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Introduction - Digital Transformation Strategy ABUHB

Aneurin Bevan University Health Board provides integrated acute, primary, and community healthcare services. ABUHB employs more than 14,000 staff (Aneurin Bevan University Health Board, no date). Its Digital Transformation Strategy sets out a practical, disciplined approach to delivering digital outcomes that align with best practice, ABUHB goals, and national policies(Aneurin Bevan University Health Board, 2019).

The ABUHB Digital Transformation Strategy (Aneurin Bevan University Health Board, 2019)required a clear flow of information on measures, expected outcomes of the digital transformation, and how the success of these solutions would be measured. The impacts were outlined; however, the clarity between milestone decisions to proceed and outcomes was limited in understanding, which hindered it clarity and understanding. Upon reflection on the ABUHB Digital Transformation Strategy, there are various areas where improvement is needed. This essay evaluates my experience of engaging with a range of internal and external stakeholders and compares it with what was utilised in the ABUHB Digital Strategy. I intend to show how ABUHB engagement can be developed and improved for future communication with stakeholders. The distinctions between ABUHB's internal and external organisational environments and stakeholders proved essential for analysing how ABUHB sets priorities, makes decisions, and achieves its strategic goals.

Stake Holders -  Internal and External

A stakeholder can be defined as someone with a legitimate interest in the outcome of a planning process or project (Markwell, 2016). ABUHB's digital transformation strategy impacts a range of internal and external stakeholders. To engage effectively, ABUHB needs to understand its stakeholders. Stakeholder theory emphasises the need to clearly identify stakeholders and to recognise the parties that have influence and power on strategy and strategic decisions (Freeman, Harrison and Zyglidopoulos, 2018)


Both internal and external stakeholders have sway and influence on how a change is adopted(Freeman, Harrison and Zyglidopoulos, 2018). Table 1 below summarises a selection of the key internal stakeholders at ABUHB. Understanding and recognising the stakeholders is key to the success of any project.

Table 1  - Key Internal and External stakeholders at ABUHB.


	Stakeholder
	Stakeholder Groups

	Internal Stakeholder
	Clinical staff, Operational staff, Digital teams, executive management

	External stakeholders
	Patients, Carers and relatives, National Bodies, local authorities, Welsh Government 




Stakeholder Engagement

When engaging with internal and external stakeholders, ABUHB must utilise a range of communication techniques. Throughout my career in both private and public sectors, I have found that no single approach to communication is effective for all stakeholders. It's not a one-size-fits-all, and different communication methods are required in different situations. We do this naturally in everyday life, whether that be a telephone call, meeting, formal email, or report. The key is understanding which form of communication is most appropriate and required at each stage of a project.
Table 2 summarises the communication methods to multiple stakeholder groups.
Table 2 – Communication methods to multiple stakeholder groups

	Stakeholder Group 
	Communication Method
	Purpose
	Advantage 

	Clinical staff
	One-2-one conversations 
	Gather Insight  and address Concern
	Can gain more information when not group setting 



	Operational staff
	Listening, group / team meetings

Virtual Meetings
	Understand operation impact and assessment
	Understanding worries of team

building trust with people who will be responsible for change – Implementing day to day.


	Digital teams
	Virtual Meetings, Reports

	Track Delivery , risks, Critical Paths
	Nore Formal, Progress can be updated to a larger group of people.

	executive management, 
	Reports and Writing updates, Formal board and progress meetings and updates.

	Assurance and decision making
	Formal , Recorded meetings. Information is aimed at a high-level update and overview

	patients
	Advertisements, Text App
	Awareness and reassurance
	Informal – Information can be accessed when convenient to the audience

	Carers and relatives
	Advertisements, Text App, one -2-1 meetings
	Awareness and reassurance
	Informal – Information can be accessed when convenient to the audience

	National Bodies, Welsh Government  and local authorities
	Reports and Writing updates, Formal board and progress meetings and updates.

	Assurance and decision making
	Formal , Recorded meetings. Information is aimed at a high-level update and overview



Project Delivery 

During a recent project I ran within ABUHB, one of my initial priorities was creation of 
a clear and detailed project plan. It was fundamental so  that teams worked from shared understanding of tasks and responsibilities. We developed timelines and dependencies which enabled the team to monitor and track that that the project remained on track.
 
A critical element of my approach was the early identification and management of stakeholders. Effective stakeholder engagement is essential as stakeholders can influence success of a project , but also create a negative influence if not manage correctly. Recognising this I placed emphasis on identifying stakeholders at an early stage. However, as the project progressed it became clear that we have not engaged sufficiently  with frontline staff that would be utilising the system on a day to day. In addition, information from senior management didn’t always reflect was happening on the day-to-day hospital wards.

To counter this re engagement with staff allowed the project team to realign some requirements and add additional requirements that would help the day-to-day users of the solution. This experience reinforced the importance of stakeholder engagement and highlighted risk of over dependence on hierarchy alone. I have since found that the best way to identify stakeholders is through Stake holder mapping and use this within role to ensure that I address and engage each group of stakeholders appropriately in each area  area.

Alongside project management, Interpersonal skills have been essential to effective delivery of programmes and solutions. Interpersonal skills encompass a range of abilities, both verbal and nonverbal. It is not always about what we say but how we act. This can be shown in body language and how we express ourselves, such as your tone of voice, body language and conduct. Interpersonal skills tend to lean more towards the ability that the manager can communicate with their team. Such as 
· Listening 
· Motivate 
· Teamwork
Interpersonal skills and communication skills are extremely important tool and skill set that is required when looking at management. As a successful manger needs to ensure that collaboration, and trust within a team.

I have learnt to appreciate that technical planning and interpersonal skills are mutually cohesive. Effective project management requires not only structure but meaning full communication.

Stake Holder Mapping


To deepen my understanding of stakeholder influence and appropriate engagement approaches, I created a visual stakeholder map informed by  the information discussed in this essay. Using the Stakeholder map matrix, theEngagement Good Practice team, (2024), I was able to clearly identify where each stakeholder group sits in relation to their level of influence and importance. This process supported more effective prioritisation and ensured that communication strategies were tailored with the right level of detail and messaging for each group.
The influence/importance matrix is a particularly valuable technique when planning or evaluating strategic developments, such as the launch, redesign, or withdrawal of a solution in health care. it helps decision‑makers anticipate stakeholder reactions, allocate resources appropriately, and engage proactively with those who hold the greatest potential to support or obstruct progress.

The stakeholder map can also be used as a planning tool, where you can map where stakeholders are currently and on a second stakeholder map where you want them to be regarding interest and influence level. As described by Markwell, (2016) This can be highly useful in analysing and ensuring you are engaging at the correct level throughout the project    


Figure 1 presents a stakeholder map of the categories discussed in this essay. The map shows how you visually capture the stakeholders and influence.
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Figure 1 - stakeholder map ABUHB digital Transformation Strategy


Low power and low interest
Stakeholders identified as Low power and low interest require minimal, but consistent input. This group do not need to be of every detail/stage of the project but informed of key decisions. These stakeholders are not interested in high level plans and detail like other parties, but just need to be kept up to date with project. This may be in a monthly newsletter, company intranet or communications briefing.

High interest and low power
Stakeholders with High interest and low power should be kept informed and appropriately engaged. This group usually are interested in the details of the project and have a strong desire to understand and be part of the project. They have little power in respect of the project tasks and progress, but if they are adequately informed and made to feel involved, they can be beneficial to project success and reduce any resistance to change that the project may pose.

People with high power and high interest
People with High Power and low interest require careful management. This group need to be communicated with more extensively that some of the other groups, they have the power to cause, and delay derail a project so need to keep informed of progress, and that there are no issues arising. They will want to know that the project is on track but may not be interested in high level plans. They need to be kept informed of progress and challenges of a project.

People with high power and high interest
People with high power and high interest are the most important stakeholders and are critical to the success of a project. The project team need to ensure that all stakeholders that are in this bracket are communicated to effectively and that they are kept informed of relevant project successes and progresses and that most effort from the project team is applied to this bracket of stakeholders. These stakeholders need to be fully informed throughout the project. 

Once stakeholders have been identified and understood, project team can better anticipate behavior.(Freeman, Harrison and Zyglidopoulos, 2018). Once you understand this you can develop ideas, plans and communications to reduce negativity and win support. If you fail to clearly identify your main stakeholders and correctly communicate to them, it can have a devastating effect upon project. 

With multiple stakeholders and the diversity of the stakeholders within healthcare, it is unlikely that there will never be complete agreement on every aspect. The role of the Project team and the project manager is to manage the expectations of the stakeholders because without clear and realistic goals, realistic time times and the correct form of communication, support within the project and stakeholders can be lost. The main reasons for project failure are that there has been ineffective or a lack of communication. When stakeholders are not feeling involved or aware of project progress it can cause concerns and negativity from stakeholders


When working with a diverse group of stakeholders, it is essential to ensure that all members are working with shared understanding  for the same goal. One key risk in a group setting is the emergence if groupthink rather than genuine consensus. Group think occurs when desire for harmony overrides an individual’s expressing a differing view (McKee, 2017).Group think can lead to poorly defined  requirements, and discussions on projects and solutions do not meet the needs of all parties.

In my experience attitudes and needs can be shaped far more by the group that we are in that what we genially actually require. I have found this to be particularly evident in workplace environment, where a specific group can affect and subtly sway decision making. I have personally been in a situation were challenging a dominant view of a way forward is an intimidating prospect and sometimes on accession I have avoided this conflict and gone with group even though I didn’t feel it was best approach. I chose to avoid conflict and align with a group despite my concerns. On reflection this is a perfect example of group think in play.  
.

Conclusion. 

Reflecting on the breath of  stakeholders within ABUHB, has reinforced my understanding of how widely the impact of digital transformation is felt. The change expands beyond the policy, workplace, and technology. The impact of digital transformation extends across many stakeholders, making their involvement critical to securing commitment to change and understanding how these changes affect their roles and working lives. It requires cultural, relational, and behavioural change across professions. Engaging stakeholders early, tailoring communication, and actively promoting reflective interdisciplinary discussions can significantly improve digital implementation outcomes. I have come to appreciate the criticality  of meaningful engagement. As without the genuine engagement and ability to support staff to change, the digital transformation at ABUHB would fail. If people can’t see benefit of the change, then resistance, and  reluctance will follow. ABUHB is not immune to this with small projects failing to gain momentum and impact  required due to lack of staff buy in.

I confirm this essay is my own original work and does not include text created by a generative artificial intelligence tool
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