Public Education Strategy
1.
Background
By increasing public education and awareness about the LAS, we have the potential to influence many audiences.  This strategy sets a framework to draw together and extend the public education work that currently occurs.  
The LAS already engages in some formal public education work and a number of departments currently have specific responsibility for its delivery: the Events and Schools Team, the Community Resuscitation Training Team and the Community Defibrillation Team.  However, much of what currently happens has grown out of individual - uncoordinated - projects.  In addition to this formal work, some public education initiatives occur at a local level, such as open days and other events, and there are local public education activities taking place of which those in central or corporate functions are unaware.  
A group of people involved in public education activities were brought together to discuss how their activities linked with each other, and how they should be developed for the future.  This was followed up by meetings of a smaller project group to develop this strategy.  A number of questions were asked and themes drawn out:
· What public education work currently takes place, and where the gaps are

· Who target audiences are, and whether we are reaching them 

· What our public education messages are, whether these are appropriate and what messages we would like to present

· How we deliver these messages and how this could be done more effectively

· How to tie these messages in to external and internal priorities, including the SIP 
· How we decide what public education to do
· What resources we have, how they could be better used, and what further resources are needed to deliver the overall vision for public education
· How to evaluate and improve our public education work 
The information gained from these discussions has informed this strategy.  It is anticipated that - by creating a structure, defining common priority audiences and messages, developing shared resources and defining core competencies for staff - we can create a ‘community of purpose’ to public education within the Service and ensure our public education activity reflects both internal and external priorities. 
There are a number of challenges to delivering this strategy and it will require some changes to the way staff view public education.  We plan to maintain high levels of consultation with staff and continue to invite and respond to feedback.  The respective line managers of each team involved in public education will take responsibility for translating this proposal into action for their teams and the support of the Communications Directorate as a whole will be needed, to ensure the core messages are transmitted throughout the Service consistently.  
Resources are another challenge, but many of the proposed actions are cost neutral or low in cost, at least in the short term.  
2. Structure and Reporting
Some of our public education activities are currently carried out in an ad hoc manner and would benefit from a more co-ordinated approach, better recording and improved communication.  We therefore plan to draw all public education activities into a structure (Fig 1) that enables teams involved in public education to maintain their links within the current organisational structure, but working together more effectively to avoid overlap and replication and, importantly, work towards common public education priorities.  Joint meetings are proposed as a means to come together and share information, ideas, feedback and problems and will also provide more effective support to the occasional practitioners whose contributions need to be recognised and valued.
The strategy outlines a common reporting system for all public education activity, which will be simple in format, but will incorporate not just the activities undertaken but the evaluation of those activities, how they fit with the common priorities for public education activity and how they contribute towards the organisation's goals.  
The reporting format also needs to incorporate feedback to the organisation gained during public education activities, so we can ensure that this activity becomes a two-way process that continually evolves to meet the needs of the public.  
Reporting from different teams will be collated by the PPI manager, who will report regularly to the CGC and the Trust Board.  This will help to raise the profile of public education, and the recognition for the staff involved in it.  
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Fig 1:  Proposed Structure for Public Education Activity
As well as the internal drivers and priorities (e.g. the SIP) that will influence our public education activity, Fig 1 also shows the importance of external drivers such as the Standards for Better Health, public opinion research findings etc.  These should influence the decisions we make about how we priorities various areas of activity.
Actions:  

· To develop a common reporting format for all public education activity

· To initiate regular meetings to better coordinate public education activity

· To further involve AOMs and local management teams in public education

3. Target Groups
Currently, various different groups receive a range of public education messages from the LAS.  There are no overarching priorities for target audiences and we are perhaps therefore not maximising the benefit of our activities for the public or for the Service.   Public education resources (both financial and human) are naturally limited, and it is essential that we now prioritise our public education work for key target groups. 

A number of broad target groups have been identified by the project group: children, elderly people, people with specific conditions, women / pregnant women, refugee groups and asylum seekers, and businesses.  
Within these broad groupings there will be specific audiences that we particularly need to target.  We believe that these audiences should be chosen according to the greatest impact effective public education can have for both the Service and for those members of the public.  For example, we may wish to target frequent fallers within the elderly group as these patients make up a significant proportion of our workload, or children attending schools in deprived areas in order to start to tackle health inequalities.  
In order to do this, we will need to develop a process for identifying target groups over time, as these are likely to change depending on NHS / LAS priorities.  Planning will need to be based on evidence, rather than in an ad-hoc way. 
Naturally, different teams will have different target group focuses.  However, it is crucial that we break down the barriers between the different teams involved in public education in order to work more effectively as an overall group.  All those organising public education activities should consider how they allocate their work in line with the priority audiences, and will need to demonstrate how those activities fit with the target groups. 
Actions:  

· To further break down and define our priority target groups 
· To ensure that these priority groups are considered when planning activities
· To include evidence of this in the common reporting system

· To develop a process for identifying target audiences and responding to changes in these, adapting our activity as appropriate

4. Messages 
We currently deliver a range of messages such as information about the service, health promotion, and training, in a number of ways.  There is no set of key messages, and some of our messages might be seen as contradictory or negative, so we need to be clearer about our key messages.   All staff should know what these messages are and where they can find them.  They need to be easily accessed and understood, and appropriately supported, for example, with merchandise or other materials.  

What messages?
There is a lack of consistency around the public education messages that are currently transmitted by the staff within the Service which is confusing both for staff and the public.  In order to give a more consistent approach, on which all public education activities can focus, it is proposed that a set of key messages is developed for the public.  This is already underway through the Communications Department.
In addition to the key messages, tailored priority messages will be developed for each of the target groups - e.g. for children, our priority messages may include how to access the service and safety advice, and our messages to elderly people may incorporate specific health promotion messages such as ‘keep warm, keep well’. 
Key messages will be developed into a centrally-managed list, regularly reviewed and updated and accessible on the intranet.  We will incorporate flexibility into this process to ensure we remain locally responsive to the messages that different groups may need.  
How should we deliver them?

The tone and timing of messages, and the way they are targeted and interpreted, are just some of the factors that shape public perception.  It is crucial that for every message and every target group we carefully consider the best means of communicating.  These methods will naturally vary, but it is proposed that for every activity undertaken the most appropriate means of communicating are considered.  
Whilst pan-London approaches may work for some issues, it is important to recognise the value of focussed local initiatives and maintaining ongoing relationships.  It will be useful to build on relationships that have been built up, e.g. as part of the Community Defibrillation project, to start up other events and access different audiences.
A few core principles to our message delivery are proposed:

· Ensure that we work effectively in partnership with other organisations and use existing initiatives and groups to spread our messages. 
· Gather information from our audiences and their representatives of the best, most effective and appropriate methods of communicating with that audience.

· Ensure that messages are communicated in accessible formats. 

· Ensure that we use a wider variety of communication methods, including popular media such as TV, radio stations, newspapers and events. 

· Increase face to face activity, learning from people as well as teaching them.  
· Update the website to ensure it can be used as a powerful public education tool.

· Consider whether there may be an impact of wearing or not wearing uniform in each public education situation and make a judgement accordingly. 
The messages we convey, and how we convey them, must present an image of LAS that is in line with our vision and values.  We need to be aware of the recruitment potential in some public education activities.  Our messages need to be consistent with what roles exist, what these roles really involve, and who we want to apply for them.  The outcomes of the recruitment review will need to be considered when these messages are being developed.  It is essential that those involved in public education consider how their messages will be perceived by different communities, how they will affect people's view of the Service, whether they will encourage potential recruits, and whether we are giving a realistic and appropriate view of our work.   
Careful attention must also be paid to internal communications.  If we are to encourage people within the organisation to get involved with public education,  then we must motivate them by demonstrating the work that is being done, that it is supported by senior managers, is being properly managed and co-ordinated, and will have measurable outcomes.  Additionally, we need to develop a ‘good news’ culture where staff are encouraged to promote what they do.  
Actions:

· Ensure a set of messages is developed for each target group (Communications)
· Seek professional advice and best practice examples for communication methods

· Take part in forthcoming events and evaluate the success of these

· Update the website and use it more effectively for public education

· Forge links with other organisations to develop ways to deliver our messages 

5. Monitoring & Evaluation

Although evaluating the impact of public education can be difficult, effective monitoring and evaluation processes are important to the success of the Strategy.  For public education events to have real value, it is important to listen to feedback from patients and the public.  This feedback should be publicised widely, and we should tell people when we have changed something as a result of feedback we have received.  
A central pool of information and feedback through the common reporting system will provide opportunities for effective monitoring.  Where possible, we will ask audiences to define measures by which we can evaluate the quality of our public education activities. 

Actions:
· Ask our audiences to feed back to us on our activities, and publicise this feedback
· Incorporate evaluation into the reporting system for public education activities

· Discuss evaluation at joint meetings and ensure actions are taken as appropriate

6. Resources

The resources available for public education include people and knowledge, as well as other materials, and we need to have a clear understanding of what is currently available and how it is used.  In order to use resources more efficiently, prevent duplication and identify what is really needed, we will provide a central resource for information and materials, shared and accessible to everyone within the Service.   

New materials will need to be developed, but it is inevitable that there will never be sufficient money to get all that (we think) we need, and resource requirements must therefore be strictly aligned to the priority messages and target groups.  We will also explore what resources may be available from external sources.  
Actions:

· Develop a central pool of volunteers for public education activities 
· Develop a library of resources, linked to the key messages and target groups

· Identify resource gaps and bid for relevant funding

7. Skills & competencies
A very wide variety of staff are involved in public education, some as volunteers, some as permanent team members; some paid for their public education work, some not, and some paid by other agencies such as the Department of Health or charities.

It is crucial that all staff involved in public education have the right skills and competencies.  Staff must be given the time to participate in and be evaluated on their public education activity.  We also want to encourage more staff to participate in public education activities and create a larger pool of competent and enthusiastic staff.

We plan to develop core competencies for those involved in public education, such as presentation skills and a public and patient focused attitude.   These will incorporate a commitment to reflective practice.  Staff will only ‘pass’ each competency if they consolidate training with a commitment to taking part in events.  The competency framework could follow an NVQ-type approach, where development needs would be identified and training would accrue towards transferable qualifications.  This would form part of the PDR and Knowledge and Skills Framework processes.  

Staff taking part in public education activities would be assessed against these competencies via a number of mechanisms.  They would then be given feedback to enable development and improvement.  This competency and feedback information could then be held in a central database of volunteers, their skill levels, skills gaps and development needs, providing a valuable shared resource for public education.  

Additionally, we should standardise payment arrangements, ensuring that public education is seen to be valued.   However, it is essential that we attract staff who are enthusiastic about public education work, and demonstrate the right skills and professionalism, rather than those purely seeking overtime.  
Actions:
· Develop a set of core competencies for all staff involved public education activities

· Develop additional competencies or requirements as required for particular roles 

· Explore the possibilities for developing an NVQ-style qualification

· Develop a selection procedure for public education

· Map competencies required against current training available, then plan training 
· Create a database of volunteers, their core competencies and training needs
8.
Summary & Next steps
There is a great deal of public education activity underway within the LAS, with many people involved in it in different ways.  However, there is currently a lack of communication and co-ordination regarding this activity.  This Strategy outlines a method of drawing those involved in public education into a ‘virtual department’ working together on common target groups and messages and with shared resources.  An internal bid has been submitted to fund aspects of this Strategy.  However, many aspects are cost-neutral and can take place relatively quickly.

An action plan for implementation of the strategy is outlined in Appendix 1, with timescales and responsibilities.  The leads for each public education activity will be asked to realign their activities with the priorities identified for public education work and they will need to be clear about what currently works well, what areas need development, as well as tackling any duplicated effort and inconsistent messages through closer working with others involved in public education. 

This is a very challenging and far-reaching project but the potential benefits to the Service and to the communities we serve are likely to be equally broad and powerful with positive impacts on areas such as demand, public health, recruitment and retention and the public’s perception of the Service. 

Margaret Vander
Patient & Public Involvement Manager

Richard Walker
Events, Schools & Media Resources Manager
(with acknowledgements to Carla Hobart)
December 2006
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