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for Success
For supporting adoption and deployment of 
Artificial Intelligence in Medical Diagnostics 

In partnership with





ncimi.co.uk

Technology powered by Artificial Intelligence presents a huge opportunity for 
the NHS (and wider healthcare sector) to achieve greater clinical benefits from 
the resources available. 

Within medical diagnostics, AI offers the opportunity to transform the diagnosis 
and treatment of many conditions, in addition to addressing the strain on an 
increasingly overworked workforce.

These technologies and the potential they offer are available now. Yet the 
speed of adoption and deployment of new AI technologies is not necessarily 
keeping pace with the speed of technological advances.

THIS GUIDE EXISTS TO DO JUST THAT.

Where this guide  
came from

IF WE ARE TO BENEFIT FROM THE BENEFITS 

AI OFFERS, WE ALSO NEED TO SUPPORT THE 

HEALTHCARE COMMUNITY IN ADOPTING AND 

IMPLEMENTING THESE NEW TECHNOLOGIES. 
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What it is  
and who it’s for
This guide is the result of a collaborative project between The Behavioural 
Architects and NCIMI that explored healthcare professionals’ (HCPs) attitudes, 
motivations and behaviours in relation to the use of AI in medical diagnostics.  

Seven Strategies for Success represents strategic considerations that can help 
foster support for AI in diagnostics within the NHS. It is built on a foundation of 
deep human insight and behavioural science, providing a view of AI from the 
perspective of healthcare professionals. 
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THESE STRATEGIES CAN BE LEVERAGED WHENEVER 

THERE IS A NEED TO INCREASE ENGAGEMENT IN AI 

WITHIN THE HEALTHCARE COMMUNITY, BE THAT 

FROM WITHIN - OR OUTSIDE - OF THE NHS. 
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Increasing the adoption of AI within healthcare means changing behaviour. 

Adopting new AI technology necessarily requires HCPs and others working 
within the healthcare sector to form new habits and new ways of working. 
To move away from their current and familiar status quo to a new, less 
familiar approach.   

Supporting people in changing behaviour requires us to better understand 
how people make decisions. 

Our decisions are often based on our emotions and how 
we feel about something in the moment, rather than 
on a conscious deliberation of the pros and cons. We 
also tend to rely on ‘rules of thumb’ and are subject to a 
host of cognitive biases which can see us, for example, 
following the behaviours of others like us (social norms) 
or figures of authority (authority bias). 

We can also respond very differently to information 
depending on how it is presented to us (framing), 
or what reference point we use to evaluate the 
choice against (anchoring).

Why behavioural  
science? 

FOR EXAMPLE

As much as we like to think of ourselves 
as fully rational decision makers, we’re not. 
Behavioural science shows how much of our 
behaviour is in fact done on autopilot, with our 
decisions influenced by a host of factors that typically 
operate outside of our conscious awareness.

BEHAVIOURAL SCIENCE CAN HELP AS IT PROVIDES 

INSIGHTS INTO HOW PEOPLE MAKE DECISIONS  

AND WHAT REALLY INFLUENCES BEHAVIOURS.
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Now these quirks do not make us wrong. They are what 
make us human.

They are the result of clever evolutionary processes designed 
to minimise the amount of cognitive energy we use in 
decision making. 

Just like our physical energy, our cognitive energy 
is finite, therefore we find ways of conserving our 
cognitive energy whenever possible by making use 
of these mental short-cuts.

Why behavioural  
science? 
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By better understanding these mental 
short-cuts and the  full range of factors 
- conscious and less conscious - that 
influence HCP decision-making, we 
can better support HCPs on their AI 
adoption journey.
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This guide is informed by insights generated from 
qualitative research conducted with healthcare 
professionals working within the NHS.

 The research involved more than 50 hours of in-depth, 
free-flowing participant lead conversations that sought 
to understand how HCPs relate to AI in medical imaging, 
exploring their contexts and personal narratives around AI.

Participants were based across the UK and were drawn 
from across secondary care, including a range of hospital 

specialists (including radiology /non radiology) and 
Healthcare Management. They included individuals with 
no specific involvement in Artificial Intelligence (majority) 
and individuals actively involved or charged with deploying 
AI (minority). 

The research also drew on discussions with representatives 
from NCIMI including Industry partners.

Interviews were conducted during Q3/4 2020.

How we 
got here  

More than

of conversations

50 
HOURS

FREE FLOWING,  
PARTICIPANT LEAD,  

IN-DEPTH  
DISCUSSIONS

BROAD SPECTRUM 
OF PARTICIPANTS



In the guide that follows we set out seven behavioural science-
inspired strategies to support AI adoption. For each strategy you’ll 
find the insight feeding the strategy, why it is important from a 
behavioural science perspective and guidance for how to execute.

The strategies and guidance for execution vary in scope and size  - 
from the big to the very small. 

Behavioural Science has shown that small changes can have big 
impacts, and that the answer to a complex problem is rarely a 
complex solution!

We hope this guide provokes thought and inspires ideas.  
Happy reading! 
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Seven Strategies for  
Success in AI adoption 
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TWEET HOW YOU ARE USING IT!  
CLICK HERE TO FOLLOW US ON TWITTER

https://twitter.com/NCIMImaging


We tend to place greater importance on what we can easily 
bring to mind. The easier it is to recall an example - e.g. of 
AI in action - the more commonplace we perceive it to be, 
and the greater weight we afford it in our decision making.

ncimi.co.uk
10

1

Seven Strategies for Success

Increase the visibility 
of ‘AI in action’
Why is this important? 
HCPs vary greatly in how aware they are of AI’s use 
within healthcare diagnostics, and routine clinical 
practice more broadly.  

This is in part down to AI still being a relatively new 
technology that is not yet widely used, meaning few 
HCPs have direct hands-on experience with it, or have 
seen it applied within their particular area. 

At the same time, AI and its benefits are often talked 
about at a general more ‘conceptual’ level rather than 
at a practical, tangible level (which is easier to visualise). 

Together this can fuel a sense that AI is ‘for the future’ 
and without immediate practical value. This can result 
in HCPs putting-off proper consideration of AI, especially 
when confronted with more pressing day-to-day 
priorities.

What we need to do
Increasing HCPs exposure to 
examples of ‘AI in action’ will 
build mental availability - 
making it easier for them to 
bring to mind applied examples. 
This will help make AI feel more 
commonplace, important and 
in-turn increase support for its 
adoption.

•  Highlight implementation and success stories - 
examples of where AI is delivering benefit now, 
detailing the clinical benefit that has/is being realised

•  Avoid undue emphasis on the future value of AI 
e.g. examples of where it could be used, which can 
reinforce associations of AI as being ‘not  
relevant now’

How we can do it
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Why is this important? 

HCPs are fundamentally risk-averse. When faced with 
ambiguity or uncertainty they will often stick with 
the familiarity of the status quo vs e.g. novel and 
unfamiliar AI technologies. The absence of hands-on 
experience and limited real-world data can further 
heighten HCPs sense of risk and disconnect with AI, 
and fuel a perception that AI is not relevant to them.  

Before engaging in any meaningful way, HCPs need 
to feel that AI technology is relevant and satisfies a 
recognised clinical need.

What we need to do
Using familiar language to 
connect HCPs to AI’s benefits, 
and personalising evidence as 
much as possible can signal AI’s 
relevance and create a sense of 
familiarity that in turn reduces 
the perceived risk.

•  Focus on the end-benefits - the outcomes - rather than the 
technology itself (the novelty of which can trigger caution)  

•  Anchor the benefits of AI in HCPs well-established goals  
 –  Improved patient outcomes/  

improved patient experience

   –  Making better use of resources -  
both clinician’s time and expertise

•  But avoid the following which are less credible / 
motivating benefits  
 –  Reducing health inequality 

 –  Increasing productivity 

•  When communicating data/evidence, highlight shared 
characteristics to make it feel more tailored and relevant 
to the HCP’s personal context e.g. population groups; 
clinical needs; geography; department etc

How we can do it

We pay greater attention to things that feel relevant - 
that intuitively connect to what matters to us, 
 or are communicated by people we relate to. 

Ground it in  
their reality 
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3
Why is this important? 

Because AI is still relatively new, 
there are no visible social norms 
associated with its adoption and 
use within the NHS.  This can fuel 
the sense that AI lacks relevance 
within everyday clinical practice 
and encourage HCPs to stick with 
the status-quo. 

What we need to do
Promoting a range of AI 
initiatives and highlighting the 
increasing involvement of the 
wider clinical community can 
create a sense of dynamic energy 
and momentum, that ‘this 
what people like me are getting 
behind and I should too.’

•  Leverage the power of networks by facilitating the sharing of experiences 
en-mass to create a sense of momentum and enable collective action

 –  Foster opportunities for interaction on and offline via working 
groups, conferences, online hubs or social media groups

•  Showcase the involvement of a broad spectrum of people that HCPs can 
readily identify with, not just AI specialists 

 •  Use dynamic social norms when communicating about AI adoption – 
promoting just how many organisations/departments/ HCPs are now 
engaging with AI in clinical practice, to signal the general direction of 
travel, e.g.

 –  AI is currently the fastest growing area of focus within NHS 
departments

 –  There are more new leads being established in AI that in any other 
area 

 –  X number of new interest groups have been set-up in the past year

How we can do it

Make it  
social 

We are social creatures and highly influenced by the actions of 
others. When faced with uncertainty we will often look to what 
other people ‘like us’ are doing as a signal of the ‘right behaviour’.
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How information is communicated - and who 
communicates it - can significantly influence people’s 
choices. Highlighting certain aspects over others changes 
the point of focus, and can result in very different outcomes.

Be mindful of how  
the NHS is framed 
Why is this important? 

The NHS is a powerful entity, the authority of which 
can bring ‘real life’ credibility to the AI initiatives it 
is involved in. However NHS involvement can be a 
double-edged sword as all too often, HCPs can also 
bring to mind examples of the NHS being a passive 
participant - which fails to actively contribute to - or 
benefit from - the innovations it helps to support.

What we need to do
Framing NHS involvement in 
terms of the active role it is 
taking in the development, 
testing and adoption of AI will 
help build confidence that the AI 
it ultimately delivers will result 
in real clinical value. Focusing on 
tangible and discrete examples 
will reinforce the value the NHS 
brings - and gains.

•  Emphasise the ways in which the NHS is taking an 
active and engaged role at each stage of the AI journey 
(illustrating how the NHS is making sure AI is being 
designed with and for the NHS)

 –  Use case studies to show how NHS involvement 
has already led to AI technology that meets a 
real clinical need, and which works within the NHS 
context

  –   Highlight where practicing NHS clinicians are 
involved

•  Use local NHS authorities, and peers, to 
communicate the benefits and advances AI 

has brought and to champion the role the 
NHS has played in its development

How we can do it



ncimi.co.uk
14

5

Seven Strategies for Success

Why is this important? 

HCPs have a strong sense of professional 
responsibility. They see themselves as the ultimate 
decision makers, the custodians of patient outcomes. 
This control is something few are reluctant to 
relinquish.

AI and its potential as an ‘autonomous decision-
maker’ can therefore present a threat to HCPs 
professional identity, triggering caution. The prospect 
of an - as yet - unproven technology ‘taking over’ 
can leave HCPs feeling disempowered, which triggers 
defensiveness and disengagement.

What we need to do
Framing AI as a tool which 
supports and empowers clinical 
decision making maintains HCPs 
sense of professional identity and 
fits with the established human-
led approach to decision-making 
within the NHS/healthcare.

•  Frame AI as an aid, a support which complements  
HCP experience and expertise

•  Avoid any suggestion of AI being the end decision maker

•  Frame AI as the mechanism for achieving goals 

 –  Empowering clinicians to deliver better care - to be 
better doctors

•  Emphasise the ways in which HCPs do have control over 
AI - such as determining how it is used/ the role it can play 
(e.g. triage vs second read) or how it is set-up (e.g. greater/ 
lesser sensitivity) 

How we can do it

We are hard-wired to protect our sense-of-self (ego) and maintain 
a positive self image. When our ego feels threatened, It will work 
hard to remove the threat, for example by seeking out the ways in 
which we are superior, or down playing the relevance to us. 

Position AI as  
a decision aid
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Why is this important? 

AI is fundamentally a technology, yet its role and 
ability to mimic human decision making can prime 
feelings of unease amongst HCPs. The dispassionate 
and logic-driven approach of AI can feel at odds 
with the human, empathetic approach we more 
intuitively associate with healthcare. When combined 
with most HCPs limited experience of AI and its 
benefits, it can begin to diminish motivation to 
engage.

What we need to do
Leverage the power of real 
human stories to connect 
with HCPs on a more intuitive, 
emotional level, helping them 
feel more confident in AI and 
increase their desire to engage.

 •  Use case studies and testimonials to bring AI and its 
benefits to life in a more emotionally compelling way 

 –  Present information that is identifiable vs 
anonymous or overly generic to elicit stronger 
positive emotional responses e.g. sharing 
individual level- HCP or patient stories 

•  Focus on the human benefit afforded by AI, helping 
associate it with the ‘warm glow’ HCPs get from 
helping others

How we can do it

Our judgements and decisions are heavily influenced by 
our emotions, sometimes more so than logical reasoning. 
In the real world, we tend to over-rely on our emotions to 
guide us when under pressure to make quick decisions.

Speak to the heart  
(not just the head)  
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Why is this important? 

Getting AI adopted is not straightforward. 
There isn’t yet an established pathway to guide 
people step-by-step through the process. For 
AI to be successful, input (effort) will also be 
required from a range of departments and 
specialisms at different steps in the journey, yet 
AI is seldom a core area of responsibility for any 
individual, team or department. As a result it 
can be easy to lose momentum and for AI to be 
put on the back burner.

What we need to do
Establishing an AI working group 
that brings together the range 
of people needed to make it 
happen, and setting clear roles 
and responsibilities, can create a 
sense of commitment to seeing  
it through

   •  Get people engaged early - drawing enthusiasm from 
across verticals and levels. The more involved people feel, 
the more committed they will be 

 •  Enlist a lead Champion to spearhead the group

 •  Establish clear roles and responsibilities that are agreed 
publicly (an obvious but important step)

 •  Use ‘implementation prompt’-style planning to help 
people follow-through on their actions, specifying: what, 
when, why and how 

  •  When things get tough remind people of why they got 
involved in the first place, and all of the effort that’s been 
put in so far (resparking that commitment)

How we can do it

Establish commitment 
to the cause

The greater our involvement in creating something - 
be it a product or a service - the greater we value it. At 
the same time - the more public our commitment to a 
course of action, the more likely we are to see it through.
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Change happens in times of disruption. The period of 
disruption that COVID-19 has brought has already triggered 
massive changes in how healthcare is delivered and 
experienced, with a particular increase in the use of digital 
tools. This experience has demonstrated that change - and 
rapid innovation - is possible. Now is the time to ride this wave 
of behavioural energy to realise the benefits AI has to offer. 

Get going now  

Final thoughts… 
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