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[bookmark: _Toc193884428]Introduction 
The rapid evolution of artificial intelligence (AI) offers both opportunities and challenges for public sector organisations, including NHS Wales (Department for Science, Innovation and Technology, 2024). In Human Resources (HR), AI has the potential to streamline administrative tasks, enhance decision-making through data-driven insights, and improve processes such as recruitment, employee engagement, and performance management (CIPD, 2024; Gartner, no date). However, integrating AI into NHS Wales HR functions is not without its challenges. This research identifies key barriers to AI adoption faced by HR professionals, focusing on technical, skill-related, and regulatory challenges. Addressing these barriers could unlock operational efficiencies, reduce manual workloads, and improve resource allocation (NHS England, no date).
[bookmark: _Toc193884429]Who are HPMA Cymru?
This research aligns with HPMA Cymru's commitment to innovation and workforce modernisation. HPMA Cymru supports NHS Wales by promoting excellence in people management and organisational development. Through training, networking events, and sharing best practices, HPMA Cymru empowers HR professionals to drive innovation, improve workforce strategies, and enhance patient care outcomes (HPMA Cymru, no date). This study reflects HPMA Cymru's goal to equip HR professionals with the necessary skills and tools to meet the evolving demands of the healthcare workforce.
In the summer of 2024, HPMA Cymru conducted research to understand the current exposure to AI among HR professionals in NHS Wales (Appendix 1). The findings revealed that 43% of respondents had no exposure to AI in their roles, and 35% reported a lack of confidence in using AI technology. Despite these barriers, 57% of participants expressed a positive outlook on the future impact of AI on NHS HR practices. This indicates an appetite for further exploration and support in implementing AI-driven innovations.
[bookmark: _Toc193884430]Literature Review 
The literature highlights the importance of ethical AI adoption, continuous learning, and robust governance frameworks. Ethical leadership and transparent communication are critical for managing change and addressing resistance (Burnes, Hughes, & By, 2023). Brewster et al. (2021) emphasize the need for ongoing skill development to keep pace with technological advancements.
Employee wellbeing and trust are central to successful AI integration. Cheese (2021) advocates for human-centric transformation, while Niemi, Pea, and Lu (2022) highlight AI's potential for personalised learning. Clear guidelines and governance frameworks ensure ethical AI use and foster public trust (Yeung et al., 2024; Malin et al., 2023). Effective leadership and emotional support during transitions are vital to encourage AI adoption and mitigate resistance (Chen, 2023; Strich, Mayer, & Fiedler, 2021).
[bookmark: _Toc193884431]Methodology 
This research adopts a qualitative approach using semi-structured interviews with five HR professionals across NHS Wales. This method captures in-depth insights into their experiences and perceptions (Hennink, Hutter & Bailey, 2020). The study employs a deductive research approach, guided by existing literature suggesting that successful AI adoption requires clear policies, leadership training, and digital literacy programmes (O'Leary, 2021).
Each interview lasted 45-60 minutes and followed a semi-structured format to balance consistency while allowing participants to elaborate on their unique experiences (Leavy, 2020). Data analysis used a thematic approach, identifying patterns related to AI implementation challenges and opportunities (Madondo, 2021).
To enhance reliability, the study employed triangulation by cross-referencing findings with existing literature and conducted member-checking to verify interpretations (Creswell & Poth, 2018; Birt et al., 2016). Limitations include the small sample size, which may restrict generalisability, and the potential for subjective bias in self-reported experiences (Silverman, 2020).

[bookmark: _Toc193884432]Research Findings 
Policy Implementation
All five participants stressed the importance of clear and comprehensive policies to guide AI adoption. These policies should address technical standards, ethical considerations, and employee wellbeing. Clear guidelines were seen as essential to reducing uncertainty and fostering trust. Four participants advocated for a policy review framework to ensure continuous updates reflecting technological advancements and best practices. One participant noted, "Without clear guidelines, staff may feel uncertain about their roles in an AI-driven environment, which increases stress and disengagement."
Leadership Training
Leadership training emerged as a critical factor for successful AI adoption. All participants agreed that equipping leaders with both technical understanding and emotional intelligence is vital. Effective leaders were seen as essential in bridging the gap between technology and people. One participant remarked, "Managers are the bridge between technology and people—if they are not equipped to understand and explain AI, we risk alienating our workforce." Four participants highlighted that consistent messaging from leadership fosters trust and aligns staff with organisational goals.
Digital Skills Development	
Continuous digital training was identified as a key requirement. Participants expressed concerns that without ongoing support, employees might struggle with AI technologies, leading to disengagement and errors. Four out of five participants emphasised the need for bespoke training tailored to various roles. One participant shared the success of a pilot programme that increased staff confidence in using AI tools by 40% over six months. Another participant remarked, "Digital literacy is no longer optional—it is a fundamental skill that needs to be embedded across all levels of the organisation."
[bookmark: _Toc193884433]Conclusion 
This research highlights three key factors for successful AI integration in NHS Wales: clear policy implementation, comprehensive leadership training, and continuous digital skills development. Findings emphasize the need for transparent policies to reduce uncertainty, leadership equipped with ethical reasoning, and tailored training to enhance staff confidence. Addressing these areas will support ethical AI adoption while fostering employee engagement and trust in an evolving digital landscape.
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[bookmark: _Toc193884435]Slide 1 – Why AI?
Slide 1 Why AI: 
· Streamlining HR Processes: AI can automate administrative tasks, improving efficiency.
· Data-Driven Decision-Making: Enhances recruitment, employee engagement, and performance management.
· Addressing Key Barriers: Focus on technical, skill-related, and regulatory challenges.
· Operational Impact: Unlocks efficiencies, reduces manual workloads, and optimizes resource allocation.
Slide Notes:
The rapid evolution of artificial intelligence (AI) offers both opportunities and challenges for public sector organisations, including NHS Wales (Department for Science, Innovation and Technology, 2024). In Human Resources (HR), AI has the potential to streamline administrative tasks, enhance decision-making through data-driven insights, and improve processes such as recruitment, employee engagement, and performance management (CIPD, 2024; Gartner, no date). However, integrating AI into NHS Wales HR functions is not without its challenges. This research identifies key barriers to AI adoption faced by HR professionals, focusing on technical, skill-related, and regulatory challenges. Addressing these barriers could unlock operational efficiencies, reduce manual workloads, and improve resource allocation (NHS England, no date).
[bookmark: _Toc193884436]Slide 2 Who are HPMA Cymru
Slide – 
Promoting Excellence: Supports NHS Wales by advancing people management and organizational development.
Empowering HR Professionals: Provides training, networking, and best practice sharing to drive innovation.
Commitment to Innovation: Equips HR professionals with the tools to meet evolving workforce demands
AI Research (2024):
· 43% of HR professionals reported no exposure to AI.
· 35% lacked confidence in using AI technology.
· 57% expressed a positive outlook on AI’s future role in NHS HR.
Slide Notes:
HPMA Cymru plays a vital role in supporting NHS Wales by promoting excellence in people management and organizational development. Their work focuses on empowering HR professionals through training, networking events, and sharing best practices to drive innovation and improve workforce strategies.
A key part of HPMA Cymru’s mission is to modernize the workforce and enhance patient care outcomes. This research aligns with that mission by exploring how AI can improve HR practices and identifying the support needed to adopt these technologies effectively.
In the summer of 2024, HPMA Cymru conducted research to assess AI exposure among HR professionals in NHS Wales. The findings showed that 43% of respondents had no exposure to AI in their roles, and 35% lacked confidence in using AI technology. Despite these challenges, 57% of participants expressed optimism about the future role of AI in NHS HR practices.
These results highlight both the barriers and the appetite for further exploration and support in adopting AI-driven innovations—something this research aims to address.
[bookmark: _Toc193884437]Slide 3 – Methodology:
Slide:
Qualitative Approach: Semi-structured interviews with five HR professionals across NHS Wales.
Deductive Framework: Guided by existing literature on AI adoption (policies, leadership training, digital literacy).
Data Collection:
· 45-60 minute interviews.
· Semi-structured format for consistency and flexibility.
Data Analysis: Thematic analysis to identify AI-related challenges and opportunities.
Reliability Measures:
· Triangulation: Cross-referencing findings with existing literature.
· Member-Checking: Verifying interpretations with participants.
Limitations:
· Small sample size limits generalisability.
· Potential for subjective bias in self-reported experiences.
Slide 3 Notes:
This research adopts a qualitative approach, using semi-structured interviews with five HR professionals across NHS Wales. This method allows for a deep exploration of their experiences and perceptions while maintaining some consistency across interviews.
The study follows a deductive research approach, guided by literature suggesting that successful AI adoption relies on clear policies, leadership training, and digital literacy programmes. This framework helps structure the investigation and interpret the findings.
Each interview lasted 45 to 60 minutes, using a semi-structured format—offering both consistency and the flexibility for participants to elaborate on their unique experiences.
For data analysis, a thematic approach was used to identify patterns related to the challenges and opportunities of AI implementation.
To enhance reliability, the study employed two key strategies:
Triangulation—cross-referencing findings with existing literature.
Member-checking—verifying interpretations with participants to ensure accuracy.
However, there are some limitations to consider. The small sample size may limit the generalisability of the findings across NHS Wales. Additionally, the reliance on self-reported experiences introduces the possibility of subjective bias.
[bookmark: _Toc193884438]Slide 4 – Sample Interview
Consent gained for filming (Appendix 2)
[bookmark: _Toc193884439]Slide 5 – The Research
Slide –
Policy Implementation:
Clear policies reduce uncertainty and foster trust.
4/5 participants support a policy review framework for continuous updates.
Quote: "Without clear guidelines, staff may feel uncertain... increasing stress and disengagement."
Leadership Training:
Leaders need both technical knowledge and emotional intelligence.
4/5 participants stressed the importance of consistent messaging from leadership.
Quote: "Managers are the bridge between technology and people."
Digital Skills Development:
Ongoing digital training is crucial for successful AI adoption.
4/5 participants advocate for role-specific, bespoke training.
Quote: "Digital literacy is no longer optional—it is a fundamental skill."
Slide Notes:
This research focused on three key areas critical to AI adoption within NHS Wales: policy implementation, leadership training, and digital skills development.
Policy Implementation:
All five participants emphasized the importance of clear and comprehensive policies. These policies should cover technical standards, ethical considerations, and employee wellbeing. Four participants highlighted the need for a policy review framework to ensure guidelines evolve with technological advancements. Without clear policies, staff may feel uncertain about their roles, leading to stress and disengagement.
Leadership Training:
Every participant identified leadership training as crucial. Leaders must possess both technical knowledge and emotional intelligence to bridge the gap between technology and people. Four participants stressed that consistent messaging from leadership fosters trust and aligns staff with organisational goals. Without well-equipped leaders, there’s a risk of alienating the workforce.
Digital Skills Development:
Ongoing digital training was seen as essential to avoid employee disengagement and errors when using AI. Four participants advocated for bespoke training tailored to different roles. A successful pilot programme increased staff confidence in AI tools by 40% over six months, demonstrating the value of sustained skill development.
[bookmark: _Toc193884440]Slide 6 – What I found
Slide:
· Clear Policies Are Essential: Reduce uncertainty, promote trust, and need regular updates.
· Leadership Matters: Leaders must be equipped to guide AI adoption through both technical and emotional competence.
· Ongoing Digital Training Works: Tailored, continuous learning increases staff confidence and reduces errors.
Slide notes:
From these interviews, three clear findings emerged:
Clear Policies Are Essential:
Without clear guidelines, staff feel uncertain and disengaged. Policies must be regularly reviewed to reflect ongoing technological advancements.
Leadership Matters:
Leaders play a pivotal role in AI adoption. They need technical competence and emotional intelligence to guide their teams. Consistent messaging from leadership is key to fostering trust and reducing fear around AI.
Ongoing Digital Training Works:
AI adoption requires continuous, role-specific training. Evidence from a pilot programme shows that targeted training significantly boosts staff confidence—by 40% over six months—emphasizing the need for ongoing support at all levels
[bookmark: _Toc193884441]Slide 7 What Now:
Focus on Three Key Areas:
Policy Implementation
Leadership Training
Digital Skills Development
[bookmark: _Toc193884442]Slide 8 – Recommendation Policy Implementation
What will this look like?
· Clear, adaptable AI policy framework addressing technical standards, ethics, and staff wellbeing.
· Regular policy reviews to reflect technological advancements and best practices.
· Transparent guidelines to reduce staff uncertainty and increase trust.
Actions:
· Develop an AI Policy Framework – Collaborate with legal, IT, and HR to design clear AI usage guidelines.
· Policy Review Cycle – Implement a biannual policy review process to keep standards updated.
· Communicate Policies – Share guidelines via staff briefings, intranet updates, and leadership sessions
Costings:
· Policy Development: The initial development is projected to cost approximately £3000, accounting for consultations with legal, IT, and external AI experts.​
· Policy Review Cycle: Ongoing biannual reviews are estimated at £565 annually to maintain policy relevance.​
· Communication & Training: Effective dissemination and training efforts are expected to cost around £8090, covering staff briefings, digital materials, and workshops.​
Total First-Year Cost: £116663, with an Annual Maintenance Cost of £565.
Policy development costings – consultations with Band 8a IT, HR and Legal experts (8a = £54550 per annum - £31.41 per hour (Nursing Notes, 2024)) 6 hours of internal consultations £31.41 x 3 person = £94.23 x 6hrs =£ 565.38. External consultation with AI consultant £400 per hour x 6 = £2400 (Jaramillo, 2024) total = £3000
Policy review cycle – 3 hours twice a year for internal nhs (IT, HR, Legal – 8a - £31.41 x3 x3 = £282.69 x 2 = £565.38)
Communication and Training – 1 x B7 Learning and OD facilitator and 1 x B7 IT to create training materials (B7 = £46840 per year / £27.41 per hour (Nursing Notes, 2024)) estimated length of time to create training 10 hours = £27.41 x 10 x 2 = £548.20)
1 x B5 to create marketing and communication materials (B5 = £30420 / £18.94 per hour (Nursing Notes, 2024) = £18.94 x 20 hours = £378.80
1 x B5 to administer the training registrations (£18.94 per hour, 40 hours of the year) = £18.94x40= £757.60
2 x B7 Facilitators to run the training, 1 hour sessions twice a week ongoing for at least a year (104 sessions x £27.41 = £2850.64)
[bookmark: _Toc193884443]Slide 9 – Leadership Training
What will this look like?
Leadership training will focus on equipping managers with both technical AI knowledge and the emotional intelligence required to support staff. Consistent, clear communication from leadership is vital in fostering trust and ensuring staff align with organisational goals. Ongoing development will help leaders stay updated as AI technology evolves.
Actions:
Design AI Leadership Modules: Work with external training providers to deliver a bespoke AI leadership programme, ensuring the content reflects NHS Wales unique challenges.
Deliver Training: Use a blended approach of online learning, in-person workshops, and 1:1 coaching to provide flexible and comprehensive training.
Evaluate & Update: Conduct regular feedback assessments to measure effectiveness and update the programme to reflect emerging AI trends.
Costings:
Design & Development: Approximately £2466.90 to develop AI-specific modules tailored to NHS Wales.
Training Delivery: For five cohorts per year, at £4045
Ongoing Evaluation & Updates: Annual evaluation and module refinement will cost £1066
Total First-Year Cost: £6617.
Design and Develop – 2 x B7 Learning and OD Facilitators for leadership side and 1 x B7 IT for AI side, 30 hours to design training modules (£27.41 x 30 x 3 = £2466.9)
Training and Delivery – 1 x B5 to administer the training (40 hours over the year at £18.91 per hour = £756.40) , 2 x B7 to deliver the training, 1 cohort per month and 5 hours training = 60 hours per year x 2 = £27.41 x 60 hours = 1644.60 x 2 = £3289.20)
Evaluation – 1 x b5 to send out evaluation 1hr per month x 12 = £18.91 x 12 =  £226.92 
1 x B6 to evaluate responses 3 hours per month (B6 £37898 per year, £23.34 per hour (Nursing Notes, 2024) x 12 = £23.34 x 3 x 12 = £840.24
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What will this look like?
Comprehensive AI Training Programme: Provide tiered digital literacy training tailored to different staff roles.
On-Demand Learning Resources: Develop an accessible online library with AI tutorials and best practices.
Mentorship & Peer Support: Implement a "Digital Champions" model to support staff with ongoing AI adoption.
What will this look like?
Develop Training Modules: Design role-specific AI and digital skills training covering essential competencies.
Deliver Training: Offer a mix of virtual, in-person, and self-directed learning to accommodate all learning styles.
Create Digital Champions: Identify and train staff as Digital Champions to provide peer support and answer AI-related queries.
Costings:
Module Development: £3289.20 for NHS IT specialists to design role-specific AI training modules.
Training Delivery: £6457.68 for 104 cohorts over the year per cohort 
Digital Champions Programme: £3454.42 annually for initial training and ongoing peer support activities.
Module development – 3 x B7 IT specialists to develop module content for 40 hrs (£27.41 x 40 x 3 = £3289.20) 
Training delivery: 2 x B7 Facilitator to deliver the training at 1 hr , 2 cohorts a week x 52 = 104 cohorts (£27.41 x 104 x 2 = £5701.28
1 x B5 to administer training at 40 hours over the year (£18.91 x 40 = £756.40)
Digital Champions Programme – 1 x B7 IT to create module at 10hrs (£27.41 x 10 = £274.10), 1 x B6 to deliver initial training to digital champions, 1 hour session every week for a year (£23.34 x 52 = £1213.68) 1 x B5 to send updates to digital champions 2 hours per week (£18.91 x 104 = 1966.64
[bookmark: _Toc193884445]Slide 11 – Conclusion
By addressing policy, leadership, and digital skills, NHS Wales can overcome barriers to AI adoption, unlocking efficiencies, reducing manual workloads, and enhancing patient care. Strategic investment in these areas is essential to future-proof the workforce and drive sustainable innovation.
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5. How confident are you in using digital technologies for HR processes
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7. How do you perceive the potential impact of Al on HR Practices within the NHS?
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Hi Natalie,
Yes no problem at all.

Best,
Sarah

From: Natalie Mills (Swansea Bay UHB - Workforce and OD) <Natalie.Mills2@wales.nhs.uk>
Sent: 29 August 2025 11:01

To: Sarah Gibson (Swansea Bay UHB - Workforce and OD)

Subject: Request to use interview video in powerpoint

Hi Sarah,

Thank you so much for being interviewed for my Al research. As part of my presentation | would like to use a snippet of the video within the powerpoint. Would you be agreeable to this please?

Thank you
Natalie
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3. Have you had any exposure to Al within your job role?
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