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[bookmark: _Toc135929823]Introduction 
This assignment aims to critically reflect on the methods of multi- and inter-disciplinary working involved in successfully implementing the Cardiff and Vale University Health Board (CAVUHB) digital strategy (Figure 1). 
[image: ]
Figure 1. CAVUHB Digital Strategy

The CAVUHB Board approved the strategy in July 2021. As part of the previous coursework, the critical analysis of the CAVUHB digital strategy suggests that the organisation has made significant progress in executing the strategy and achieving some of the intended outcomes. It appears to be on track with the roadmap they have set out, as illustrated in Figure 2. 
I will focus my reflections on the successful implementation to date and explore some approaches that we could adopt to successfully implement the outstanding goals.
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Figure 2. Roadmap - Delivering our digital Strategy (CAV, 2021)
 
[bookmark: _Toc135929824]Identifying Stakeholders 
In this section, I will identify the range of key stakeholders involved in implementing the digital transformation strategy of CAVUHB. Involving key stakeholders can help gain insights, address concerns, and promote ownership and buy-in. I have listed the key stakeholders in the identification table. (table 1). Populating this table with information specific to the digital strategy and stakeholders has enabled me to create a comprehensive overview of stakeholders and their attributes, such as their roles, influence, interest, expertise, and resources. However, stakeholder identification is an iterative process, and as we progress with implementation, it is essential to note that new stakeholders may emerge, and their importance may change. Therefore, regularly reviewing and updating the stakeholder analysis will be necessary to ensure it remains current and relevant throughout the implementation journey (Turner et al. 2019). 
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[bookmark: _Toc135929825]Table 1. Stakeholder identification 

	Stakeholder Group 
	Stakeholder Name/ Role 
	Organisation/ Department 
	Influence 
	Interest 
	Explanation / Analysis 

	Patients 
	Patients' representatives/ families 
	Patient Advocacy Groups / community organisations 
	Low - Medium 
As healthcare systems are usually governed by regulatory frameworks prioritising patient safety and professional standards, this can create barriers to patient influence and decision-making. 
	High- 
This stakeholder group has a high interest as implementation decisions directly impact their health and wellbeing. 
	A crucial engagement component involves patient stakeholders as partners in digital transformation, actively seeking their feedback, and ensuring their needs and preferences are incorporated into digital solutions. The CAVUHB digital strategy is aligned with the Wellbeing of Future Generations (Wales) Act (2015) and a Healthier Wales Welsh Government document (2021), highlighting the importance of ensuring patients are at the centre of everything we do. 

	
	Patients and the public 
	NHS / Public patient forums 
	
	
	

	Healthcare Professionals

	Doctors 
	NHS Health Board / Trust 
	High 
Healthcare professionals' influence is derived from their clinical expertise, experience, and continuous interactions with patients. They are also responsible for implementing healthcare strategies and ensuring their successful execution.

	High 
Healthcare professionals are directly involved in delivering care to patients and will be frontline users of digital solutions that impact their workflows and ability to provide patient centred care. 

	Healthcare professionals possess specialised knowledge, expertise, and training in their respective fields and therefore lay a central role in clinical decision-making and significantly influence patient care. 
The influence of healthcare professionals aligns with the policy drivers of NHS Wales by emphasising patient-centred care, interdisciplinary collaboration, ethical practice, continuous improvement, and the delivery of high-quality, evidence-based care.

	
	Nurses 
	
	
	
	

	
	IT Managers 
	
	
	
	

	
	Allied Health Professionals 
	
	
	
	

	
	Other Healthcare
	
	
	
	

	
	Administrative Staff
	NHS Health Board / Trust 
	
	
	

	
	Healthcare Executive / Senior Leadership Team 
	
	
	
	

	Industry Partners 
	Vendors/suppliers (Sales representatives) 
	Healthcare Technology Vendors 
	Medium 
Industry partners often possess substantial resources, specialised knowledge, and technical expertise in specific areas of healthcare. Their influence stems from their ability to provide innovative technologies, products, and services to enhance healthcare delivery, improve patient outcomes, and streamline processes.
	High 
Industry partners see significant business growth and profitability potential by developing and providing innovative healthcare solutions. 
	Collaborations between healthcare organisations and industry partners should be based on shared goals, clear guidelines, and an understanding of potential conflicts of interest to ensure that patient interests and the integrity of healthcare systems are upheld.

	Academic Institutions 
	Researchers 
	Academic / Research institutions 
	Medium 
Academic institutions are renowned for their contributions to research and knowledge creation. Their influence lies in generating and disseminating research findings that shape healthcare policies, guidelines, and strategies.
	High 
academic institutions are highly interested in educating future healthcare professionals, maintaining their reputation, securing funding and fostering collaborations that impact public health. 
	The CAVUHB digital strategy involves partnerships with academic institutions. It includes initiatives to support research, promote innovation, and leverage digital technologies and appears to be aligned with academic institutions' research and innovation policies.

	
	Educators and professors 
	Academic institutions 
	
	
	

	Government and Regulatory bodies
	Nursing and Midwifery Council (NMC) 
	Nursing and Midwifery Council (NMC) 
	High 
The influence of government and regulatory bodies in healthcare is derived from their legal and regulatory authority, policy-making power, control over funding and resource allocation. Their influence is crucial for ensuring the effective governance, regulation, and improvement of healthcare systems to meet the population's needs.
	High
The high interest of government and regulatory bodies is driven by their responsibility for public health and safety, the need for effective governance and regulation, the allocation of public resources, the optimisation of healthcare system performance, and the pursuit of public policy objectives related to health and well-being.
	The strategy adheres to the broader strategic direction outlined within the national policy set out by Welsh Government through the overall aims and objectives and focus on patient-centred care. 
 

	
	National Health Service 
	National Health Service 
	
	
	

	
	NHS Digital / Digital Transformation Leads 
	NHS Digital 
	
	
	

	
	Health and Care Professions Council (HCPC)
	Health and Care Professions Council (HCPC)
	
	
	

	
	Welsh Government 
	Welsh Government 
	
	
	







[bookmark: _Toc135929826]Engagement Methods

In this section, I will reflect on the engagement methods that should be used with the stakeholder groups identified. In addition to guiding stakeholder identification, engaging with stakeholders following implementation theories can help increase the likelihood of successful strategy implementation.  While the Normalisation Process Theory (NPT) is not an implementation process itself but rather a theoretical framework that helps to understand and explain the processes involved in implementing and embedding new practices or interventions (Hogan-Murphy et al. 2021), it provides a set of concepts and analytical tools to help determine how to engage with, make sense of, and integrate new practices into everyday routines and contexts. Considering the four components of NPT (coherence, cognitive participation, collective action, and reflexive monitoring), implementation efforts can be better understood, evaluated, and supported.
	Stakeholder Group 
	Engagement Methods

	Patient
	The "collective action" component of the NPT should be applied, which includes engagement methods such as patient education to ensure potential benefits are communicated through user-friendly communication channels like leaflets, educational materials, and multimedia resources to support shared decision-making, seeking input and feedback on patient-centric features, usability, and accessibility.  


	Healthcare Professionals
	The "coherence" component should be utilised to establish a shared understanding and coherence regarding implementing digital solutions. Methods including training and education, information sharing, workshops and discussions, and engaging with professional networks aim to ensure that healthcare professionals understand the new practice's purpose, goals, and potential benefits. Healthcare professionals should be involved in the design and planning stages to gather their input, address their concerns, and encourage their buy-in. 

	Academic Institutions
	The "coherence" component will also support effective engagement with academic stakeholders by aligning the strategy with research objectives and educational initiatives. Collaborating with academic stakeholders may also provide opportunities to explore collaborative research opportunities, knowledge exchange and training programmes.

	Industry partners
	I would also apply the "coherence" component when engaging with industry stakeholders by aligning the goals and expectations of technology vendors, IT consultants, and data analytics providers with the digital strategy. Fostering collaboration and open communication through workshops and meetings, information sharing and training and joint research and development to ensure the selected technology solutions align with the strategic objectives and to leverage their expertise and resources to support the implementation and integration of digital solutions.

	Government and Regulatory Bodies 
	The "reflexive monitoring" component supports engagement with Government and Regulatory body stakeholders to engage in ongoing dialogue and collaboration and to seek their feedback on policy and regulatory requirements related to the digital strategy. In addition, it is essential to ensure compliance with relevant regulations and guidelines throughout the implementation process. Suitable methods include policy briefings and reports, data sharing, stakeholder consultation, compliance monitoring and audit and policy and regulatory updates. 



The separate and collective engagement strategies CAV health board adopted in its digital strategy implementation enabled effective communication with various stakeholder groups. For example, separate engagement strategies were used for healthcare professionals, patients, and regulators to address specific concerns and needs. At the same time, collective engagement strategies were used to promote collaboration and cooperation among different stakeholder groups.
[bookmark: _Toc135929827]Communication 
Throughout my nursing career, I have used various methods of communication. In this section, I will reflect on my experiences using multiple forms of communication, engagement, elucidation, and clarification, considering their efficacy in different contexts. Table 2. includes examples of communication methods and my reflections on their effectiveness in my experiences. 
[bookmark: _Toc135929828]Table 2. Reflective Communication Table 

	Communication method
	Reflective Example

	Face-to-Face Conversation: Direct, in-person communication between two or more individuals.



	I have found a face-to-face conversation on a one-to-one basis most effective when giving or receiving complex or sensitive information for discussion and problem-solving. Since the covid pandemic, effectively achieving this method of communication has become increasingly challenging. With remote working arrangements, conversations must be planned carefully for when people are available to be "on-site" in person. 
As an introvert who could be perceived as one of the "quieter" or "less assertive" people in a group setting or large forum, I have valued one-to-one or small group conversations where there is more opportunity to share my views and opinions in a supportive environment. 
Reflecting on my own experiences as a national nurse lead responsible for leading digital implementation, I have adopted this method of communication to provide opportunities for others to have one-to-one conversations. Using face-to-face conversations has supported the success of digital system implementation by providing a safe place for individuals to ask questions, challenge and learn from each other and embrace diverse opinions and knowledge in a supportive and safe location. 


	Email
	In my experience, email communication has proven helpful as I have effectively shared information regarding upcoming events, including training and implementation, with many participants quickly and easily. I will continue to use this method for mass communication as it is widely accessible and provides a written record of my communication as a reminder for the recipients. 
Although email communication has its advantages, it is essential to note that it is unsuitable for all types of engagement. For more complex discussions, sensitive matters, or situations requiring immediate interaction, alternative modes of communication, such as meetings, phone calls, or video conferences, may be more appropriate as not everyone has quick access to their emails. 

	Instant Messaging
(Text message or WhatsApp). 
	Instant messaging is a valuable form of communication. It has enabled me to share information quickly with a large audience. I have found instant messages effective for sending quick and informal reminders to my team and peers when a training event or networking opportunity is coming up. This has helped maintain momentum and encourage participation. However, the context and preferences of stakeholders need consideration when using instant messaging for engagement. Some stakeholders may prefer other communication modes, and specific topics or discussions may require a more formal or in-depth approach. I have felt overwhelmed in my experience when I have received reminders using too many modes of communication. It is crucial to balance the convenience and speed of instant messaging and the need for clear communication and meaningful engagement with stakeholders.


	Video Conferencing: Zoom, Microsoft Teams, or Skype.
	This communication method has proven to be invaluable for reaching broad audiences since the COVID-19 pandemic. I have recently been part of a virtual workshop using Microsoft Teams. Reflecting on this experience, I believe that as attendees, we missed valuable opportunities for networking, as breaks were taken in isolation rather than accompanied by our peers at an agreed venue. A virtual whiteboard was used to capture thoughts and ideas. However, many people found using the whiteboard complex, and therefore, there is a risk that many views and opinions were not captured, limiting the diversity of the information shared. 
In the future, I would not use this method of communication for a workshop as poor connectivity and technical glitches often disrupt the flow of communication, leading to confusion and misunderstanding. 



	Social Media: Platforms like Facebook, Twitter, Instagram, and LinkedIn.
	Using social media to communicate with stakeholders about the digital strategy can effectively engage and reach a broad audience. Enabling the organisation and the team to establish social media presence through sharing key messages and updates about digital transformation.  
I have been cautious about adhering to relevant policies, guidelines, and privacy regulations when utilising social media platforms. When using social media professionally, I have engaged with the communication team to form well-planned and thoughtful posts. 


	Public Speaking: Delivering speeches or presentations to an audience.
	Public speaking is a powerful communication method for engaging stakeholders in digital strategy implementation. To effectively engage stakeholders, it is important to have a clear and compelling message that addresses specific needs and interests. It is important to understand the audience and tailor the speech accordingly to help build rapport and credibility. In my experience, I have found that visual aids and demonstrations have enhanced comprehension and demonstrated a practical application. For example, where I have delivered demonstrations of digital systems, it has proven effective in addressing some of the concerns and pre-conceived ideas that the system will be complex and difficult to use.  I have faced objections with empathy and offered solutions which have fostered buy-in. Follow-up support and ongoing communication ensure continued involvement. I will continue to use this approach; however, effective public speaking requires practice, preparation, and a focus on delivery skills, with the need to adapt to all audiences. 

	Newsletters or Health Board/organisation Intranet
	Newsletters have proven valuable for regularly sharing updates and information with subscribers. To create an effective newsletter, it's important to define its purpose and target audience, tailoring the content to their needs and interests. Consistency and a well-thought-out content strategy help maintain engagement. Design and formatting should be visually appealing and mobile-friendly, incorporating clear calls to action to encourage reader interaction. By following these practices, newsletters can be a powerful means of communication and connection. As a clinical informaticist nurse lead, I contribute to the monthly newsletter, updating colleagues across Wales (and the public) on our digital developments and plans. I work closely with our communication team to adhere to the communication strategy and avoid jargon. Reflecting on this communication format, I have also recently opted not to contribute to some editions, as if there are no updates, readers will not want repeat entries. 


	Formal written reports 
	Formal engagement via the governance structure has supported my communication with the senior leadership team and executive board. I have provided formal written reports containing high-level detail, sometimes supported by a verbal report at the meeting, which has been well received, and I will continue to use this method.




In many instances, I have felt confident in my ability to communicate. However, the effectiveness of each communication method depends on the context, the audience, and my relationship with the stakeholder group. For example, as I am familiar with many of my nursing colleagues, I have been able to use a more informal approach and have been able to target individuals or small groups who may need alternative formats. However, communication with colleagues I am less familiar with has required more time and thought to ensure I provide the necessary level of detail correctly. From my experiences to date, I have found that using a range of methods and ensuring that I offer the opportunity to follow up and discuss further has been effective.
Through my experiences, I continue to build on my realisation of the importance of adaptability and flexibility in communication, especially given the ever-evolving modes of communication. It is crucial to adjust the method and level of communication depending on the context and audience. It is also essential to consider the potential barriers and challenges that may arise and have contingency plans in place to mitigate them. 
[bookmark: _Toc135929829]Consensus and groupthink 

Achieving a balance between consensus and avoiding the pitfalls of groupthink is a critical aspect of group discussions and decision-making processes. In contrast to consensus, which aims to foster agreement and unity, Strom-Gottfried, (2019) cautions that groupthink can stifle critical thinking and inhibit the expression of dissenting opinions. Several strategies can be employed to ensure that dominant individuals or professions do not suppress the viewpoints of quieter or less assertive participants.
Creating a supportive and inclusive environment is paramount (Everly, 2016) and involves establishing an atmosphere where all participants feel comfortable sharing their opinions, regardless of their assertiveness or professional background. Emphasising the value of diverse perspectives and actively encouraging the engagement of all individuals can foster a culture of open dialogue, and facilitating equal participation is essential to prevent individuals from dominating the conversation. The role of the facilitator or moderator is crucial in ensuring that all participants have an opportunity to contribute. Techniques such as round-robin discussions or structured ideation can give individuals equal speaking time, enabling quieter, less assertive participants to voice their thoughts and ideas (Furnham, 2020). 

DeJonckheere and Vaughn (2019) maintain that active listening is another key aspect of encouraging full expression of opinion, and participants should be encouraged to consider and respect different viewpoints genuinely. Actively valuing diverse perspectives creates an environment where individuals feel safe to express their views, fostering an inclusive and collaborative atmosphere. To further prevent the dominance of some individuals or professions, rotating facilitation roles can be considered by allowing different participants to lead the discussions in separate sessions, power dynamics can be balanced, and a broader range of perspectives can be heard.
Employing anonymous feedback mechanisms, such as written surveys or online platforms, can allow quieter participants to express their thoughts without fear of judgment or retribution (Gao, et al. 2015), allowing for more honest and diverse input and contributing to a more comprehensive discussion. Decision-making frameworks can also help address dominance and ensure inclusivity, including techniques like multi-voting or consensus-building also provide a structured approach to decision-making, where the influence of different stakeholders is balanced, and diverse perspectives are considered. It is also essential to establish clear decision-making criteria and ensure they are adhered to, focusing on the quality of ideas and arguments rather than the individuals making them.
The group leader or facilitator should encourage everyone to participate equally, regardless of status or position. Furthermore, fostering a culture of constructive challenge is crucial and Heggernes (2021) suggests encouraging participants to respectfully question ideas and assumptions can prevent the suppression of dissenting opinions. Creating an environment where constructive criticism is valued helps to ensure a well-rounded and robust decision-making process. By implementing these strategies, the risks associated with groupthink can be mitigated, and the voices of all participants can be heard and respected. Promoting an inclusive and participatory culture is fundamental to achieving a balanced and effective group discussion dynamic. 
Applying the strategies highlighted in this section and the cognitive participation concept of the NPT can help mitigate the risk of groupthink as it helps gain valuable insights into organisational dynamics, stakeholder engagement, and decision-making processes. The "Cognitive participation" concept of the NPT involves the engagement and buy-in of individuals or groups in the implementation process. It focuses on stakeholders' active involvement, commitment to the intervention, and willingness to invest time and effort into its implementation. Through Inclusive decision-making engaging stakeholders from different levels and areas of the organisation in the decision-making process, including representatives from various departments, healthcare professionals, patients, IT experts, and other relevant stakeholders, can help to reduce groupthink. 
By promoting cognitive participation, stakeholders are enabled to have a sense of ownership and involvement in the implementation of the digital strategy, and their active engagement enhances the likelihood of successful adoption, implementation, and sustainability of the plan, ultimately leading to improved healthcare outcomes.  

[bookmark: _Toc135929830]Conclusion 
In conclusion, this reflective assignment has explored the topic of stakeholder engagement in implementing a digital strategy. I have examined the various stakeholders involved, their interests, influences, and engagement methods and reflected on my experiences of using various communication methods. Implementation theories offer valuable insights, frameworks, and guidance for organisations when implementing a digital strategy and help organisations understand the context, identify barriers and facilitators, engage stakeholders effectively, evaluate the implementation process, and promote evidence-based practices. By considering these theories, organisations can enhance the chances of successful implementation and maximise the benefits of their digital initiatives. 
Clear and effective communication about the purpose, goals, and expected outcomes of the strategy and how it aligns with the organisation's overall objectives and how it will benefit stakeholders and improve patient care. The significance of aligning the digital strategy with NHS Wales policy drivers and addressing the high interest of patients, healthcare professionals, industry partners, academic institutions, and government/regulatory bodies is clear from the literature explored and reflection on my professional experiences. 
The assignment highlighted the importance of balancing consensus and avoiding groupthink and explored strategies to ensure that dominant individuals or professions do not hinder the expression of opinions from quieter or less assertive participants. 
Overall, the reflective assignment has provided insights into the complexities and dynamics of stakeholder engagement for implementing a digital strategy. It has underscored the need for inclusive and participatory approaches, fostering a supportive environment, active listening, structured discussions, and diverse perspectives. By considering these factors, organisations can enhance stakeholder engagement and ultimately drive the successful implementation of their digital strategies. 
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