
Introduction

This reflective journal will consider the service improvement of moving from a manual, to a digital/electronic rostering system for rostering medical staff within Aneurin Bevan University Health Board (ABUHB). 

In November 2021, the Executive Team (Execs) at ABUHB agreed that similar to the digital rostering system used by nurses, all medical staff in the organisation should also use an electronic rostering system instead of a paper based manual system to determine when and where they should be working. The Execs agreed that this system should be procured and not developed in house due to capacity issues within the organisation and the technical skills required to develop a system. Following this decision, I was appointed as the programme manager and tasked with setting up a Programme Board to oversee the procurement, consultation and implementation. 

Stakeholders

The internal stakeholders that were involved in the Programme ranged from senior consultants to medical staffing officers. The external stakeholders were representatives from private suppliers who wanted to provide the digital solution for electronic rostering. There was a small group of staff including myself, an assistant workforce director and a procurement manager who met regularly to drive the work forward. As the programme manager, I set up weekly meetings with this small group in order to keep the Programme on pace. It also helped to have dedicated time in the diary each week to update on progress. As identified by Vain (2021), this was useful in order to maintain momentum on the Programme and on reflection I would use this approach again. 

I found that as word got around the organisation that I was the lead for the Programme, an increasing number of internal staff got in contact with me asking for updates on the project as they appeared concerned about how the changes would affect them and how their roles would change. However there were some staff that were really eager for the new system to be implemented, and were asking me on a monthly basis when the new system would be implemented.  

Stakeholder engagement 

It appeared from a very early stage in the Programme that stakeholder engagement was going to be key, mainly due to the ad hoc nature and frequency of the contact from staff across the organisation. As some staff and organisational divisions are reluctant to change from their current manual method of rostering, I was contacted and asked for updates and implementation timescales. In order to manage the stakeholder communication, I set up virtual engagement meetings with staff so they could ask any questions about the Programme and to feedback on the design of the new electronic rostering system. On reflection, this approach helped manage stakeholder communications, which Lovewell-Tuck (2017) argues is a vital part of managing key messages of communication when change management takes place. This view is supported by Cottrell et al (2014) who argues the importance of engaging stakeholders in systemic reviews. 

On reflecting on how I engaged effectively with stakeholders, I believe I took the necessary time to have both one to one meetings with individuals, as well as group/team meetings with wider groups of staff. This approach is supported by Delnord et al. (2019) who argues the importance of engaging with staff appropriately using a range of different approaches. I found that some staff members were concerned on an individual basis regarding how the change would affect them personally and their role; therefore by taking half hour to discuss their concerns and listen to their feedback, I was able to successfully bring them on board with the Programme. I also met one staff member face to face as I didn’t want to be seen as someone who was implementing change from a far. Jun Hao et al. (2015) argue that this visual leadership approach works really well, and I recall seeing the relief in the face of the staff member when we discussed and alleviated their concerns. 

Groupthink 

Suwardy (2019) argues that although having consensus is beneficial as it results in no conflicts, it can result in bad decisions as there is a lack of different viewpoints and opinions. This is something that I was mindful of when I initially had wider group meetings with clinical staff, especially with consultants who appeared to be more confident in expressing their views in meetings. For example, when I held a meeting for staff within the Urgent Care division to express their views on moving to the new electronic rostering system, it involved senior staff such as doctors and junior staff such as medical staffing officers. Whilst there was feedback from all staff at the meeting, the more senior staff appeared to be more vocal. I was mindful of this, so asked a few colleagues how I could engage with the medical staffing officers across the organisation, and found that they had a cross divisional meeting every month. I asked to attend this meeting and found that the staff were much more vocal at this meeting, compared to when they were with more senior clinicians. This may be because they felt more comfortable speaking amongst their peers. 

This approach is supported by Suwardy (2019), who argues that Groupthink can be overcome when a culture of openness is created, and options and solutions can come from the bottom up. Tambor et al.,(2019) supports Suwardy (2019) who argues the importance of engaging with clinical staff throughout the change process, especially through in person advisory group meetings, that allow people to express their views and opinions. 

Whilst there will always be some stakeholders that are more vocal than others and this is not necessarily a bad thing, Estafanous (2018) argues that this can stifle other people from speaking which can hurt morale. Therefore it is important to create personal boundaries, encourage others to talk and sometimes politely cut of the more dominant person from speaking. Stevens-Huffman (2022) supports Estafanous (2018) view by arguing that it is important to use emotional intelligence to understand the behaviour of more vocal stakeholders; knowing what drives them, can help facilitate other stakeholders to express their opinions. I used emotional intelligence to identify that some junior graded medical staffing officers were not giving their opinions, so I set up a separate stakeholder meeting with them so they felt more comfortable to express their views. 
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Multi disciplinary working 

Frickel (2017) argues that interdisciplinary relationships can sometimes occur across organisations that can help facilitate successful outcomes. 
This view is supported by Hennessy et al. (2011), who argues that some of the main benefit of multi disciplinary working is gaining a better understanding of different viewpoints. On reflection, I believe I achieved this by organising stakeholder meetings both virtually on Microsoft Teams and in person. This enabled me to discuss the change management programme with staff more efficiently and obtain views of people who may not have had the time to physically meet up in person (this is true of clinical staff who I found challenging to meet physically, but were more agreeable to virtual meetings). 

Blanchard et al. (2020) argues the importance of understanding the entitativity of meetings and what people perceive as the benefits they get from attending them. 
I found that once staff became aware of how and when the change would affect them, they found the value in engaging with me to feedback their views. I believe this is of paramount importance when understanding engagement across multi-disciplinary teams, as people need to feel that their engagement is worthwhile and will help benefit the end result, a view which is supported by Tambor et al. (2019).    

Whilst Parke (2018) argues that different types of engagement, such as face to face and virtual are important, on reflection I found that different engagement approaches were needed across different multi disciplinary teams. For example, when I initially engaged with the Emergency Department by asking them for feedback on the proposed service model for the electronic rostering system, they didn’t reply to my emails (most likely as they were busy saving lives). 

Hennessy et al. (2011) argues that whilst collaboration between different divisions within an organisation is commonplace, there is still work that can be done to improve this. I found this to be true as although ABUHB is one organisation, there are clear differences between the divisions. This view is also supported by Edmonds (2011), who argues that satisfying everyone’s needs across a large organisation is going to be challenging, and there is no one size fits all approach when managing change. Therefore by taking a varied approach to consulting with stakeholders, I was able to ensure I obtained views from everyone. 

Gelman (2010) argues that one of the benefits of inter-disciplinary working in relation to digital technology, is improved communication. Noting that this research was in relation to social workers and community service, the principles can still be applied to this Programme of work. On reflection, I believe communication to be one of the most important factors in implementing the electronic rostering system as it will affect many different staff groups, at different organisational levels within different divisions. 
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