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2. First steps in thinking digital

Introducing digital technology into your social care organisation offers huge opportunities 
and benefits. 

Turning paper based systems into digital systems can:

 Ŷ  allow some areas of care to be delivered more effectively and efficiently
 Ŷ  reduce or even remove bureaucracy to give staff more time to support and care  

 for people 
 Ŷ  allow relatives to feel more involved in their loved ones care
 Ŷ  give relatives piece of mind that their loved one is safe and cared for
 Ŷ  save costs in the long term 
 Ŷ  increase transparency with commissioners, regulators, families and others
 Ŷ  allow your staff to be more creative.

However, to take the most effective first steps, you need to understand where your gaps are 
now, how ready are you to embrace a more digital way of working, where you’re doing well 
and where you’ve not even started.
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Digital Gateway Tool

To help you find and self-assess your gaps, we have produced 
the Digital Gateway Tool. Use the questions to help you do 
initial work with the senior leadership team and to do some 
early thinking and scoping.

Click here for the Digtial Gateway tool.

http://www.skillsforcare.org.uk/digital
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Early conversations with your Board and senior leadership team
Here are some additional questions to ask to start the ball rolling:

 Ŷ  why do we want to become more digital?
 Ŷ  have we already got technology in some areas of the business which is currently  

 working for us?
 Ŷ  what did we learn from buying, installing and then using it?
 Ŷ  what processes did we use when buying this and can we use any of these again when  

 commissioning more technology?
 Ŷ  in what areas do we need to increase our confidence and knowledge before we 

 commission anything else?

Use these questions to get a 
sense of what senior leaders 
in your organisation feel about 
the changes will help you 
determine your next steps.

By fully exploring and 
understanding where the 
problem areas might be 
(infrastructure, negative culture, 
inexperience of software) you 
can see where you need to find 
out more information to help 
you move forwards.

We’ll explore more about the 
people aspect of change and 
getting everyone involved in 
the next chapter.

You can show the videos in the beginning of this guide to the board or leadership team to 
help demonstrate that this can work and what sorts of benefits they’re now seeing.

Storing and handling con�dential information

Before embarking on your digital journey, you’ll need to be familiar with the current law and 
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Data Protection
Becoming a digital service often involves the digitalisation of care records and data.

All personal data or information that you store, collect or share is subject to data protection 
laws. General Data Protection Regulations (GDPR) came into force in May 2018 and later in 
the year, there is due to be a new data protection law, which will bring even further rigour.  

Whether your information is held on paper or digitally, you must comply with the law. For 
more information about this area, please see our webpage.

Cyber security and information sharing 
Secure systems can allow sharing of information 
on a safer and more efficient basis.

It is worth talking to your main local partners (e.g. 
health practitioners, pharmacy, hospital discharge 
teams etc.) to see what assurances they may 
require from your system to allow for this secure 
flow of information. You may want to add these to 
your detailed specification.

Data protection and security toolkit
Completion of the Data Protection and Security Toolkit (DPST) shows a higher level of 
assurance and can allow access to NHS Mail, a secure email system that can be used to 
pass information directly between you and health practitioners.

For more information on the DPST see the NHS Digital wesbite.

Training and support 
It’s vital that staff are trained to understand their legal obligations in relation to data 
protection and how to be ‘cyber secure’. 

For more guidance see the An Introduction to Information Sharing for Staff.

  next  prev 2

www.skillsforcare.org.uk/digital
https://www.dsptoolkit.nhs.uk/
/Documents/Topics/Digital-working/Information-sharing-collection-and-storage-guide.pdf
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Scoping and prioritising

Brainstorm all the things that give you and your staff 
headaches - tasks, systems and processes in your 
business that need improvements or eat up staff time.

You could ask everyone to put them all on post-its on a 
wall in one of your team meetings.

 Ŷ  Group the issues around into themes (one single system could solve a few  
 things at once).

 Ŷ  Which issues can be solved by investing in a digital solution? 
 Ŷ  Prioritise as a group which one will make the greatest difference. 

Focussing on the priority you’ve identified, 
get everyone to think through the risks and 
benefits, pros and cons, who will be affected 
by the change and what sort of things the 
system should do.

What would happen if you didn’t invest in the 
change and what would happen if you did? 
Doing all this together will help you to truly 
understand what the problems are with 
current systems and processes from 
everyone’s perspective.

This process may reveal things 
you didn’t know, but need to know 
in order to make the change. 
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Bringing people with you
There are certain things that you can do to ensure  
that you bring people along with you2:

 Ŷ  lead by example – make sure you get the Board  
 on board (see previous chapter)

 Ŷ  explain why this change is necessary
 Ŷ  acknowledge that mistakes will be made during  

 the transition and that’s ok
 Ŷ  keep communicating throughout – risk  

 over-communicating
 Ŷ  acknowledge anxiety and try and help reduce it
 Ŷ  nudge people along
 Ŷ  reward brave behaviour – not just results.

Don’t forget that digital technology also offers you an  
opportunity to embed the involvement of families and  
carers into the running of the service. 

Care planning systems for example, that allows secure  
access to care records where there is appropriate  
permissions form the cared for person, can help carers  
and families feel more involved and help with  
transparency and trust. 

There is more guidance about data protection and  
information sharing further in this guide.
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Your leadership in changing 
from digital to paper doesn’t 

usually come from where 
you think it does. It will come 

from those who are not 
particularly higher ranked 

in the company but have an 
interest in it. Pick on those 

leaders and get them to 

https://www.forbes.com/sites/margiewarrell/2017/04/15/ten-things-great-leaders-do-to-get-people-on-board-with-change/#3344ed0028cd
https://www.forbes.com/sites/margiewarrell/2017/04/15/ten-things-great-leaders-do-to-get-people-on-board-with-change/#3344ed0028cd
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4. Your business plan

Digital change requires investment of money and time so you’ll now need to consider who 
will lead this work and do they have sufficient influence to lead this change.

In this section we’ll focus on the practicalities - budget, timescales and putting your team 
together which will form the basis of a business plan. The next chapter focusses on the 
specification which will sit within the business plan.

A business plan is a written document that describes what you want to achieve and how 
you will achieve it over a period of time.  It will help those who you have to influence to 
understand more details about the change.

It should help communicate to your leadership team the investment and help you set  
out important elements:
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Return on investment
Return on investment (ROI) measures the gain or loss from an investment relative to  
the amount of money invested. 

When considering a budget you may wish to consider what return on investment you 
expect. 

This can be difficult to measure in a care setting, as staff are often not used to  
recording the details of how long doing something takes to do or how much tasks  
cost in terms of time, but it can be a useful notion to consider. 

You can try and do some initial work on this:

 Ŷ  Do you know how long staff take on average to fill  
 in daily records for example? This may be your  
 existing cost and the time saved by using an  
 electronic recording system may be your ROI. 

 Ŷ  A ROI also may be more qualitative; you may find  
 less medication errors or more incident reports are  

Timescales
Timescales will vary depending on the part of the  may be the first stage of a wider raft of technology  changes.

Recognise business pressures that coulmaaffect your  
timescale for implementation. For example, do you have   

The advice from other care leaders is don’t rush -  start small, start with one team, builmay � -1.2 TD
[(confidence and then work fr)18.2(om ther)18(e.)]TJ
med,lIt might take longer than expected whilst people get used to the new way of working and the system is tweaked to best meet your needs.

Here are some key things to think about:
 Ŷ  Will you go for a complete roll out or a partial, phased roll out (what are the pluses and  

 minuses, including risks of both?)
 Ŷ  Have you factored enough time in for training (at all levels of the organisation).
 Ŷ  How will you communicate your planned timescale to people who use your service and  

 their families? What will they experience differently and how will you communicate this?
 Ŷ  Will you have a ‘cut off’ date for when olmasystems are no longer used?

  next  18.18.ev 4

You cannot do this without 
8.18.eleasing people off the 

�oor – you can’t just expect 
them to do this in their 

day to day job and this is 



Home 1 2 3 4 5 6 7 8 9

Team
By now you’ll have someone from 
the Board or Leadership Team who’s 
offered to help, your finance expert 
and your ‘cheerleaders’.  You might 
also have found a colleague or local 
Registered Manager who can help 
outside the organisation who’s either 
gone through the changes already or is 
on the same path as you.

Detailed speci�cation document
This sits within the business plan and  
clearly states what you want from the  
chosen solution. You could also state  
aims within this eg. we want it to eliminate  
the need for written medication records 
within a year.

Different employers take different approaches to finding something that meets their needs.  
Some use ‘off the shelf’ packages and some commission their own software. 

What is common is really understanding the detail of what your system needs to do, what 
features it needs to have and how it will interact with other systems you may have.

Make sure your team are all available for key phases in the implementation so 
that you have the support and leadership you need.  

You should have engaged everyone in the exploration of change, have a 
broad specification for what you want the new technology to do and the 
leadership team and Board behind you…

Now it’s time to fill in some detail and find what meets your needs – the 
specification document.

 Tip 
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We managed the transition from paper 
based to digital slowly. My biggest 

piece of advice is do not try and do this 
overnight. Don’t throw it at people – and 

say there you go.  Do it slowly - little 
games, little victories and then go for it 

whole heartedly.  We had a six month lead 
into it. Don’t expect people just to run 



Home 1 2 3 4 5 6 7 8 9

TA
S

K

Needs and wants

Use the post it notes from the group session in the previous  
chapter to help you write your specification.

You could develop something like the table below to prioritise all the demands 
from the new system.

“Needs” are business critical things and “Wants” are your wish list. 

Needs Wants

What will the 
system be able to 
do?

Who will 
be entering 
information info 
the system?

Who else might 
want to see 
what’s held in the 
system?

Should the new 
system be mobile 
or static?

Wi-fi?

What sort of 
reporting will it 
feature/provide?
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Needs Wants

What back-up 
systems does it 
require?

Where will it 
be used and 
updated? (eg.in 
people’s homes?)

Support and 
training

Interaction with 
other systems (e.g. 
HR system)?

What 
specifications will it 
need to have to be 
able to safely share 
as needed with 
other partners?
What features and 
benefits would you 
want? Separate 
the “critical things” 

0 .(09.478 cm
0 0 m
0 8em)?)Tj
0 -4.687 TD
(What )Tj
of 
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5. Searching for a digital supplier  
and solution

You’ve got an idea of budget now and what sort of money you are looking to invest in a 
system, and some idea about what this system will deliver for you.

You might not have all the answers when you start shopping but you could find them out as 
you go. Remember you will learn along the way. 

The advice from other providers is that it’s crucial that the system you choose is intuitive and 
easy to use; even the most hardened technology fan’s enthusiasm will wane if faced with a 
system that is over complex and doesn’t make sense to the average user. 

Support from your peers
By attending a local registered manager’s network you could find someone who’s already 
invested in the sort of system you’re looking for and you could ask them to share their 
learning with you.  They might also be on the journey at the same stage as you and you 
could support each other.

You can also join Skills for Care’s registered manager membership where you can share best 
practice and access peer support through the members-only Facebook group. You can post 
and ask for recommendations and start a discussion with other members. 

You can find out more about joining your local registered manager’s network and becoming 
a registered manager member of Skills for Care in the back of this document under ‘useful 
links and resources’. 

Exhibitions and events
There are exhibitions and events 
where social care software 
providers attend so you can meet 
them in person and talk to a few of 
them. Take your shopping list and 
pick up business cards. Most are 
able to demonstrate the systems at 
the exhibition.

  next  prev 
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Try it out
Many companies will be happy to lend equipment or supply dummy systems for potential 
customers to experiment with; it’s important to give these to those who will be using them to 
make sure they ‘make sense’.

The software providers should be able to tell you about some care businesses where they 
have already successfully installed the systems.  Ask if they can put you in touch with each 
other.

WCS Care in Warwickshire has set up an innovation hub where you can go and have a look 
at the technology they’ve invested in.  You can read more about this and arrange a visit 
here.

Once you have a better idea about which suppliers are going to be able to help you with 
your digital change, you will need some help from your team.

  next  prev 5

If we did it all again – I would still be doing 
research and go and see where it works in 

action - the third time I went to a care home 
was to see how it was working. Go and look at 

lots of systems and do it slowly.

Carey Bloomer,  
Registered Manager, Cera Care
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Comparing suppliers

It might be that there is currently only one supplier who can 
provide what you “need”.

If there are a few suppliers, try plotting all the different things 
that they offer against your original ‘needs’ list to help you 
make your decision.  Use the template on the following pages 
to help you organise this part of the process.

www.wcs-care.co.uk/our-care/innovation-partners
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As well as presenting your business plan, a table like this could be an easy way to present 
not only your requirements to the board, but to check that everyone is in agreement when 
choosing the final supplier.

Make sure that all your requirements are on here so that they have all the information in front 
of them in an easy to compare format.

This also shows you’ve done your homework. This will help you make your final decision 
as an organisation and can move forward with the commissioning of the software and 
implementation of the changes necessary in order to succeed.

In the next section, we’ll cover key things to think about to help implement your change. 
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I think WCS care is lucky in that we have a board who 
are very open to innovation and creativity and that’s 

what this is about, so I don’t recall any point at which 
the board felt this was a risk or needed persuading.  

I remember one of our board members saying to 
us “Look, let’s just take a risk - it’s not the roof or 

the foundations - the worst thing is that we have to 
reinstall another technology over the top of it.

Christine Asbury,  
Chief Executive, WCS Care
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6. Implementation plan

Remember that technology is just a tool to help you achieve better outcomes for the 
people who you support. Talking about the technology in this way will help focus your 
implementation plan.

An implementation plan contains an overview of the system, the tasks involved, the 
resources you’ll need and an acknowledgement of the effort needed and from who.

Your plan might include how you’ll overcome some of the key barriers to successful 
implementation:

1. Duration of the change - allow enough time to implement new ways of working.  
Review the timescales as you move through the plan and push deadlines back to ensure 
effective implementation. Remember that some pressure is good though.

2. Commitment - remember that you need to commit to making the change. Don’t go 
back or be deterred. Keep moving forwards and use your champions.

3. Integrity - everyone involved in the process needs to play their part. They need to take 
ownership for their part of the plan and complete everything they promise to do.

4. Acknowledge the effort involved - change is never easy. It will take massive effort but 
the rewards will be worth it. Simply acknowledging this to everyone involved will help 
them feel valued and part of the team.
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Along the journey there have been a number of 
crunch points – the main one was after a couple of 

months when we were actually trying to run two 
systems at the same time because the nurses were 

so sceptical that it would actually work. They just 
became exhausted because they were trying to do 

too much and so we had a meeting where we all 
decided that on this day – we were going digital.

Carey Bloomer, 
Registered Manager, Marches Care



Home



Home 1 2 3 4 5 6 7 8 9

Learning and development

Technology cannot be ‘brought in and switched on’ with no pre-thought about 
how people will be shown how to use it and importantly, why using it is a 
positive change.

You will need to invest in learning.
 
You may have a variety of skills and confidence levels within your team. Some 
people may be new to using any technology (and perhaps quite fearful of having 
to use something they don’t understand), whilst others may be excited and at 
ease with the change.

You’ll need to think through how you will support both. How will use the 
particular strengths within the team you have to help lead the change? You’ll 
need to explore:

1.  what is your training and learning plan?

2.  who will do the training?  

3.  how will you begin to implement the change (e.g one team at a time, one 
part of the service at a time?)

4.  how will the training be supported by supervision and appraisal processes?

Using new technology and systems may not be as challenging for some as you 
think.

Many systems are based on the systems used on smart phones and the 
majority of people now have a smart phone. 
 

“We were very very careful, our registered manager led by example. And once 
she got one unit working comfortably with the culture change the other parts of 

the business were saying yes, we’ll use it too. So it’s made a big difference. It has 
been a bit of a culture shock for some people but I think now everybody can see 

the difference it’s made”.

 

Carey Bloomer, Registered Manager and Director of Nursing, Uplands 

  next  prev 6



Home 1 2 3 4 5 6 7 8 9

Help is available

It’s important that employees at all levels have some confidence around digital 
skills so they can take advantage of technology at work.

For staff who are less used to technology, it may be helpful to take a look at our 
Core Digital Skills Guide to make sure you can understand where their gaps in 
digital skills are. 
 
 

“You will get some real resistance to it from some people ‘I can’t do this, I can’t 
do that’ and I used to say show me your phone. Anyone who has a smart phone 

can work any of this technology. And they would say ‘oh, ok’.”

 

Ed Russell, Director of Innovation and Delivery, WCS Care

Digital Champions Network

To help check and improve the digital skills of your staff, you can enrol into the 
Digital Champions Network.  You can nominate a member of staff to become a 
‘Digital Champion’ who can access training and support and become the ‘go 
to’ person for the organisation. They can then mentor and support others to 
improve their digital skills.

Find out more here.
 

 “Trying the technology somewhere as a pilot, and inviting the staff from the other 
care home to see colleagues who are already con�dent in using the technology 

is the best way to train them - they see it as the new normal - they’re staff just 
like them, who are very con�dent in using it and they can see the impact and 

bene�ts, not only on the roles of the staff in saving time but also in the level of 
records and the impact on residents too.”

 

Ed Russell, Director of Innovation and Delivery, WCS Care
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/Documents/Topics/Digital-working/Core-digital-skills-in-social-care.pdf
https://www.digitalchampionsnetwork.com/content/learn-share-change-lives
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7. Review

Phew. You made it. Go back to your original broad 
specification – refle3l1312 22.364Qgs5specic2pdve got andgs5ether1.2 TDoaw->243.5 15 23.296 23s meetsd 



www.skillsforcare.org.uk/digital
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Change management

Ten things great leaders do to get people on board with change
Margie Warrell, Forbes Magazine, 2017
www.forbes.com/sites/margiewarrell/2017/04/15/ten-things-great-leaders-do-to-get-
people-on-board-with-change/#3344ed0028cd

Eight step change model 
Developed by John P Kotters, this model offers a good practical structure and tips for 
implementing change.
www.kotterinc.com/8-steps-process-for-leading-change/

The Personal Transition Curve, 2012
John Fisher’s model helps you understand some of the psychology behind the changes in 
your staff team and leadership during organisational change. 
John �sher’s personal transition curve - 2012 - the stages

https://www.forbes.com/sites/margiewarrell/2017/04/15/ten-things-great-leaders-do-to-get-people-on-board-with-change/#3344ed0028cd
https://www.forbes.com/sites/margiewarrell/2017/04/15/ten-things-great-leaders-do-to-get-people-on-board-with-change/#3344ed0028cd
https://www.kotterinc.com/8-steps-process-for-leading-change/
https://www.businessballs.com/mod/wiki/view.php?id=162#toc-3
http://www.businessballs.com/
http://www.skillsforcare.org.uk/digital
https://digital.nhs.uk/data-and-information/looking-after-information/data-security-and-information-governance/data-security-and-protection-toolkit
https://digital.nhs.uk/data-and-information/looking-after-information/data-security-and-information-governance/data-security-and-protection-toolkit


https://www.careprovideralliance.org.uk/information-governance.html
https://digital.nhs.uk/nhsmail
https://www.careprovideralliance.org.uk/uploads/1/0/8/0/108055907/an_introduction_to_information_sharing_for_staff_-_final_interim.pdf
https://www.careprovideralliance.org.uk/uploads/1/0/8/0/108055907/an_introduction_to_information_sharing_for_staff_-_final_interim.pdf
/Documents/Topics/Digital-working/An-Introduction-to-Cyber-Security.pdf
/Documents/Topics/Digital-working/An-Introduction-to-Cyber-Security.pdf
www.wcs-care.co.uk/our-care/innovation-partners
https://www.digitalchampionsnetwork.com/content/learn-share-change-lives
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Other useful resources

Registered Manager Membership
Skills for Care is the membership organisation for registered managers in England. 
Membership supports managers to develop best practice and knowledge, keep up-to-
date and share ideas with like-minded peers. Benefits include a ‘Social care manager’s 
handbook’, a monthly newsletter, access to peer support through a members-only 
Facebook group, mentoring, discounted resources, leadership programmes, seminars and 
HR support; amongst others. 
Find out more: www.skillsforcare.org.uk/registeredmanagers

Registered Manager Networks
Skills for Care facilitates registered manager networks for social care managers, covering 
all local authorities in England. They give managers the chance to network with like-minded 
peers who face similar, everyday challenges, share information and seek peer-support. 
Networks are led by network chairs, who are also registered managers. Local networks 
meet at least three times per year and always ensure that the topics are relevant to those 
attending.
Find out more: www.skillsforcare.org.uk/networks
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www.skillsforcare.org.uk/registeredmanagers
http://www.skillsforcare.org.uk/networks
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