering how it works, looks, functions and performs ensuring a commercially viable product. Having such a central role, this will mean they will need to work closely with other stakeholders such as The Design Team, Data Science Team, Quality Assurance Team and Marketing Team creating a balance and fostering integration across the. The Design team makes sure the device is user friendly and ergonomical, ensuring its alignment with Bupa’s brand identity. The Quality Assurance team tests the hardware, software and data accuracy to comply with regulatory safety and standards. The data Science and Analytics Team’s main objective is to develop the algorithms required to process heart rate, oxygen levels and sleep patterns to deliver tangible data that will help differentiate and set aside the device from other similar ones from competitors on the market. The Regulatory Team is a key stakeholder because without approval and accordance, the device cannot be launched or sold.
Engaging stakeholders effectively is going to be detrimental to the succes of the new wearable device. To do so there are various established frameworks that can identify, guide and structure engagement throughout the process of the project, through to completion. One being the stakeholder matrix which helps to classify stakeholders according to their level of influence and interest in the project.




STAKEHOlDER MATRIX: POWER-INTEREST GRID
 POWER
INTEREST
KEEP SATISFIED
MANAGE CLOSELY
MONITOR
KEEP INFORMED
INVESTORS
TECHNOLOGY SUPPLIERS
RETAIL PARTNERS
HEALTHCARE PROVIDERS
BUPA MEMBERS
MARKETING TEAM
DATA SCIENCE/ANALYTICS
QUALITY ASSURANCE
REGULATORY AUTHORITIES
PRODUCT DEVELOPMENT
SALES DEPARTMENT
EXECUTIVE MANAGEMENT
DESIGN TEAM




Using this framework, you can prioritise engagement and ensure effective communication throughout the project. A strong communication plan ensures that all stakeholders feel involved in the project and receive the necessary information, efficiently and effectively and  through the right channels. An assessment to what channel is most suitable must be done, to avoid any hinderance to the project. Thich is a potential possibility in circumstances where the is a significant time difference, for example United Kingdom to Asia, where components will be manufactured. Due to the involvement of technology development, healthcare regulation, customer testing and commercial rollout communication must be structured and tailored to each groups influence and interest. This communication plan endeavours to keep all internal and external stakeholders engaged and aligned throughout the duration of this project. 
Internal stakeholders required structured and frequent communication to cultivate a seamless collaborative relationship and environment, which frequents weekly. Key stakeholders like Executive Management will also receive communication weekly which will consist of updates that will detail the progress and any new information that needs to be shared i.e. risks, also any decisions that time sensitive. External stakeholders require structured and professional and formal communication and will most likely require formal reports, written documentation, official submissions and signed agreements/contracts, however they still need to feel embedded within the project hence why frequency of communication cannot be too scarce. 

STAKEHOLDER COMMUNICATION PLAN
	Stakeholder
	Purpose
	Frequency
	Channel

	Executive Management
	Strategic Alignment, Risk Review
	Weekly
	Email/Presentations

	Product Development Team
	Technical Updates
	Daily/Weekly
	Teams/Zoom

	Design Team
	User Experience and User Interface alignment
	Weekly
	Teams/Zoom

	Quality Assurance
	Testing and Compliance updates

	Weekly
	Teams/Zoom

	Data Science and Analytics Team
	Model performance and Validation

	Bi-weekly
	Teams/Documentation

	Regulatory Authorities
	Compliance submission

	As required
	Documentation/Email

	Technology Suppliers
	Component availability/Specifications
	Bi-weekly
	Email/Meetings

	Marketing Team
	Positioning and Campaign planning
	Weekly
	Teams

	Sales Department
	Commercial readiness updates
	Weekly
	Teams

	Investors
	Progress and Financial updates
	Quarterly
	Email/Presentations

	Retail Partners
	Stock and Distribution planning
	Monthly
	Email

	Healthcare Professionals
	Clinical insights and Feedback
	Monthly
	Teams/Virtual Meetings

	Bupa Members
	Used testing and Satisfaction
	Initial rollout/Monthly
	App/Email/Forms






Evaluation of The Impact of Stakeholder Engagement On Business Performance
Effective stakeholder engagement has a direct impact on business performance, especially when it the context of an innovation-driven project. The involvement of Internal stakeholder creates more efficient product refinement and has more of a likelihood for consumer alignment and that it will meet regulatory requirements due to the integration of the diverse expertise levels each stakeholder brings to the project. This also enhances product quality and reduces errors that can take place during the development process thus ensuring a streamlined process to completion.
Engaging external stakeholders is equally as important as early collaboration with the needed divisions and authorities can also accelerate development and reduce production costs. Stakeholder engagement also enhances brand perception and reputation which can improve customer retention, trust and loyalty. This can translate to more opportunities and increased selling.
Recommendations for Future Stakeholder Engagement
· Co-creation with Bupa Members
· Identify KPI’s



Conclusion
Effective stakeholder management is fundamental to the success of launch and marketability of the device. Each stakeholder provides their own expertise, expectations and influence to the project and engaging and assessing the stakeholder early will allow the project to consistently remain aligned with their individual needs. Successful stakeholder engagement strengthens project quality and reduces risks. By maintaining collaboration and fostering embeddedness Bupa positions the device for commercial success.
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