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Guy’s and St Thomas’ NHS Foundation Trust (GSTT) are one of the largest and most respected healthcare organisations in the United Kingdom. Based in central London, the Trust manages several major hospitals including Guy’s Hospital, St Thomas’ Hospital, and Evelina London Children’s Hospital as well as multiple community health services (GSTT, 2023a). With a workforce of around 23,700 staff, GSTT provides a wide range of services, including emergency care, specialist treatments, community health, research, and medical education (GSTT, 2023b).
What makes GSTT an ideal setting for innovation is its long-standing commitment to research, technology, and modernisation, supported by partnerships with academic institutions such as King’s College London (GSTT, 2023c).
The project I am managing involves the development and launch of a wearable health device designed to track heart rate, oxygen levels, and sleep patterns. The device aims to provide users with real-time insights into their health, promote preventative care, and supply clinicians with accurate data beyond hospital walls (GSTT, 2023d).
As project manager, my responsibility is to coordinate all internal and external teams’ clinical staff, IT experts, suppliers, regulators, and end users to ensure the device is safe, effective, and user-friendly. Effective stakeholder engagement, planning, and communication will be critical to the success of this initiative (GSTT, 2023a).







2.Objectives of the Project (SMART)

	Objective
	Specific
	Measurable
	Achievable
	Relevant
	Time-Bound

	1.Improve Stakeholder engagement
	I will bring all key stakeholders together through regular meetings and updates.
	I aim for at least 90% participation in discussions.
	Monthly meetings and online tools make this realistic.
	Good engagement helps the project run smoothly and avoids confusion.
	I will achieve this over the next 6 months.

	2. Strengthen communication across teams
	I will create a simple communication plan so everyone gets the information they need.
	Weekly updates will be shared with all teams.
	Emails, shared folders, and quick check-ins make this easy to deliver
	Clear communication reduces delays and keeps everyone aligned.
	The plan will be in place within 3 months.

	 3.  Ensure regulatory and data protection compliance
	I will make sure all legal and safety requirements (MHRA, NHS, GDPR) are met.
	Compliance will be checked and approved with no outstanding issues.
	Working closely with compliance teams makes this possible.
	It is essential for the device to be safe and legally ready for launch.
	Completed within 5 months.

	4.  Ensure regulatory and data protection compliance
	will prepare staff by offering training sessions on how to use and support the device.
	I aim for 80% of staff to complete training and give feedback.
	This can be done through workshops and short online modules.
	Staff confidence is key for a successful launch.
	Training finished 1 month before launch.

	5. Increase patient/user satisfaction
	I will collect feedback from early users and make improvements where needed
	I aim for at least 85% satisfaction.
		



	Easy-to-use surveys and quick fixes make this possible



	Happy users help build trust and long-term engagement.
	Measured within 2 months after launch.
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	Stakeholder group
	Stakeholder Type
	Role
	Responsibilities

	

Senior Management / Executive Team
	


Internal
	

Decision-makers & project sponsors
	- Approve budget and resources
- Set strategic direction
- Monitor overall progress and ensure alignment with GSTT goals

	

Clinical Staff (Doctors, Nurses, Specialists)
	


Internal
	

Clinical advisors & testers
	Provide medical expertise
- Test device for clinical accuracy
- Ensure patient safety and usability
- Give feedback for improvements

	

IT Department
	


Internal
	


Technology & data management
	Develop and maintain device software and app
- Ensure secure data storage and integration
- Address cybersecurity risks

	

Research & Development (R&D) Team
	

Internal
	

Device design and testing
	Lead device prototyping and improvements
- Conduct trials and pilot testing


	
Procurement / Supply Chain Team
	
Internal
	
Sourcing & logistics
	Source high-quality components
- Manage supplier relationships

	

Project Team / Administrative Staff
	

Internal
	

Coordination & support
	Organise meetings and schedules
- Track progress and documentation
- Support the project manager in daily tasks

	
Data Protection / Information Governance Team
	Internal
	
Compliance & privacy
	- Ensure GDPR compliance
- Oversee patient and user data protection.

	

Patients / End Users (Customers)
	External
	

Product testers & feedback providers
	Use the device and provide feedback
- Share insights on usability and comfort
- Highlight potential improvements

	

Regulatory Bodies (MHRA, ICO)
	



External
	


Oversight & compliance
	Ensure device meets legal and safety requirements
- Approve the device for public use
- Monitor data protection and quality standards

	

Suppliers & Manufacturers
	


External
	

Production & technical support
	- Produce device components
- Maintain quality and timelines
- Provide technical support for manufacturing

	

Technology Partners
	


External
	

App & software integration
	Develop apps and digital interfaces
- Ensure smooth operation with device hardware
- Provide cloud storage and software maintenance

	

Community Groups / NGOs
	

External
	

Advocacy & support
	Raise awareness about device use
- Promote adoption in the community
- Share feedback and social insights

	

Academic Partners (e.g. King’s College London) 
	

External
	

Research & evaluation
	Support research studies
- Analyse device performance
- Provide credibility and technical recommendations
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	Stakeholder Group
	Benefits to the Project
	Challenges They May Face

	Employees (clinical + non-clinical)
	Gain tools that help improve patient care (GSTT, 2023a). 

- Training and involvement in an innovative health project (NHS England, 2022).
	Learning new technology can be challenging (GSTT, 2023a). 

- Increased workload during device testing (NHS England, 2022).

	Management
	Better decision-making through real-time data (GSTT, 2023b). 

 Improved organisational efficiency and reputation (GSTT, 2023a).
	Pressure to meet launch deadlines and budget constraints (GSTT, 2023b). 

- Balancing strategic priorities with project demands (GSTT, 2023a).

	Board of Directors
	-Strengthens long-term innovation strategy (GSTT, 2023a). 

 Potential to attract partnerships and funding (GSTT, 2023b).
	Responsible for high-level risk management (GSTT, 2023a). 

- Must approve major decisions quickly (GSTT, 2023b).

	Patients / End Users
	-Access to tools to monitor health at home (GSTT, 2023c). 

-Encourages preventative care and self-management (NHS England, 2022).
	Concerns about privacy or using the device correctly (GSTT, 2023c). 

- Anxiety if readings fluctuate (NHS England, 2022).

	Suppliers / Technology Partners
	Strengthened partnerships with a leading NHS Trust (GSTT, 2023d). 

-Recognition for delivering innovation and quality (GSTT, 2023d).
	- Strict timelines and high-quality standards (GSTT, 2023d). 

- Risk of last-minute changes impacting production (GSTT, 2023d).

	Regulatory Bodies (MHRA, ICO)
	-Ensures patient safety and device compliance (MHRA, 2023).
	-Heavy administrative load and time-consuming approvals (MHRA, 2023). 

- Potential delays if compliance issues arise (MHRA, 2023).

	Community Groups / NGOs
	Promote public health and awareness (NHS England, 2022). 

- Opportunities to collaborate on education and research (GSTT, 2023a).
	Limited capacity to be involved in development (NHS England, 2022). 

- Concerns about equitable access (GSTT, 2023a)

	Academic Partners (King’s College London)
	Support research, validation, and evaluation of the device (GSTT, 2023c).
	Coordination across departments may be complex (GSTT, 2023c). 
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	Stakeholder Group
	Power level
	Interest Level
	Position

	Senior Leadership (Board & Executives)
	High
	High
	Manage Closely

	Project Team (IT, R&D, Clinical Leads)
	High
	High
	Manage Closely

	Regulators (MHRA, NHS England)
	High
	Low
	Keep Satisfied 

	Suppliers & Technology Partners
	Medium
	Medium
	Keep Satisfied

	Clinicians & Nurses
	Medium
	High
	Keep Informed

	Patients (End Users)
	Low
	High
	Keep Informed

	Administrative Staff
	Low
	Medium
	Monitor 

	Local Community Groups / NGOs
	Low
	Low
	Monitor






Figure 1: Stakeholder map

The stakeholder power–interest map helps me understand who I need to focus on the most during the wearable device project at GSTT. Our senior leaders and the project team sit in the “manage closely” box because they make key decisions and are deeply involved in the work every day. Regulators, like MHRA and NHS England, have a lot of power because they control approvals and safety standards, but they are less involved in the daily progress, so they fit into the “keep satisfied” group. Clinicians, nurses, and other healthcare staff care a lot about how the device works for patients, but they don’t have as much influence over final decisions. This means they belong in the “keep informed” section—regular updates and feedback sessions really matter to them. Patients also have a strong interest because they will use the device, but they cannot influence project decisions, so they are also in the “keep informed” group. Meanwhile, staff such as admin teams, community groups, and NGOs have low power and lower interest, so they sit in the “monitor” category, meaning they only need occasional updates. Overall, this map helps me stay organised and communicate with the right people at the right time.
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	Stakeholder Group
	Type
	Level of Interest
	Level of involvement
	Level of influence
	Level of impact

	Project Team (R&D, IT, Clinical Leads)
	Internal to Project
	High
	High
	High
	High

	GSTT Senior Management
	Internal to Organisation
	High
	Medium
	High
	High

	Hospital Staff (Nurses, Doctors, Admin Teams)
	Internal to Organisation
	Medium
	Low
	Medium
	Medium

	Patients& Services Users
	External to Organisation
	High
	Low
	Low 
	High

	Suppliers & Technology Partners
	External to Organisation
	Medium
	Medium
	Medium
	Medium

	Regulatory Bodies (MHRA, NHS Digital)
	External to Organisation
	High
	High
	High
	High

	Community Groups & Local Residents
	External to Organisation
	Low
	Low
	Low
	Medium

	Non-Governmental Organisations (health Charities)
	External to Organisation
	Medium
	Medium
	Medium
	Medium




Inditex's stakeholder assessment.

The stakeholder table helps me clearly understand who is involved in this project and how much they matter to its success. By grouping stakeholders as internal to the project, internal to the organisation, or external, I can see more easily how each one connects to the development of the wearable device at Guy’s and St Thomas’ NHS Foundation Trust (GSTT). The four criteria interest, involvement, influence, and impact also highlight what kind of attention each group needs. For example, the project team and senior management naturally hold high influence and high involvement, so they must be closely engaged throughout the project. Patients and service users also carry high interest and impact because the device is ultimately designed for their wellbeing. On the other hand, groups like NGOs or the wider community may not be directly involved, but they can still affect public trust and ethical expectations, so they cannot be ignored. Using this mapping approach helps me think more clearly about where to focus communication and collaboration efforts. It also follows the idea that projects work best when stakeholder engagement matches their level of power and interest, as suggested by Freeman’s stakeholder theory (1984).
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	Stakeholder Group
		



	Stakeholder Type



	Meeting 
	Report
	Newsletter 
	Communication Method

	Project Team (R&D, IT, Clinical Leads)
	Internal to Project
	Weekly
	Weekly
	-
	F2F/VC/PIP/E

	Senior Management (Board & Executives)
	External to Organisation
	Monthly
	Monthly
	Monthly
	F2F/VC/E

	Clinicians & Nurses
	External to Organisation
	Monthly
	Monthly
	-
	F2F/TC/E

	Patients / Service Users
	External to Organisation
	-
	-
	Monthly
	Newsletter/PIP/E

	Regulators (MHRA, NHS England)
	External to Organisation 
	As required
	As Required
	-
	F2F/VC/E

	Suppliers & Technology Partners
	External to Organisation
	Weekly
	Weekly
	-
	TC/VC/E

	Community Groups / NGOs
	External to Organisation
	Quarterly
	Weekly
	Quarterly
	F2F/E/Newsletter



F2F – Face to Face 
TC– Teleconference 
VC- Video Conference
PIP- Project intranet page 
E – Email


 Inditex's stakeholder Communication Plan

The communication plan is designed to ensure that all stakeholders involved in the GSTT wearable device project receive the right information at the right time using the most effective channels. Project team members, who are internal to the project, require frequent updates and discussions, so weekly meetings, video conferences, and updates via the project intranet (PIP) and email are scheduled to keep them fully engaged. Senior management, with a high level of influence but less day-to-day involvement, is updated monthly through face-to-face or video meetings, supported by monthly reports and email communications to ensure they remain informed about progress and key decisions. Clinicians and nurses, who play a critical role in testing and providing feedback, are engaged through monthly meetings, teleconferences, and emails, along with newsletters highlighting relevant project updates. Patients and service users, the end beneficiaries, receive newsletters and information via the intranet and email, especially around the device launch, to encourage awareness and feedback. Regulators, suppliers, and external partners are communicated with as required, using a combination of meetings, teleconferences, and reports. Community groups and NGOs receive quarterly updates via meetings, emails, and newsletters. This structured approach ensures that all stakeholders are adequately informed, engaged, and supported throughout the project lifecycle, enhancing collaboration and overall project success (Freeman, 1984; Mendelow, 1991).
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	Stakeholder Group
	Unaware
	Resistant
	Neutral
	Supportive
	Leading

		Clinical Staff (Doctors, Nurses)



	



	
	
	
	Current
	Desired


	Project Team (Internal to Project)
	
	
	Current
	
	Desired 

	Senior Management / Executives
	
	
	
	Current
	Desired

	Patients & Service Users
	Current
	
	
	
	Desired

	Administrative & Support Staff
	Current
	
	
	
	Desired

	Suppliers & Contractors
	
	Current
	
	
	Desired

	Regulatory Bodies (CQC, NHS England)
	
	
	
	Current
	Desired

	Local Community / Public
	Current
	
	
	
	Desired

	Partner Organisations (Universities, Charities)
	
	
	Current
	
	Desired



Note
The stakeholder engagement table provides a structured view of the current and desired levels of involvement for each key group within Guy’s and St Thomas’ NHS Foundation Trust (GSTT). Clinical staff, including doctors and nurses, are currently supportive of the wearable health device project but are expected to move toward a leading role, as their active participation will strongly influence adoption and clinical integration (Freeman, 2010). The project team itself is neutral at present but should become highly engaged to ensure smooth coordination and timely delivery. Senior management and regulatory bodies are already supportive, yet their involvement must progress to a leading level to guide governance, compliance, and decision-making (Mitchell, Agle & Wood, 1997). Patients, administrative staff, and the local community are mostly unaware or neutral, highlighting the need for targeted communication and awareness strategies (Bourne, 2015). Mapping both current and desired engagement levels allows the project manager to prioritize efforts, strengthen collaboration, and build stakeholder commitment, ultimately enhancing project success and organizational outcome
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	Project Task
	Project Manager
	Clinical Team
	R&D / IT Team
	Procurement
	Regulatory Bodies
	Marketing Team

	Requirements Gathering
	A/R
	C
	C
	I
	I
	I

	Device Design & Technical Development
	I
	C
	A/R
	I
	I
	I

	Clinical Validation & Testing
	C
	A/R
	C
	I
	I
	I

	Regulatory Approval Process
	C
	C
	C
	I
	A/R
	I

	Supplier Selection & Procurement
	I
	I
	I
	A/R
	I
	I

	Data Security & Compliance Setup
	C
	I
	A/R
	I
	C
	I

	Marketing & Communication Planning
	C
	I
	I
	I
	I
	A/R

	Stakeholder Engagement & Reporting
	A/R
	C
	C
	C
	C
	C

	Launch Preparation & Training
	A
	C
	C
	C
	I
	R

	Final Product Launch
	A/R
	C
	C
	I
	I
	R




              Key
R = Responsible                
A = Accountable 
C = Consulted 
I = Informed 


The RACI Matrix is an essential project management tool used to clarify stakeholder responsibilities by categorising individuals or groups as Responsible, Accountable, Consulted, or Informed. Applying the RACI Matrix to the GSTT wearable device project ensures that each phase of the work such as prototype development, clinical testing, regulatory approval, and marketing preparation has clearly assigned ownership. This reduces uncertainty, prevents duplication of effort, and supports efficient decision-making across diverse departments (PMI, 2021). In this project, the Project Manager carries primary accountability for coordinating the overall workflow, while specialised functions such as R&D and clinical teams assume responsibility for technical and validation activities. Regulatory bodies are consulted or accountable for compliance-related tasks, ensuring the device meets required standards. Overall, the RACI Matrix strengthens communication, improves coordination, and contributes to smoother project delivery within a complex healthcare environment.
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Stakeholder engagement is widely recognised as a critical factor in the success of any project, particularly within complex healthcare environments such as Guy’s and St Thomas’ NHS Foundation Trust (GSTT). When stakeholders are actively involved, they develop a stronger sense of ownership and commitment to project goals, which contributes to smoother collaboration and reduced resistance to change (Freeman, 2010). In the context of a wearable device project, effective engagement helps ensure that clinical teams, technical specialists, suppliers, regulators, and community representatives remain aligned. This alignment is especially important in healthcare, where project outcomes have direct implications for patient safety, data protection, and overall public trust.
Engaging stakeholders early and consistently also enables more effective communication between different groups. This process creates opportunities for concerns to be raised, understood, and addressed before they escalate into major issues. For instance, clinicians may highlight usability challenges, IT staff can identify potential technical risks, and regulatory bodies can clarify compliance expectations. Such early insights contribute to more accurate planning, fewer delays, and more resilient decision-making processes (Bourne, 2015). Ultimately, strong stakeholder engagement leads to higher quality outcomes and increases the likelihood that both staff and patients will accept and adopt the new technology. For GSTT, maintaining meaningful relationships with stakeholders is not simply helpful it is essential to delivering safe, innovative, and patient-centred healthcare solutions.
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Sustained stakeholder engagement helps GSTT build trust and stronger collaboration across clinical, technical, and management teams. It ensures better decision-making, reduces risks, and keeps everyone motivated and committed. Continuous feedback from staff, patients, and partners improves the wearable device’s usability and patient outcomes. It also enhances organisational learning, efficient resource use, and transparency, showing GSTT’s dedication to safe, innovative, and patient-centred healthcare solutions (Freeman, 2010; Bourne, 2015). 

	Impact Area
	Description (GSTT Project Context)
	Citation

	Trust & Collaboration
	Builds confidence and teamwork among clinicians, IT teams, suppliers, and management, fostering smoother project execution.
	Freeman, 2010

	Better Decision-Making
	Ensures project decisions are informed by clinical, technical, and regulatory insights, improving accuracy and relevance.
	Mitchell, Agle & Wood, 1997

	Reduced Project Risks
	Early identification of potential usability, compliance, or technical issues prevents delays and costly mistakes.
	Bourne, 2015

	Higher Stakeholder Commitment
	Sustained engagement increases ownership, motivation, and reduces resistance to change during implementation.
	Freeman, 2010

	Enhanced Patient Outcomes
	Ongoing input from clinicians and patients ensures the wearable device meets real-world needs and promotes health benefits.
	Bourne, 2015

	Efficient Resource Use
	Continuous engagement helps allocate time, budget, and staff efficiently, avoiding duplication or wasted effort.
	Freeman, 2010

	Organisational Learning
	Feedback loops improve knowledge sharing and strengthen GSTT’s capability to manage future digital-health projects.
	Bourne, 2015

	Reputation & Transparency
	Demonstrates GSTT’s commitment to ethical practice, innovation, and strong partnerships with stakeholders.
	Freeman, 2010
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	4 Cs Element
	Meaning
	Application to GSST wearable Device Project 

	Collaboration
	Working together closely with Stakeholders to co-create solution
			Teamwork, sharing ideas, working towards good practice such as ensuring quality

	Communication
	Sharing timely and transparent information 
	Refer to the communication plan above 

	Consultation
	Gathering input, feedback, and expertise from stakeholders before making decisions (Freeman, 2010).
	This is crucial for avoiding problems 

	Compliance
	Ensuring that all activities follow legal, ethical, and organisational requirements (Mitchell et al., 1997).
	As per the guidelines of GSST 



NOTE
The 4Cs model provides a structured way to build strong stakeholder relationships during the development of GSTT’s new wearable device. Collaboration ensures that key groups such as clinicians, IT specialists, and developers work together to shape a device that is both clinically safe and easy for patients to use (Bryson, 2018). Effective communication keeps everyone informed and reduces misunderstandings throughout the project (Bourne, 2015). Through consultation, the project gathers valuable feedback from staff, patients, and regulators to make better decisions (Freeman, 2010). Finally, compliance ensures that all
processes meet NHS, legal, and ethical standards. Together, the 4Cs strengthen teamwork, improve trust, and increase the chances of a successful device launch.
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To ensure the success of the wearable device project at GSTT, implementing structured engagement strategies is crucial. Regular communication, early involvement of stakeholders, feedback mechanisms, and training sessions all help improve decision-making, reduce risks, and increase stakeholder confidence (Freeman, 2010; Bourne, 2015). Transparent reporting and post-launch engagement maintain trust, support organisational learning, and foster long-term collaboration. These actions collectively ensure the project delivers safe, effective, and patient-centred outcomes while encouraging ongoing innovation. 


	Recommendation
	Description / Action
	Expected Outcome
	Priority

	Regular Communication
	Conduct weekly meetings, monthly reports, and newsletters to keep all stakeholders informed (Bourne, 2015).
	Improved awareness, reduced misunderstandings, stronger engagement (Bourne, 2015).
	High

	Involve Stakeholders Early
	Include clinical teams, IT, and regulatory bodies in planning and design phases (Freeman, 2010).
	Better decision-making, fewer delays, higher project ownership (Freeman, 2010).
	High

	Feedback Mechanisms
	Collect feedback via surveys, focus groups, and workshops throughout the project (Mitchell, Agle & Wood, 1997).
	Enhanced product usability, improved patient outcomes, continuous improvement (Mitchell, Agle & Wood, 1997).
	Medium

	Training & Education
	Provide training sessions for staff and users on device use and project goals (Bourne, 2015).
	Increased competence, confidence, and adoption rates (Bourne, 2015).
	Medium

		Transparent Reporting



	



	Share project updates openly with executives, regulators, and partner organisations (Freeman, 2010).
		



	


Builds trust, strengthens organisational reputation.
	High

	Sustain Engagement Post-Launch
	Maintain ongoing interaction with stakeholders through forums and updates (Bourne, 2015).
		Long-term
collaboration, improved organisational learning, successful future projects.



	



	Medium
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In conclusion, effective stakeholder engagement is a fundamental factor for the successful development and launch of the wearable health device at Guy’s and St Thomas’ NHS Foundation Trust (GSTT). Engaging stakeholders from the outset ensures that key groups, including clinicians, IT teams, suppliers, regulatory bodies, and patient representatives, are actively involved and their needs and perspectives are understood. Using structured tools such as the RACI Matrix, communication plans, engagement frameworks, and the 4Cs approach allows the project to be coordinated efficiently, reduces confusion, and ensures accountability across all teams.
Sustained engagement helps build trust, improves collaboration, and enhances decision-making by incorporating feedback from those directly involved in or affected by the project. It also reduces risks, ensures regulatory compliance, and promotes the usability and adoption of the device by both staff and patients. Following the recommended strategies, such as regular communication, early involvement, feedback mechanisms, and post-launch engagement, strengthens organisational learning and supports continuous improvement. Ultimately, meaningful stakeholder involvement is not merely beneficial; it is essential for delivering safe, innovative, and patient-centred outcomes that align with GSTT’s mission of providing high-quality healthcare while fostering long-term collaboration and trust across all stakeholder groups.
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