

	
	
	




                                                                                       


Table of Contents


Introduction...................................................................................................................................2

Stakeholder Engagement..............................................................................................................2

Table: 
Key, Primary and Secondary Stakeholders....................................................................................2

Pyramid Diagram: 
Stakeholder influence, interest, and engagement........................................................................3

Personal reflection of effective stakeholder engagement.......................................................5

Stakeholder participation......................................................................................................6
References.............................................................................................................................8




Introduction
In 2020, during the first wave of the Covid pandemic, Welsh Ambulance Services NHS Trust (WAST) published its first Digital strategy ‘Disruptive Excellence Digital Strategy’ following the appointment of its first ever Director of Digital Services. 
Providing a framework to successfully implementing digital transformation, the strategy outlined its principles of what should be considered to deal with change, and their missions of how this change could be achieved. 

Stakeholder Engagement
In order to successfully deliver a digital strategy, it is important in the early stages of a project to identify and engage with your ‘People’ i.e. stakeholders as outlined in the Information Technology Infrastructure Library (ITIL) framework (Scott, 2023).
A stakeholder analysis allows information to be collated about any stakeholder that will be impacted (or can be impacted) by a project, enabling you to effectively engage and gain valuable insights of their needs and expectations. Using this information, stakeholders can also be prioritised based on their level of interest and influence. The level and method of engagement can also be determined. 
The range of stakeholders involved in implementing the WAST digital transformation strategy can be separated into key, primary and secondary stakeholders.
	Key stakeholders
	Primary stakeholders
	Secondary stakeholders

	Service users
	Emergency Ambulance Services Committee (EASC)
	Media

	Frontline staff
	Trade Unions
	Local government

	Volunteers
	DHCW
	Community Health Councils

	Digital services directorate
	Secondary Care
	UK Government

	WAST Trust Board
	
	Primary Care 

	WAST Strategic Transformation Board
	
	Other emergency services

	 Project Teams
	
	Community Health Council

	Patient Experience & Community Involvement (PECI) Team
	
	Third sector e.g., voluntary sector

	Corporate staff
	
	Partner agencies e.g., St John Ambulance   Cymru

	Commissioners (Health Boards)
	
	Suppliers

	111 Programme Board
	
	

	Welsh Government
	
	


Key stakeholders are those which have high influence or importance in the implementation of the digital strategy and can have a direct impact. Primary stakeholders can positively or negatively impact its implementation and can be mostly affected by it. Secondary stakeholders can be people or organisations who have less of an interest and are indirectly affected but must still be engaged.
The pyramid diagram demonstrates the level of engagement required depending on the stakeholder’s level of influence and interest. On the right, highlights the level of communication required.  
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Prior to any stakeholder engagement, a Stakeholder Communications Plan outlining the objectives, audience and messaging should be created to ensure consistent and coherent information is being relayed. However, the most important tool throughout this process is clarity. If the messaging is clear and concise, people will spend less time and effort interpreting what that means.

To support the publishing of the WAST Digital strategy, a promotional video was released outlining the context of the service, the population we serve and examples of digital advancements that WAST has implemented during the pandemic.  While this was very engaging and easy to absorb, many examples used within the video differed to what was outlined in the digital strategy.  

Reflecting on how I would effectively engage with stakeholders, when communicating with staff and volunteers, face to face engagement post pandemic can prove logistically challenging with corporate staff continuing to agile work, and due to the nature of frontline staff being on the road. However, following the rollout of iPads and Microsoft Office 365 to all staff/volunteers and adhering to the National Principles for Public Engagement in Wales which “encourages and enables everyone affected to be involved, if they so choose” (Carmarthenshire.gov.wales, no date), multiple communication platforms; intranet, email and Yammer, a social networking service would be utilised. Targeted directorate Teams meetings e.g. Digital Services, Quality Safety and Patent Experience and Operations, would also be arranged, to actively engage staff groups working within the same remit to learn and understand the purpose of the digital strategy, how it will impact them and how it will benefit their role.  A Q&A session should also be allocated to allow staff to anonymously submit questions prior or during the session.  Any staff unable to attend are then able to watch the recording. 
Adopting Amazon Web Services (AWS) principles who always feature a customer FAQ following the launch of a new product/service, a FAQ page with preempting questions would also feature on the Digital directorate intranet page.    
Other key external stakeholders including commissioners, Welsh Government and 111 Programme Board can be updated during meetings through existing reporting mechanisms. 
For Primary stakeholders who have a higher influence but lower interest than key stakeholders, information can be pushed via letter or email from the Chief Executive Officer/Director of Digital Services to encourage a controlled two-way discussion. 
Secondary stakeholders who have both a low interest and low influence, would just require one way engagement, informing them of any pertinent information. Communication platforms can include websites, social media, press releases and where possible existing meetings that WAST can inform their respective counterparts. 


Personal reflection of effective stakeholder engagement
As well as putting digital under the spotlight, the pandemic also reinforced some valuable lessons in engagement methods particularly for protected characteristic groups that are protected under the Equality Act (2010).
During the peak of the pandemic, the Learning Disability (LD) community fed back to us within the Patient Experience & Community Involvement (PECI) team, concerns that they were seeing WAST staff within local communities wearing different clothing and hearing on local and national Government announcements about Personal Protective Equipment (PPE) but did not understand what that meant. To clarify, support and reassure, videos and infographics using easy read text were created and shared with the LD communities to assist in their learning and understanding. 
Due to social distancing restrictions, face to face engagement was also put on hold so other formats were utilised to push information out to the public including newsletters in several popular languages, Welsh and British Sign Language (BSL) videos and infographics using plain English. Therefore, offering service users information in a variety of formats is paramount to support communities’ literacy skills and communication needs.
In co-production with the voluntary sector, I have also experienced hosting Zoom and Teams online events with the Learning Disability community to promote and capture their feedback on the NHS 111 Wales website.  However, while the use of digital technology enables a greater reach, and is time and cost effective, other protected characteristic groups that come under the Equality Act (2010) including older adults and ethnic minorities are less likely to engage digitally. (Digital Communities Wales, no date). Therefore, when engaging with service users on the implementation of the Digital Strategy, a variety of engagement methods should be offered, reducing any barriers and make it easier for the participant. Face to face events should also be held at locations and times that is convenient to the users and not the organisation. 
However from personal experience, there is also a real concern from certain groups including the deaf and hard of hearing community that they are “over engaged” by different organisations. Therefore, when approaching engagement with service users within different communities, the fostering of coproduction of shared time and resources with other Trusts and Health Boards should be adopted. 
Finally, while the digital strategy states “through the PECI Team, Workforce and Organisational Development and Digital Champions will expand their communications and engagement activity to ensure the voice of the service user remains at the heart of everything we do” (Welsh Ambulance Services NHS Trust, no date) this statement feels misleading and tokenistic as no request to actively inform any of our service users was made to the PECI team. Instead, historical data from existing methods i.e., Google analytics and NHS 111 Wales website experience survey was used to fit the digital strategy agenda.
As a recipient and stakeholder myself, I feel communication methods used to publicise the strategy to the workforce may have failed, as I was only aware of the strategy when researching for the purpose of the previous assignment. The intranet page used to publicise the strategy was also only viewed 156 times in comparison to the workforce of 3,500 people.  That said, with a pandemic, WAST experiencing unprecedented demand and corporate staff working from home, there was always a risk of communications getting lost with the deluge of information being disseminated.

Stakeholder participation 
“Consensus thinking” or “consensus” is a dynamic way of a group exploring all options, considering everyone’s needs and reaching an agreement that everyone actively supports – albeit at varying degrees. Offering a greater sharing power, this process protects minority needs and opinions and encourages everyone with a shared goal to come together and make better decisions. Consensus however can prove time consuming if an agreement cannot be made. 
The “Groupthink” model by Janis (1972) aims for members to strive for unanimity as a group. Studied in political and military context where decision making led to fiascos including the ‘Bay of Pigs invasion’ (Carroll, 2018) outcomes from this adverse behaviour can include an illusion of unanimity, poor decisions and other options not being considered. 
To help address the gap between both ‘consensus’ and ‘groupthink’ is ‘Normalisation Process Theory (NPT)”. NPT encourages a highly collaborative approach and looks to actively engage stakeholders in cognitive participation, achieve buy-in and work towards adopting new practices and participation when implementing technology (Scott, 2023). Offering a more suitable process when looking to engage and successfully implement the WAST digital transformation strategy. 
To ensure all participants actively and equally participate during face-to-face events, several methods can be used; including hosting smaller discussion groups using impartial and experienced facilitators, and a ‘post it’ wall allowing stakeholders to note their feedback and allow the facilitator to lead the discussion. A more digitally enabled method which allows real time feedback to be posted anonymously is Mentimeter. This popular web-based software can display a range of questions/polls using a range of devices, generating word clouds and themes live during the discussion. 
​Whatever the method, the key to effective engagement lies in investing appropriate levels of time and resources to achieve shared understanding, shared ambition and improved services.
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