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PART A
1. Introduction
NHS Western Isles has made a commitment, within its Communications Strategy, to actively engage with our staff and the public and to ensure that communication is proactive, timely, transparent and effective. To effectively achieve this aim, it is absolutely vital that key stakeholders (people/groups with an interest or concern) are communicated with effectively during any times of service change or service development, or when a new project is launched.

Through good quality communication, organisations can manage, engage, motivate, listen, influence, explain and create conditions for change. 
Effective communication will also impact on our individual and organisational wellbeing.
This guidance document has been developed to take you through the key steps to follow to develop a comprehensive Communication and Engagement Plan for a project/service change.

1.1 How to use this document

There are three parts to the document.

· Part A is an introduction to the process of planning your communication and engagement actions. 

· Part B is designed to take you through the steps of planning, and you can use this part of the document to record your plan as it develops by completing it before you commence any communication or engagement work. Part B provides guidance to help you develop your Communication and Engagement Plan, as well as some tips. It also refers you to other useful sources of guidance or help. 

· Part C contains other useful documents, including a template for your Communication and Engagement Plan.

For clarification, within this document, the terms ‘Communication’ and ‘Engagement’ mean:

· Communication – process of exchange of information, in either the written form – paper or digital, or verbal/face-to-face, i.e. sharing information, listening to feedback, and creating open dialogue.

· Engagement – process of working actively with others on matters which affect/interest them.

You should work through each section of Part B of this guideline, answering the prompt questions. You can then use this information to populate the template Communication and Engagement Plan in Part C.
For simplicity, this guideline describes the work you are involved in as your ‘project’. The emphasis on individual sections in the plan will depend on the nature of your project. Some sections will be relatively light; others very comprehensive and detailed. However, all sections are relevant, and you will miss important steps if you skip sections. 
1.2 Do I have to have a Communication and Engagement Plan?

Effective communication is the single common thread that runs through every successful organisation and every project or change initiative. The Board’s approved Communications Strategy therefore specifies that staff/project teams must ensure they have a Communications and Engagement Plan for any service development/change project. You simply will not be able to deliver your project aims effectively without a Communication and Engagement Plan. 
You also have a duty to engage, inform and involve people, as outlined in the Board’s Communications Strategy.

All NHS Western Isles staff have a duty to communicate effectively, and the importance of communicating well is of particular significance if you are planning a change in services, even if you think it is a relatively minor change.
Service users and external partners can make a positive and unique contribution to the design and delivery of NHS services. Patients can give a different perspective, as users of the service, and help you to think about important things you may not have considered as a member of staff. They can provide experience from the ‘other side of the coin’, or the view of the ‘consumer’. Equally as important is the involvement of staff, to ensure that all key areas that they have individual and specific knowledge of, are considered in a service change process. 
NB: Where a project has the potential to be a Major Service Change, you should consult the Communications Manager and PFPI Development Officer (The decision on whether or not a project should be classed as Major Service Change will be made by the Scottish Government Health and Social Care Department).
Tip – ‘Be proactive’
Start planning how you will communicate and engage with different groups as soon as you know a review, development, or change is on the horizon. Don’t leave consideration of this to the last minute.
PART B

2. Writing your Plan
The following sections take you through consideration of the key questions in relation to your project. Use these sections to consider the context of the project, and the importance of engaging with people affected by or interested in it. You will build your plan from an initial series of statements that describe the project based on the why, who, what, how, where, and when questions that people will ask.
Why?

Why are you doing this piece of work? 
Think about the purpose of your project and the reasons for change, and list them. It will be helpful to summarise the project in a few words at this stage. Do you have a short, easy, informative title for the project – if not, get one agreed by the project team. 

Think about the hard facts first. These may be the external factors outwith your control. For example, are you implementing national health policy or guidance? Is it linked to changes in the available workforce or demographics? Are you aiming to implement a more effective or efficient service? 
Then think about the other reasons for change and the associated benefits. How you can promote these? For example, are you improving the standard of care to patients? Are you bringing services closer to people in their own communities? Are you providing better facilities, premises or equipment for patients and carers? Is this a new or additional service and if so, why is it able to happen now? Also, you need to consider the risks of your development and how these could be managed or addressed.
Remember NHS Western Isles has a responsibility to be open and honest with staff and patients about the possible impact of new arrangements, and a duty to involve people affected in any development process which will lead to new or different arrangements. 

Tip – develop options together
Involving patients, carers, staff or others in developing options for change creates the ideal conditions for exploring the hard facts which may be hugely important in your project but which many people will not be aware of until you tell them. If you try to develop options on your own, there is no way you will consider all the possibilities, and you may have missed an opportunity for an even better idea that better meets the needs of your service users.
During the option development stage, NHS Western Isles needs to be open and honest about what is simply not deliverable. This may be for a number of reasons – e.g. clinical safety, building legislation, affordability. We must be confident that any options that are developed are achievable and realistic.
N.B. Larger scale Major Service Change projects will require a formal option appraisal process and full public consultation (for more information on this, contact the PFPI Development Officer, and see the Informing, Engaging and Consulting People in Developing Health and Community Care Services guidance at: http://www.sehd.scot.nhs.uk/mels/CEL2010_04.pdf)
Who?

Who is/will be affected by your project, or will be interested to learn about your project? Patients, carers, staff, the wider public, partner agencies, elected members, and Scottish Government, are some examples of potential stakeholders.

List your stakeholders using the following terms:

· Principal Stakeholders: the main people affected directly by the project/with a key interest
· Other Stakeholders: people who are not directly affected, but who will have an interest, or an influence, or need to be kept informed 

You will find it fairly easy to identify the obvious stakeholders, but it is important to stop and think about the less obvious ones. Think about less visible individuals or groups, or people who don’t often get their points across because they are less vocal than others. Think about the wider impacts of change, and any knock on effects, including on partner agencies. Don’t miss out these ‘hard to reach’ groups because you feel that communication and engagement with these people will be more challenging or time consuming. Nobody is impossible to reach, engage with or influence; the approach taken may just need to be altered. It is important to put more effort and creativity into reaching these groups. The specific groups you identify as ‘hard to reach’ will depend on the nature of the project. You should also carefully consider the Protected Characteristics under the Equality Act 2010, to ensure that you do not discriminate against these groups by failing to consider how to communicate and engage with them (see http://www.equalityhumanrights.com/advice-and-guidance/new-equality-act-guidance/protected-characteristics-definitions/ for information). 
What?

What do your stakeholders need to know? 
What are the expected impacts/outcomes of the project on the stakeholders you have listed? 
Use this section to record a summary of the impacts on each identifiable stakeholder group. Think about the benefits to patients and other stakeholders, as well as the difficult or controversial aspects – ‘the challenges’. Setting these out will help to make sure you cover all aspects when planning your methods and materials. What are the risks associated with the new development; think in terms of pros and cons?
What are the most important messages associated with your project? As early as possible, you need to identify the messages for each group of stakeholders. The messages should be clear and consistent although you may need to add further detail for specific groups.  
It may be useful to capture the information needs of stakeholders in a table (for example):
	Stakeholder
	What they need to know

	Corporate Management Team
	The project timetable.

How we propose to involve stakeholders.

	Staff within the Department
	How the change could impact on their jobs.

How they get involved.

What the change will mean for current and future patients.

	Current users of the service
	Reassurance that the service will continue.

Information about the potential improvements in accessing the service.

How to get involved.


Tip – identify your top 3!
People are bombarded with information all the time, so define the top 3 things you want people to remember, and try to make sure these are used in all communications associated with your project, and that the messages are consistently communicated by project team members.
How and Where?

Use this section to outline how and where the people affected will access information about the project. Think about the wide range of methods of dialogue, and consider which methods might work best for the different stakeholder groups. Remember you are very likely to have to set out a combination of written materials and face to face methods.

It is important to get information to the public via local media (in line with the NHS Western Isles Media Policy), and to use internal channels of communication to share information with staff (e.g. Slainte Staff magazine, Finger on the Pulse Bulletins). The NHS Western Isles Twitter and Facebook pages, as well as the Board’s website, are ideal platforms to share information with the public and staff and to encourage interaction.

Tip – don’t forget that dialogue is two-way
Remember that dialogue is two way – if you provide information, you should tell people how they can feedback to you, and you have to be prepared to receive feedback and respond to questions.

Think about the following (the list below is not exhaustive):

	To cascade information
	To facilitate discussion

	Develop an information leaflet – what is your circulation list? Remember to provide details of how to comment or feedback.
	Offer to meet relevant groups of stakeholders by joining their existing planned activities (e.g. join their meetings, attend Locality Planning Group or Community Council meetings). 

	Always use plain, simple language – the use of jargon or abbreviations will lose credibility at the start.
	Offer to meet relevant groups of stakeholders at a specially arranged discussion session (i.e. arrange a special meeting at a time and place suitable to them).

	Sprinkle publications with pictures – people remember images more than text. Too much text can also put people off reading the information, or people may miss the important part of the message.
	Consider using a powerpoint presentation to help structure the conversation – remember images can be very helpful to reinforce key messages. You can adapt this for specific audiences (but don’t overload with slides full of text and complicated information). Grab attention with a key message in the first slide.

	Send updates to community contacts or groups, enclose an information leaflet and feedback form.
	Discussion in small groups/focus groups often works best to engage – keep it fairly informal and help everyone to have their say. 

	Speak to the Communications Manager about organising articles in existing publications – e.g. Slainte, local newspapers to reach a wide audience. Articles in free newspapers or websites (e.g. Events, Island News or Heb News) means that information is accessible, without people having to pay the cover price of a newspaper. Remember to tell people where they can get more information.
	Workshop style events can help keep discussion focused. Do you need additional facilitators – will you break into small groups? Have you got someone to record discussions? Will you need to arrange transportation for stakeholders to attend (if so, have you got an approved budget for this)?

	Speak to the Communications Manager about the possibility of arranging radio or TV interviews.
	Consider broader public events – e.g. drop in sessions.

	Consider the possibility of advertising in newspapers (but bear in mind there will be a cost associated with this).
	Ask those involved in meetings to cascade the information as appropriate (e.g. using Departmental Communications Plans).

	Speak to the Communications Manager about promoting information via Facebook and Twitter and creating a Hashtag for the project. 
	Organise regular internal briefings for staff affected, and to keep other staff informed.

	Summarise key impacts in Question & Answer sheet – remember to attach a feedback form.
	Target specific groups, either because they have a particular interest in the project or because there will be an impact on them, e.g. current service users, community of residence.

	Keep using the media to keep people informed – submit updates as the project moves on, so that people don’t lose interest.
	Face to face discussions are more successful to communicate with individuals with particular communications needs (where English isn’t their first language, hard of hearing /deaf where an interpreter / BSL interpreter can be used).

	Post written materials on the public website – and give the link to relevant groups. Make use of the ‘Get Involved’ section of the site, run by the PFPI Development Officer.
	Consider using Emotional Touchpoints (a powerful means of helping people to share the aspects of experiences that are important to them) with individual patients/service users http://bit.ly/17w8Ma1
Resource at: http://bit.ly/Z8IiuR 

	Consider a dedicated email address to receive comments, questions and feedback.
	Present regular information at existing relevant internal groups/committees (e.g. Senior Charge Nurse meetings, Single Operating Division, etc)

	Use the intranet to keep staff informed and invite feedback. Use links to direct staff to materials on the website. Remember website and intranet sections need to be kept up to date.
	Consider organising open drop-in sessions.

	Would other agencies provide a link from relevant pages of their website, e.g. CnES?
	Advertise the invitation to consider attending different groups to discuss proposals.

	Remember to offer large print and languages other than English, and audio format – this should be done at the very start of your information leaflet. 
	Set up videolinks at meetings to extend opportunities to attend.

	Contact the Communications Manager about the use of the Information Screens in local hospitals.
	Commit to attending/organising follow-up meetings to feed back or explain how people’s views have been used, and how the project is progressing.

	Circulate information posters widely.
	

	Make use of the range of webpages available – for example, post information on the Older People’s website if your stakeholders fall into this category, or use the Parenting WI website if you want to involve parents.
	

	Speak to the Communications Manager about inviting the press to larger public events.
	


As you plan your communication and engagement activities, you have to consider who your main communicators are. In particular, who will do the face to face activities? There may be a wide range of clinical, management and other staff involved in the project. Who can speak confidently and with sensitivity to patients, carers and others? Who is positively motivated and enthusiastic about the project?
When?

The timing of your communication and engagement activities is critical, but it can be hard to judge. The NHS is committed to communicating to patients, staff and communities at the start of any change process. An ‘end of process’ consultation is not acceptable as stakeholders should be involved in decision-making and planning, as well as in the development of options. 
You should bear in mind, however, that some people find broad concepts or ‘visions for the future’ too vague to be bothered with, and worse, they may be suspicious that you are attempting to confuse or mislead them. So be very careful about how you communicate from the start – don’t people off from day one with confusing or vague information. Make the communication and engagement meaningful to your stakeholders. Don’t talk about visions and strategies; discuss with people what they would like the service to look like and what parts of the service are important to them.
See Appendix 2 for guidance on key principles for communicating at times of change.

Tip – work backwards!

Work backwards from any relevant deadlines as you develop your communications and engagement plan. This will keep you focussed on what is achievable within any time constraints that exist.

A Communications and Engagement Action Plan (template attached) should be developed, detailing all the communications and engagement actions that need to take place during the course of the project, with the allocated leads and deadlines for completion.  

Your Communications and Engagement Plan should be signed off by the Communications Manager and the Project Lead/Project Team.

Progress against your Action Plan should be monitored at each of your Project Team meetings throughout the course of your project, to ensure that actions are being achieved in line with timescales.

PART C
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1. Introduction/Background [Refer to ‘Why’ section in PART B]
What is the project about and why is it being implemented?

2. Aims
What do you aim to achieve through your communication and engagement? 

You might want to consider the quote below by John D. Rockefeller:
‘Next to doing the right thing, the most important thing is to let people know you are doing the right thing’

3. Stakeholders [Refer to ‘Who’ section in PART B]
Many people may dislike the jargonistic term ‘stakeholders’, but it essentially means everyone who would be affected by your project, or would be interested to learn about your project. The Project Team should brainstorm to identify who these individuals/organisations are.

In PART B, this is broken down into:
Principal Stakeholders &

Other Stakeholders

Alternatively, and for larger change projects, you may want to complete a stakeholder analysis. For a stakeholder analysis, once you have identified stakeholders, you should identify them as sitting within one of the categories below:
· High influence, interested people (KEY PLAYERS): these are the people you must fully inform and engage with and make the greatest efforts with.

· High influence, less interested people (KEEP SATISFIED): provide sufficient information to these people to ensure that they are up to date but not overwhelmed with data.

· Low influence, interested people (KEEP INFORMED): keep these people adequately informed, talk to them to ensure that no major issues arise. 

· Low influence, less interested people (MINIMAL EFFORT): provide these people with minimal communication to prevent boredom, but ensure that they receive necessary updates.

You can use a Stakeholder Analysis Grid for this purpose (see below). 
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4. Key Messages [Refer to ‘What’ section in PART B]
What do your stakeholders need to know? It is likely different stakeholders will need different levels of information.
When plotting stakeholders’ position on your grid it is worthwhile establishing who would be advocates/supporters of your project and who could potentially be unsupportive of your project. Use colour coding to identify which of these two groups the stakeholder belongs – e.g. green for advocates/supporters and red for disinterested/unsupportive (see above). 

The following questions may help you to understand their needs/drivers and grouping and assist in establishing the best way to engage them in your project, and what their information and engagement needs are, as well as how to address their concerns from the outset, in your communications:
· What financial or emotional interest do they have in the outcome of your project – is it positive or negative?

· What motivates them most of all?

· What support do you want from them?

· What information do they want from you?

· How do they want to receive information from you – what is the best way of communicating your message to them?  
· Who influences their opinions generally and who influences their opinion of you?

· Do some of these influencers therefore become important stakeholders in their own right?

· If they are not likely to be positive what will win them round to give their support?

· If you are unlikely to win around, then how will you manage their opposition?

· Who else might be influenced by their opinions and decide if they need to become stakeholders in their own right?
Develop and present your 3 main messages in this part of your plan, and give an indication of what methods will be used to inform and engage with different stakeholders.
Remember that projects become more important the nearer they get to implementation and will therefore affect more people.  Keep abreast of your stakeholder analysis and change your communications techniques as necessary to ensure that your stakeholders are kept informed to the right level.

5. Challenges 

You may or may not wish to include a section on any challenges with regard to communication and engagement that you have identified from the exercise above, and how you plan to overcome these.

6. Action Plan [Refer to How, Where and When sections in PART B]
This section should pull together exactly how you will communicate and engage, and should take into account what stakeholders have been identified, and the stakeholder analysis (if completed). You should also include timescales against actions. (See example templates below)
Signed: (Communications Manager):.....

Date:

Signed: (Project Lead)....

Date:
For longer-term plans, where timescales are not absolutely clear:
	ACTION
	EXPLANATION OR KEY MESSAGES
	AUDIENCE
	DATE
	OWNER

	What you will do.
	Why you will do this OR

What you will communicate.
	What stakeholders is this targeted at?
	When will this be done?
	Who will take the lead for ensuring this will be completed?

(Use RAG – red, amber, green – status to highlight at a glance whether or not actions are being achieved in line with timescales)


For shorter term plans, where timescales are clearly set out, it may be easier to set out your action plan by date:

	DATE
	ACTION
	EXPLANATION OR KEY MESSAGES
	AUDIENCE
	OWNER

	When will this be done?
	What will you do?


	Why you will do this OR
What you will communicate.
	What stakeholders is this targeted at?
	Who will take the lead for ensuring this will be completed?

(Use RAG – red, amber, green – status to highlight at a glance whether or not actions are being achieved in line with timescales)


Appendix 2  -  Principles of Communication in Change Management
Stages of change management communication:

There are 5 key stages of communication in any project. These influence the level of detail required, timing and the target audience. Keep these in mind when preparing your Communication and Engagement Plan.

1. Awareness: It is important to have a general level of awareness in the early stages of change, using a limited amount of detail and widespread circulation of information. 

· To create awareness, use various and repeated methods to gradually build awareness. Use methods such as media releases, articles in the Slàinte, agenda items on meetings, etc.
2. Understanding: Once you have identified the main stakeholders, you need to build a greater level of understanding amongst them. Different stakeholders may be affected more or less at different stages of the project. 

· Use methods which provide a greater level of detail for each stakeholder group. Emphasise the reasons for change. Use FAQs -questions and answers sheets, group briefings, etc.

3. Involvement: You must create opportunities for stakeholders to be actively involved in shaping the change. 
· Include stakeholder participants on any project groups, etc. Create systems for people to feedback their comments. Consider workshops, group discussions, etc. Always feedback to people how their comments have been used and if changes have been made and, if not, why not.

4. Acceptance: Greater awareness, understanding and involvement at this stage. If people understand the reasons for change, they are more likely to accept the need for change. Being involved will help people to shape the changes and therefore have greater ownership. 
· Help to build consensus by giving examples or evidence of benefits. Plan for managing any perceived negative impact. 
5. Implementation: Keep stakeholders informed and involved in specific aspects of the implementation of the project as it moves forward. 
· Different audiences may need different types of communication over a period of time eg keep people informed through local media articles, patient information about how to use the new service; changes to staff induction packs etc.
Appendix 7 -  Evaluation form (sample questions)

Meeting / Group / Event: ………………………………………………………….

Venue: …………………………………….  Date: …………………………………

The types of questions you may wish to ask:

· Did the event meet your expectations?

· Did you find the event interesting?

· What did you find most interesting / useful / informative?

· What did you find least interesting / useful / informative? 

· Do you think the format used at the meeting worked well?

· Were you able to ask your questions / make your points?

· Do you feel better informed after the discussion?

· Do you feel you have had the opportunity to input into the discussion and development of………?

· Did you feel the venue was appropriate?

· Did you feel the meeting was well facilitated?

· Were the timings for the day / meeting appropriate?

· How would you rate the presentation? (if applicable)  

· How would you rate the workshops? (if applicable) 

· Any other improvements we could have made? 

The evaluation form can take a number of formats. 
· You may wish to offer individuals free-text boxes for handwritten comments (provides more meaningful information). 

· You may wish to ask individuals to comment on statements with the following - Strongly Agree, Agree, Disagree, Strongly Disagree (follow up with ‘Please explain why’)
· Alternatively you may wish to ask individuals to comment on statements with - Surpassed expectations, Met expectations, Would like more information

· Alternatively, the ratings could be 1 to 5, where 1 is excellent and 5 is poor.  

Each evaluation form is tailored to the particular project and the type of event that is taking place.  Remember that the forms also need to be made available in other formats (e.g. large print) and people should be offered assistance to complete the form, if required.  

Maggie Fraser

Communications Manager
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