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Executive Summary 1/4

During December 2023 - February 2024 the NHS England Innovation, Research, Life Sciences and
Strategy (IRLSS) team, along with Health Innovation Wessex, Health Innovation West of England and
Health Innovation South West, delivered a series of learning collaboratives to support Workstream 1:
Learning by Doing as part of the Innovation Ecosystem Programme (IEP) [Figure 1]

On 16 October 2024, the IRLSS team, along with Health Innovation Wessex, and Health Innovation West
of England provided health innovation network, integrated care board, provider and academic colleagues
a unique opportunity to hear more about the progression of the Innovation Ecosystem Programme (IEP)
and to learn more about the launch of the locality partnership.

The rapid insight event welcomed 94 attendees and explored four key questions.

The session saw extensive representation from across the Health Innovation Network as well as strong
representation from systems, offering a wealth of insights into the challenges and opportunities of
implementing and embedding the emergent Innovation Ecosystem recommendations.

This report and its findings will be shared with NHS England to aid the further iteration of the
recommendations, resulting in the publication of the Innovation Ecosystem Programme findings in Winter
2024.



Executive Summary 2/4

Reviewing the outputs from across the four questions, the overarching key message is that standard tools, funding,
supporting the culture shift and upskilling of staff is paramount in creating the conditions for successful adoption of the
recommendations.

What are the challenges to rewiring the innovation ecosystem to bring
these recommendations to life?

We mapped the responses into eight challenges:

1.

2.
3.

Current processes: Navigating current structures and processes to enable innovation adoption and
implementation

Alignment of priorities: Identifying and rapidly aligning present national and local innovation priorities
Sustainability of the evolving ecosystem: Communicating the aim of what the ecosystem is and what
success is — balancing the innovation for today versus innovation of the future

Funding to translate evidence into implementation: Navigating inadequate investment mechanisms and
supporting infrastructure to translate research/evidence base into implementation of innovation

Articulating return on investment: Supporting systems to articulate return on investment (ROI), and benefits
realisation of innovation adoption

Longer term investment: Ensuring funding and incentives are in place for the longer term and not cut short
which inhibits innovation adoption

Cultural shift: Creating the shift in culture to enable significant, large-scale change and collaborative system-
wide working

Capacity and capability: Releasing workforce capacity and developing innovation adoption, evaluation and
knowledge mobilisation capability.



Executive

What role will your
organisation play in
supporting the
cultural shift needed?

We mapped the responses into
five roles:

Sl g = GHOS) (=

Engagement and collaboration
Knowledge sharing
Leadership

Championing innovation
Enabling activities

Summary 3/4

How will you integrate delivery of
these recommendations within
your local system?

We mapped the responses into 14 strategies:

SRS

Alignment with existing pathways and infrastructure
Integrated, collaborative and partnership working
Multi-level and cross-organisational working
Relationship building and engagement with
stakeholders

Visibility of the added value and impact of innovation
Changing culture

Capability building with existing workforce partners
Budgets, funding and investments

Support defining problems

. Governance and oversight

. Ensuring Health Innovation Network involvement
. Senior influence and involvement of leadership

. Explore interaction with Al

. Dissemination on mixed media

What further support
would your organisation
need to deliver the
recommendations?

We mapped the responses into eight
areas for support which mirror
aspects of the challenges previously
identified:

1.
2.
3. Conducive environment for

A clear mandate to steer and hold
accountability
Training and capacity building

research, innovation and
evaluation

. A system wider approach to enable

cross-organisational learning

. Improved and simplified

procurement process

. Aligning national priorities with

local needs

. Embedding regional health

innovation networks

. Long-term investment



Executive Summary 4/4

Q Further considerations

The theme of supporting innovators through the
transition from the present innovation ecosystem to
the future way of working was an emergent theme
identified through the analysis. Ongoing innovation
engagement and uptake of innovations will act as a
metric of success for the future state;

“A real path for innovators.”




Innovation ecosystem themes
and recommendations

Innovation Ecosystem Programme



Figure 1: To achieve these aims, NHS England is delivering
the Innovation Ecosystem Programme

The Innovation Ecosystem Programme (IEP) is led by Roland Sinker, National Director for Research and Innovation at NHS
England. It is primarily delivered by NHS England’s IRLSS team. The first phase of the programme progressed through four

workstreams, and was grounded in comprehensive stakeholder engagement: This visual was used as stimulus for the session.
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Emergent themes and recommendations

NHS England have been working Themes

on t h € I nn Ova_ tl on ECO_SySte m Based on engagement, a detailed literature review and the learning emerging from Workstreams, several themes were identified outlining
Programme since Apri | 2023. what the IEP will need to address, including:

We need to make bold shifts to get ahead

. A move to prevention, early diagnosis, out of hospital care and an NHS that can engage more actively in research requires capacity and space to

undertake bold transformation.
Th e res u | tadn t th e mhe S a anI . The NHS will need support and resource fo give the headspace to allow this change, and many of the changes will require partnership with those outside
recommendations have been orthe BHs o achieve
. . We need to articulate how the NHS can approach innovation and research in a different way.
Ite rated ba Sed On d eta I |ed . The NHS will need to be less “supply side” in how it identifies innovation and research —prioritising its innovation support in areas of greatest need or
H : : rtunity, tackling greatest unwarranted variation in adoption, and drawing on internal as much as external innovation.
I I te ratu re reVI eWS 4 eXte n S I Ve -OT:F:)EUSSEG on transforming whole pathways
sta ke h (o) | d er en g a g ement across We need better alignment of innovation and research infrastructure - orientated towards the local.
th e | n n Ovat| O n eCOSYSte m a n d . We need to better align, and bring clarity, to who is responsible for what and when to enable simplified, streamlined, access for both testing new things and
rolling out.

. . . . The infrastructure should be aligned with national ambitions, and have national levers mobilised to support it, but national implementation will need to be

taking learning from across all its adjusted o localneeds and systems.

WO rkSt reams We must recognise that enablers are as important (or more so) as structures and organisations

. NHS management and clinical leadership will be key in sending a signal that innovation and research are important.
. We need to enhance the skills and capability of our workforce in transforming healthcare pathways to enable more effective spread and adoption of

. . . innovation, and improve capacity by creating dedicated time for this work.
All findin gs have been Syn thesised . We need to reduce friction in the system to make it easier to undertake research and adopt innovation through a clear, consistent, standardised, and

streamlined rules-based approach.

into four categories, with sub
recommendations descrlblng the . We need to seek to move from a 1-2-year horizon for innovation and research to planning for 3-, 5- and 10-year horizons

.y . Success will require collective accountability and resourcing for 3-10 years, with a clear strategy that all partners are signed up to and willing to support.
scope and ambition.




Rapid insight methodology

Innovation Ecosystem Programme



Rapid insight methodology 1/2

« The aim of the rapid insight approach was to capture and enable rapid analyses from
localities to explore and test the innovation ecosystem hypotheses derived from previous
national spread and adoption programmes.

- The methodology is based on the Health Innovation Wessex rapid insight approach
(Chandler et al, 2023).

« Our approach has helped identify some of the most important insights that were made
during the session.

- This is an optimal approach as it
e is underpinned by expertise in implementation science
e is a tried and tested model that yields excellent outputs
e builds on the wealth of experience of using the diagnostic tool
e can be delivered rapidly.

- Through a rapid cycle of data collection, analysis, and feedback, our outputs are presented
in a ‘rapid’ style — a quick and easy to digest format for immediate assimilation.



https://pubmed.ncbi.nlm.nih.gov/37056460/

Rapid insight methodology 2/2

- The rapid insight event was co-developed with NHSE IRLSS to capture feedback from the
Health Innovation Network, integrated care board, provider and academic organisations on
the emergent recommendations by asking the following four questions:

What are the challenges to rewiring the innovation ecosystem to bring these
recommendations to life?

What role will your organisation play in supporting the cultural shift needed?

How will you integrate delivery of these recommendations within your local
system?

What further support would your organisation need to deliver the
recommendations?



Stakeholders

We welcomed colleagues from across localities and health innovation networks from the following job roles
[a representation]:

. Associate Director
» Clinical Effectiveness and Development

- Insights
+ Commercial and Enterprise

- Research and Development
 Head of
« Business Planning

« Innovation and Implementation
* Operations

) Strate-gy « Commercial Innovation and Growth
) Board Chair « Evaluation and Transformation
. Chief Executive Officer : :
« Informatics Operations
. Commercial Director :
« Industry Partnerships
. Deputy Chief Executive Officer :
iaf c . _ - Research Partnerships
. Deputy C- ie Stra:egy and Trands ormaftlon Ofﬁcer . Knowledge Mobilisation Lead
. Deputy Director of Strategy and Transformation . Medtech Delivery Manager
. Director

- Partnerships Director

« Impact Acceleration Unit . Portfolio Director

» Integrated Care Academy  Professor and College Dean for Research and

« Delivery/Implementation Lead Enterprise
« Economic, Commercial & Business Development . Professor in Biomedical Research




Rapid insight findings

Innovation Ecosystem Programme



Guide to interpreting the maps

n=43 « Where ‘n’ has been presented on the mind maps, this includes
the number of responses which have been further sub-themed.
Due to the richness of data, the comments analysed often applied
to more than one identified theme.

« Key theme description

Current

processes

« Key theme connection




High level summary statistics
i S

94 attendees 449 comments
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Health Innovation integrated care 10% provider 8% NIHR ARC 2% oth
Network board representatives representatives o other
representatives representatives

A warm-up question was asked
prior to the rapid insight session:
65% of respondents stated that
innovation adoption within their
local ecosystem had some
obstacles in the way.




Q1 summary statistics and observations

- Of the 114 comments that were collated, further sub-categorisation resulted in these being
separated into 172 responses.

« 85% of comments were from HIN representatives
+ 14% of comments were from integrated care board and provider colleagues
« 50 comments were aligned to a recommendation theme

* 40% were in relation to standard tools

« 32% were in relation to people, skills and capability

« The shift in culture to enable real change and collaborative system wide working,
ensuring ongoing funding, releasing workforce capacity and developing innovation,
evaluation, knowledge sharing and mobilisation capacity are key challenges to be
overcome in rewiring the innovation ecosystem.

« Supporting innovators through the transition from the present innovation ecosystem to
the future way of working was identified as an emergent theme. Monitoring of
engagement and uptake of innovations will act as a metric of success for the future
state; a comment from one attendee called this “A real path for innovators.”




Q1 summary statistics and observations

- Key challenges to overcome in rewiring the innovation ecosystem are:

1.

Current processes: Navigating current structures and processes to enable innovation adoption and
implementation

Alignment of priorities: Identifying and rapidly aligning present national and local innovation priorities

Sustainability of the evolving ecosystem: Clearly communicating the aim of what the ecosystem is and what
success is — balancing the innovation for today versus innovations of the future

Funding to translate evidence into implementation: Navigating inadequate investment mechanisms and
supporting infrastructure to translate research/evidence base into implementation of innovation.

Articulating return on investment: Supporting systems to articulate return on investment (ROI), and benefits
realisation of innovation adoption

Longer term investment: Ensuring funding and incentives are in place for the longer term and not cut short
which inhibits innovation adoption

Cultural shift: Creating the shift in culture to enable significant, large-scale change and collaborative system
wide working

Capacity and capability: Releasing workforce capacity and developing innovation adoption, evaluation and
knowledge mobilisation capability.



Q1 What are the challenges to rewiring the innovation
ecosystem to bring these recommendations to life?

We have mapped the responses into eight themes shown here:

Funding to

Current translate

processes

evidence into
implementatio

Capacity

Longer term
g and

funding and
investment

Articulating

ROI capability




Q1 What are the challenges to rewiring the innovation
ecosystem to bring these recommendations to life?

System
readiness to
adopt
innovation
Ensuring there
are dedicated
roles for
innovation
across the
system
Creating
protected
_time for Digital
innovation .
maturity of
systems

Securing
executive and
senior
leadership
support

Developing
shared
accountability
and
. responsibility
th'glng for innovation
clinical
leadership
bodies on
board with
the direction

Overcoming
present system
competitive
behaviours

Ensuring there

is ongoing

innovation
adoption

support for
systems

Trust buy-in

Aligning drivers

Creating
capacity to
catalyse,
capacity to
adopt

Ensuring there is
clinical and
operational, digital/
informatics capacity
to support anything
outside of business
as usual

Balancing

amongst
partner '
organisations - delivery of care
Creating ICB and trying new
system things
evaluation
Navigating the capacity The capacity
current and capability of
resistance to system to adopt
change, and spread
“system innovation
apathy Ensuring there
Making is fupd.ing for
innovation clinical,
relevant management
to all staff and data teams
to support
innovation
adoption

Developing skills
in knowledge
mobilisation and
implementation
thinking

Articulating
what the
innovation
ecosystem is to
the workforce



Q1 What are the challenges to rewiring the innovation

ecosystem to bring these recommendations to life?

Provision of
funding for
workforce and
capabilities, not
just the
innovation

Ability to
ringfence national
funding for
innovation, for
deployment (a lot
in discovery
space, too little in

deploy)

Ensuring
appropriate
budgets for

health innovation
networks

Improving
funding for
innovation and
funding models to
encourage
industry
collaboration

Budgets for
translation

More investment
for implementation
of innovation; the

need for later
stage investment

Developing
suitable
financial and
commissioning
flows

is paramount

Developing
adequate funding
models to support

the technical
infrastructures to
deliver some of the
recommendations

Longer term
funding and
investment
n=42 Ensuring
funding cycles
align with other
infrastructure
funding cycles

Ensuring
implementation
investment keeps
pace with
research
investment to
enable research
to move into
practice

Navigating away
from the
“obsession of in
year case release
savings” which
presently hinder
business cases

Ensuring
funding models
do not create
perverse
incentives that
stop innovation

Need more focus
on embedding and
implementing
evidence rather
than being
distracted by new
opportunities

Overcoming
disconnect

between funding

Funding over
multiple years to
enable benefits

realisation

for research vs
funding for
innovation

Articulating
the role of
NICE and

other agencies
to simplify
efficacy and

. ROI
Overcoming present

inability to afford the
immediate financial
impact, when
economic benefits of
an innovation are not
immediately cash
releasing

Funding to
translate
evidence into

implementation

n=8

Communicating
the value of
innovation and
innovation
adoption to those
who are tasked
with its day-to-day
implementation

Articulating

ROI
n=7




Q1 What are the challenges to rewiring the innovation
ecosystem to bring these recommendations to life?

Procurement
barriers

Current

processes
n=15

Information
governance

(GDPR)
barriers

Sustainability

of the evolving
ecosystem
n=2

Capacity of local
systems and
workforce to take
on innovation
alongside dealing
with operational
pressures

Uncoupling
complex
processes

Providing clarity
as to what the
future
innovation
delivery system
looks like

Making the
ecosystem relevant
to tomorrow as well

as years ahead -
modular future proof
and iterative here

Identifying

and reducing
Aligning innovation duplicative
processes with initiatives

The shift
from silo
working to
system
working

Processes,
capacity and
capability to

prioritise
innovations

Insufficient
protected time for
operational
colleagues to
devote to engaging
in research and
innovation

cross cutting
themes e.g

environmental

sustainability

Untangling
competing
priorities

How to best
support
systems to
prioritise
innovation

Ensuring
innovation is
equivalent to

research

priorities

Navigating the
number of
innovation and
research
programmes



What are the challenges to rewiring the innovation
ecosystem to bring these recommendations to life?

The quote below is a comprehensive comment identified during the analysis.

“Capacity of all within system to take on change and
understand implications is the biggest challenge. There is a
lack of representation across all levels, which leads to
misunderstanding and assumptions. Lack of funding and clear
funding governance to ensure funds are spent on the things
they were intended. There is also a lack of understanding of
workforce pressures.”

Representative from a health innovation network



Q2 summary statistics

- Of the 73 comments that were collated, further sub-categorisation resulted in these
being separated into 115 responses.

« 68% [50] of the comments were from HIN representatives
« 26% [19/73] of comments were from integrated care board and provider colleagues

« 6 comments were aligned to a recommendation theme
* 4% of comments were in relation to people skills and capabilities

« 49 of comments were in relation to acceleration




Q2 What role will your organisation play in supporting the
cultural shift needed?

We have mapped the responses into five roles shown here:

_ Engagement
Enabling and

activities collaboration

Knowledge

sharing

-t

Championing
innovation

Leadership




Q2 What role will your organisation play in supporting the
cultural shift needed?

Provision of an
Innovation
Framework to
increase the
profile, impact and
relevance of
innovation

Working with
local communities
and new partners

to hear and

respond to real
need

Providing stronger
and more
systematic

governance over a
pipeline of

innovation and
decisions to adopt

Bringing
investment in
innovation to our
region — based on
needs of our
locality

LI

activities
n=37

Developing
digital
maturity

Working in

partnerships to

Establishing a
community of

support pilots, real
world evaluation
and making the
case for adoption

and spread

Creating a
psychological
safe space for

our NHS to

innovate

Engagement
and
collaboration
n=29

Engaging with
communities
under-served by
research and
innovation

practice or peer
learning
network

Providing a
structured series
of webinars, white

papers case

Showcasing
local and
internal

innovation

Celebrate and
spotlighting and
sharing best
practice in our
system and

studies etc

Convening,
leading,
supporting,
challenging, and
championing
innovation and
innovators

Knowledge
sharing
n=29

Developing
expertise in
design thinking
and Quality
Improvement
methodology

Supporting teams
(academics,
public, health
professionals,
VCSESs) to have
space to
collaborate &
innovate

Drawing
partners
together to
share expertise
& learning

Developing
capacity and
capability

Leveraging HIN
expertise and
knowledge around
innovation culture
and horizon
scanning



Q2 What role will your organisation play in supporting the
cultural shift needed?

Spreading the
message about

We will support need for re-

Creating the - workforce rioritisation to Supporting
Providing a conditions for Provision of development - epnable the shift coordinated
bridge success and BEEEE, support smaller ~demand
across navigating coordination, trusts with less signalling to
system - barriers strategy, developed industry
critical for brokering and innovation Providing
culture shift signposting ' functions space to Demonstrating
Provision of Supﬁ)frtlng think about the benefits of
thought / Ul change innovation to
system change create the pull
leadership to needed from
spread providers
capability
Sharing . . .
capability/ Leadership Championing Building
233';',‘%?3,’1 n=17 innovation on shared
frameworks n=21 . . between
Integrating with
. HIN and
policymakers to ICB
Supporting increase applied
innovation
°rga(;‘é'°\’/1t|'gg‘s to Convening, approaches
dedicated sdggggﬁ]’g
mnova’Flton challenging, and
- Setting clear championing Developi
Ay F i i eveloping iloti Key governance
Investing in priorities, innovation partnerships to We will explore P;Ir?élrs\grlgggl Y g|]—o|e in
STt £ the longer focus on drive a mission- the a.rt of the T overseeing a
organisational term (people, whole based approach possible and pipeline of
strategy for ffmone_y, pathway to research and provide staff a innovation and
innovation Sinieliy i) innovation voice decisions to

adopt



What role will your organisation play in supporting
the cultural shift needed?

The quote below provides an example of the role their organisation can play:

“Supporting our organisations to develop dedicated innovation
capacity and upskilling them, trying to lead from the front by
demonstrating the impact innovation can have.”

Representative from an integrated care board



Q3 summary statistics

« Of the 62 comments that were collated, further sub-categorisation resulted in these
being separated into 102 responses

 65% [40] of the comments were from HIN representatives
« 33% [21/62] of comments were from integrated care board and provider colleagues

- 22 were aligned to a recommendation theme
* 15% of comments were in relation to structure and tools
 11% of comments were in relation to setting direction
* 6% of comments were in relation to people, skills and capabilities

5% acceleration.




Q3 How will you integrate delivery of these recommendations
within your local system?

Alignment
with existing
pathways
and
infrastructure

There is a
requirement to
consider how to
coordinate and

align these

recommendations
with R&I or other
existing pathways
and infrastructure
which exist
already
(n=22)

We have mapped the responses into 14 strategies shown over the next two slides:

Integrated,
collaborative,
and
partnership
working

There is a
requirement to
consider how to

integrate,
collaborate, and

work in
partnership to
deliver these
recommendations
(n=31)

Multi-level
and cross-
organisation
working

There is a
requirement to
consider how to

best work at
multiple levels
within
organisations as
well cross-
organisationally
to deliver these
recommendations
(n=19)

Relationship
building and
engagement
with
stakeholders

There is a
requirement to
consider how to
continue to build

relationships and
engage with
stakeholders to
deliver these
recommendations
GERY))

Visibility of
the added
value and
impact of
innovation

There is a
requirement to
consider how to

raise the visibility
of innovations,
and to
demonstrate their
added value and
impacts to deliver
these
recommendations
(n=17)

Changing
culture

This is a
requirement to
facilitate a
positive culture
change towards
the adoption of
innovation to
ensure these
recommendations
can be delivered
(n=8)




Q3 How will you integrate delivery of these recommendations
within your local system?

Budgets,
funding, and
investments

There is a
requirement to
consider how
innovation will
affect budgets,
will be funded,
and what
investments will
be made to
deliver these
recommendations
(n=7)

Support
defining
problems

There is a
requirement to
consider how to

support the
system to define
the problems
looking to be
addressed through
innovation in order
to deliver these
recommendations
(n=9)

Governance
and
oversight

There is a
requirement to
consider how to

support the
system to with
governance and

oversight of
innovations being
adopted to best

deliver these
recommendations

(n=3)

Ensuring
Health
Innovation
Network
involvement

Involvement of
the HINs was
considered a

requirement to

best deliver these
recommendations
(GERED)

Y=111]3
influence and

involvement of

leadership

There is a
requirement to
have buy-in from
senior influences
and leaders in the
system to deliver
these
recommendations
(n=13)

Explore
interaction
with AI

There is a
requirement to
consider what
interaction with

Al is needed
upfront to deliver
these
recommendations
(n=2)




How will you integrate delivery of these
recommendations within your local system?

The quote below provides an example of a comprehensive comment:

“"We are creating and jointly delivering a shared, and integrated 'research
and innovation ecosystem development plan’, produced between our
integrated care system (ICS) NHS partners, Health Innovation Network,
Applied Research Collaboratives, higher education institutions, local
authorities and our voluntary, community and social enterprise services,
to improve our research and innovation ecosystem. We use these national
findings to ensure we align and adopt...at both an ICS level, and regional
(peninsula) level.”

Representative from integrated care board



Q4 summary statistics

« 60 comments were collated
« 70% [43] of the comments were from HIN representatives
« 27% [6/60] comments were from integrated care board and provider colleagues

- 22 were aligned to a recommendation theme
« 13% of comments were in relation to structure and tools
« 12% of comments were in relation to people, skills and capabilities
« 10% of comments were in relation to setting direction

- 8% of comments were in relation to acceleration.




Q4 What further support would your organisation need to
deliver the recommendations?

We have mapped the responses into eight recommendations shown over the next two slides:

Conducive A system-
A clear : :
mandate to Training environment wide
steer and hold and capacity for research, approach to
accountability building innovation enable cross-

and organisation
evaluation learning

Clear national Clear Joint

strategy, framework to working/posts
priority and share/use to and researcher-
mandate that facilitate in-residence
the whole conversations opportunities to
system must across system support
comply with on the "how" knowledge
not just the sharing and
(n=12) "what" meet need for
real-work
GEY)) evidence

A guidance
toolkit

(n=10)

(n=7)




Q4 What further support would your organisation need to

deliver the recommendations?

Improved and
simplified
procurement
process

Public sector
procurement
processes need
to align with
enabling early
industry
partnership
working

(n=10)

Aligning
national

priorities with

local needs

Help local
leaders identify
alignment with
local needs and

strategies

Embedding
health
innovation
networks

Greater
accountability
on the NHS
(ICSs or
providers) to
work with HINs

(n=8)

Long-term
investment

Resource is
often seen in-
year; this is a

multi-year

process we
need to ensure

this will be a

long-term

investment

(n=12)



What further support would your organisation need
to deliver the recommendations?

The quote below represents one respondent's perspective:

“If we are going to seriously make a difference with this, we

need to have dedicated time, networks of people, a repository

of programmes, an interactive model of connection to ensure
we maximise this.”

Representative from a health innovation network



Summary and next
steps

This report provides deep insight into
the challenges and opportunities in
adopting, embedding and supporting
the delivery of the Innovation
Ecosystem Programme’s
recommendations that need to be
considered by NHS England and
partner organisations.

It is recommended that the points
captured in the report are reviewed by
the Innovation Ecosystem Programme
Advisory Group. It is also anticipated
that these reflections could be further
iterated as part of the embryonic
Locality Partnership opportunities as
they evolve.




Connect with us

Contact: Cheryl Davies, Senior Programme Manager
Email: cheryl.davies@hiwessex.net

Web: www.thehealthinnovationnetwork.co.uk
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