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EXECUTIVE SUMMARY
Organisational context
The Welsh Ambulance Services NHS Trust (WAST or the Trust) is the national ambulance service for Wales. It is a 24 hour a day, 7 days a week service.
As crisply put in the video accompanying the Trust’s launch of its first digital strategy (WAST, 2020a) the Trust provides emergency medical care “From the top of Snowdon to the centre of Cardiff” (WAST, 2020b).
The Trust is facing a range of challenges which digital change can help to address.
Current technology status and digital transformation journey
National policy in the United Kingdom promotes the digitisation of health services (eg Welsh Government, 2015; Wachter, 2016; Topol, 2019). In WAST, the introduction of electronic patient clinical records (ePCR) technology is the latest stage in a move towards the digitisation of WAST patient care records which commenced in 2015 following the launch of a new clinical response model. The ePCR is central to a range of digital ambitions relating to improving the continuity of care for patients, and enabling interoperability with the wider health care system in Wales. 
WAST has been on a digital transformation journey for some time, accelerated by the impacts of the COVID-19 pandemic, which has seen the development of other digital products and services such as the symptom checkers and chat bot on the NHS 111 Wales website. 
Strategic analysis and critical evaluation
The evaluation against NHS Providers guidance and the PESTLE framework has highlighted key strengths, weaknesses and gaps in the WAST digital strategy.
The digital strategy is WAST’s first and requires follow up and refreshing to keep it relevant and on track. Clear communication of the strategy and meaningful engagement with patients, staff and health sector partners will be crucial in enabling the cultural and organisational changes essential to the strategy’s success.
   

BUSINESS DRIVERS 
[bookmark: _Hlk135426031]The Welsh Ambulance Services NHS Trust (WAST or the Trust) is the national ambulance service for Wales. It is a 24 hour a day, 7 days a week service.
WAST encompasses three main service elements: the Emergency Medical Service (EMS, i.e. the 999 ambulance service), NHS 111 Wales (formerly NHS Direct Wales) and the Non-Emergency Patient Transport Service (NEPTS).
The Trust long-term strategy (WAST, 2019) sets out the size and scope of the Welsh Ambulance Service, which:
· Serves 3 million people across Wales
· Receives over 540,000 emergency 999 calls per year (nearly 1,500 per day or 1 per minute)
· Provides emergency response to over 22,000 immediately life-threatening incidents per year (60 per day, or 3 per hour)
· Receives over 275,000 calls to NHS Direct Wales (now 111) per year (750 per day, or 1 every 2 minutes)
· Receives over 3.8 million visits to the NHS Direct Wales website per year (7 per minute)
· Transports over 860,000 non-emergency patients to hospital per year (nearly 2,400 per day)
· Employs over 3,000 people, has over 700 vehicles, and occupies 113 buildings.
· Has operating expenses of £178 million per annum.
Therefore, the Trust has challenges of geography, a dispersed workforce and client group (patients), and partners (i.e. hospitals, GPs, Health Boards).
The long-term strategy sets out clearly the key challenges facing the organisation:
· Increasing ambulance incident demand
· Growing population
· Increasing number of households
· Increasing older adult population
· More complex conditions
· Health risk factors (eg obesity)
· Mental health
· Increasing public expectations of the NHS
· Career expectations
· New technology (a challenge and an opportunity)
The strategy was published before the COVID pandemic which has placed additional pressures on WAST and the wider health and care sectors. These pressures are reflected in the Trust’s Integrated Medium-Term Plan (IMTP) 2023-26 (WAST, 2023a).
There are specific challenges of introducing new technology eg the electronic patient clinical record (ePCR) due to the age range of the workforce and different levels of digital literacy and familiarity. 
The Trust’s purpose is summed up in the latest IMPT, “To Support. To Serve. To Save” (WAST, 2023a). This overall purpose is broken down by the three key areas identified in the long-term strategy (WAST, 2019):
· Helping patients and staff to stay healthy.
· Helping patients more easily access our services at the right time.
· Providing the right care in the right place, wherever and whenever it is needed.
The third key area above is central to the Trust’s strategic direction and is exemplified by a programme of work to transform the delivery of EMS, known as ‘inverting the triangle’.  This means aiming for a reduction in the proportion of patients who are transported to hospital, whilst still conveying those who really need hospital admission. This aim is closely aligned to the Trust’s clinical strategy (WAST, 2020c) and is reflected in the Trust digital strategy (WAST, 2020a), for example in increasing the Trust’s remote clinical assessment capacity and capability.
WAST is one of three NHS Trusts within NHS Wales which operate on an all-Wales basis (NHS Wales, 2022). It’s EMS and NEPTS services are commissioned by the NHS Wales Emergency Ambulance Service Committee (EASC). EASC also commissions the Emergency Medical Retrieval and Transfer Service (EMRTS), which is separate from the Trust (NHS Wales – EASC, 2018). 
It terms of digital services and data relating to healthcare in Wales, WAST works closely with Digital Health and Care Wales (DHCW), which is a Special Health Authority providing services at a national level on behalf of NHS Wales (NHS Wales, 2022). 
WAST interacts with other health providers in Wales (and across the border), and works in partnership with care organisations, local government, coroners, other emergency services, charities and third-sector organisations. Technological changes must enhance and enable such collaboration (WAST, 2020a)
Overall responsibility for NHS Wales lies with the Welsh Government.

TECHNOLOGY AND DIGITAL TRANSFORMATION 
Current technology status of WAST
Core operational systems
WAST’s core operational systems relate to each of the three key service areas, i.e. EMS, NEPTS and NHS 111 Wales.
· EMS - Computer aided despatch system (CAD) – command and control system to direct resources to emergency incidents.
· NEPTS – CAD – command and control system to direct vehicles to scheduled care appointments.
· NHS 111 Wales – Clinical Assessment Service (CAS) – system to triage callers and allocate the most appropriate response including possible escalation to 999.
(WAST ICT Service Delivery Manager, 2023b)
Microsoft SQL Server Management Studio holds databases to support the EMS and NEPTS staff rostering system and holds clinical data eg from the electronic patient clinical record (ePCR), used for clinical audits and the production of Ambulance Service Indicators (NHS Wales, 2023).
Microsoft Office 365 is used for emails, files and enables collaborative working through Microsoft Teams.
Infrastructure (performance, reliability, security, capacity)
WAST has a router in each of its 113 sites (including 90 ambulance stations). The routers are part of the Public Sector Broadband Aggregation (PSBA) network, which connects public sector organisations in Wales to a private secure Information and Communications Technology (ICT) Wide Area Network (WAN). It is funded by the Welsh Government and delivered by BT (PSBA, 2019). Switches split the single network point to other places i.e. individual computer points.
WAST has over 150 virtual servers, hosted in seven nodes, i.e. physical ‘tin’ servers. The virtual servers support functions such as door access, building management, alarms, air conditioning, heat and water in server rooms, telephony, departmental drives, personal drives. Telephone systems operate for 999 and 111 from such servers.  
Network and system monitoring tools are used to monitor infrastructure performance and reliability. These monitor every site and server for functioning and storage availability. This monitoring of storage capacity is preventative rather than reactive. Automated emails with performance and capacity information are sent to ‘system owners’ i.e. senior engineers and managers. For example in 2022 the EMS CAD usage was regularly above 70% which impacted users. The monitoring tool is now set to alert system owners if usage goes above 40% (WAST, 2023b).
The seven server nodes split capacity into virtual servers, across multiple sites. Server capacity is flexible in that an eighth node could be added if necessary. Random access memory (RAM) disk storage space can be increased (WAST, 2023b).
Microsoft Office 365 files and folders (including Outlook, Teams, Word, Excel, OneDrive etc) are stored in the Cloud. WAST rents space, which requires internet access. Everything else (WAST systems) is on a server. 
Digital security is managed by restricted (and role-based) access to Trust systems, based on the National Active Directory & Exchange (NADEX) with each user having unique log-in details, to allow access to Office 365 and Trust systems from any designated computer in NHS Wales. This is part of the NHS Wales infrastructure provided by Digital Health & Care Wales (DHCW) (DHCW, 2022a).
FortiClient is software installed on Trust devices which allows access to certain Trust systems and servers from non-WAST premises. All users are in a security group which determines which servers can be accessed depending on staff role eg corporate staff, nursing staff. Also, laptops are encrypted with Microsoft BitLocker. 
Physical security is also important and servers and IT stocks are in locked areas with restricted access. 
WAST complies with the UK Government network and information systems security (NIS) regulations (UK Government, 2023).
Effective security is recognised by WAST as being reliant on human behaviour. Staff must complete mandatory on-line training cyber security, information security, handling data, email (eg identifying and reporting phishing attacks), internet security, passwords, and secure remote working. Outlook has a ‘Report Phishing’ button which staff can use if they receive a suspicious email. Occasionally emails are sent by WAST IT as a test for staff in spotting such attempts to compromise Trust systems.
When disposing of IT equipment eg computers, laptops, hard drives, the Trust follows the Waste Electrical and Electronic Equipment (WEEE) regulations which include the need to obtain certification to confirm that hard drives have been wiped of all data.  
Interoperability
Interoperability is commonly defined as ‘the ability of computer systems or software to exchange and make use of information’ (Baxendale, 2021).
Within WAST there is a growing move for systems and records to link with other systems to enhance continuity of patient care. For example, the electronic patient clinical record (ePCR) is linked to the EMS CAD, and sends information to the Welsh Clinical Portal (WCP). The WCP is a product managed by DHCW which gives NHS Wales health professionals’ access to patients’ digital health records (DHCW, 2022b). This means that emergency department clinicians can log onto the ePCR Portal and view inbound patients can view real-time clinical observations and interventions and therefore decide the best course of treatment prior to their arrival. When ambulance patients arrive at hospital, their pre-hospital clinical record is immediately available in a legible format (WAST, 2022).
WAST have also worked with English hospitals just over the border so that they also have access to the ePCR Portal. English hospitals that are infrequently attended by WAST are not included and therefore would require completion of a paper PCR by WAST clinicians. 
The ePCR allows WAST clinicians to view previous clinical records relating to the patient following identity verification via the Welsh Demographic Service (WDS). The WDS requires (at a minimum) either the NHS number or Surname, DOB, and gender of the patient. If the correct patient is found the ePCR can be populated with the patient’s demographic data. 
WDS verification also allows access to access Welsh patients’ GP record through WGPR (Welsh General Practitioner Record).
Following incident closure by a WAST clinician the ePCR record is made available for other healthcare professionals to access on the WCP.
The Interoperability Tool Kit (ITK) enables the EMS CAD to electronically pass incident calls between UK ambulance services. It was introduced in WAST in 2020 and 2021 (WAST, 2020d). The ITK is a set of common specifications, frameworks and implementation guides which supports interoperability within and across health and care organisations (NHS Digital, 2023).
Information standards 
WAST is working with the National Data Resource (NDR) programme to look at new ways of handling, storing and securely sharing close to real-time data across NHS Wales. WAST is also reviewing its data architecture in line with international standards, such as SNOMED-CT to make it more accessible and understandable, to drive meaningful decisions as soon as it is available (WAST, 2020a)
The ePCR system includes acceptable data ranges to help ensure the quality of data collected eg the patient’s pulse rate can only be entered in the range 0-350, respiratory rate can only be entered in the range 0-100.
The Trust is working closely with DHCW in relation to using ePCR data to create the Ambulance Data Set (ADS) in Wales. Like the ADS in NHS England this will use data collected by WAST to follow and understand patient journeys from the ambulance service into other urgent and emergency healthcare settings (NHS Digital, 2022).

Data analytics capabilities
The Trust has a Health Informatics (HI) department which provides a range of reporting functions using WAST data, and data analysis capabilities. Reporting services are provided via Microsoft Power BI (WAST 2023c). 
HI have created dashboards for the analysis of performance and clinical data. HI also analyse data in response to ad-hoc internal data requests and also in response to external requests made under the Freedom of Information Act.   
Data analytics is used for demand and resource planning, using CAD data.

WAST digital transformation strategy – key aims, principles, and programmes
The WAST Digital Strategy (WAST, 2020a), titled “Disruptive Excellence” was published shortly after the Trust’s long-term strategy (WAST, 2019) and was written to build on and encompass the digital aims of the long-term strategy. It’s launch was accompanied by a 5 minute video, available on You Tube (WAST, 2020b).
It’s key aim is to use digital technology and data to transform care delivery in Wales (from the foreword by the Director of Digital Services, WAST, 2020a).
It sets out five principles to guide digital changes, four missions to shape change and three phases to deliver sustainable change. These are shown in Figure 1:









Figure 1: WAST digital principles, missions and phases

5 Principles
4 Missions
3 Phases
Empower all our users to do more of what’s needed
All Wales
Deliver sustainable change
Ensure access for all
Respect and Deliver value from our Data
Empower the Digital Patient
Build the Digital Workplace
Intelligence through Data
Phase 3 - Sustain
Digital Foundations
Phase 1 - Stabilise
Phase 2 - Optimise


The principles are underpinned by key questions to ask in relation to each one. The principles and associated questions can be applied to any new or existing digital activity to ensure it aligns with the Trust’s wider strategy and can deliver sustainable change. 
The missions form the core of the strategy document, as they are expounded over 8 pages of the 30-page document. Each mission is accompanied by a vision statement, several key objectives, and success measures, as shown in Table 1 below.







Table 1: WAST digital missions
	Mission
	Vision
	No. of objectives
	No. of success measures

	Empower the digital patient
	Patients will have all the skills, information and tools required to manage their own care, but know exactly where to go for help and what to expect when that’s no longer possible.
	5
	5

	Build the digital workplace
	Our people have all the training, tools, support and information required to perform their role to the highest level, anywhere, anytime, from any device.
	7
	4

	Intelligence through data
	To provide the best data, at the best time, presented in the best manner to drive the best decision.
	5
	6

	Digital foundations
	Flexible, resilient, secure digital infrastructure fit to carry our ambition
	5
	4

	Totals
	
	22
	19



Table 2 below shows a summary of delivery phases and related activities. The third phase includes statements about the vision for the future that the implementation of the strategy will enable.
Table 2: WAST digital delivery phases and associated activities
	Delivery Phase
	Activities

	Phase 1 – Stabilise – risks remediated and the future more clearly defined
	Review and remediate risk

	
	Design a Target Operating Model (TOM)

	
	Embed the digital strategy in the IMTP

	
	Develop rapid Mission pilots

	Phase 2 - Optimise
	Embed and deliver the TOM

	
	Review and scale out pilots

	
	Build the Digital Ecosystem

	Phase 3 - Sustain
	A clearly defined set of digital products and services that are commonly understood by the providers and service users (patients, staff or wider Wales). 

	
	Services supported by multi-disciplinary teams that include user representatives, including patients working within a constant cycle of service improvement.

	
	Change will be delivered in a constant, well-defined cycle with continual review of the 4 missions aligned to the overall corporate strategy.



The strategy gives an overview of new and emerging technologies and outlines the Trust’s digital journey, starting with ensuring that the Trust’s existing digital programmes are delivered successfully eg
· Electronic Patient Clinical Record (ePCR)
· 111 Integrated Information Solution (IIS) [SALUS]
· Emergency Services Mobile Communications Programme (ESMCP)
The digital principles outlined in Table 1 can be applied immediately to help guide decisions in relation to any new or existing digital activity to ensure it aligns to wider strategies and is sustainable, to deliver value to service users, primarily patients.
The digital missions place the patient as the focal point of the Trust’s activities, supported by the staff, followed by the data and technology required to deliver services. 
The strategy recognises that successful digital transformation takes time and therefore sets out three phases – Stabilise, Optimise, Sustain – in order to deliver digital change and increase digital maturity. These phases include the need to design, embed and deliver a Target Operating Model (TOM) which describes how WAST wants the future to look like. The final stage of the three-phase model describes a point where digital maturity enables any new development to be identified and delivered through a continual cycle of service improvement with the patient at its core. 
It is planned to expand communications and engagement activities to ensure the voice of the service user (patients, staff and wider health and care sector) remains at the centre of all that is done.
STRATEGIC ANALYSIS 
In this assignment the WAST digital strategy is to be critically evaluated against two frameworks: 
· NHS Providers guidance on building a digital strategy (NHS Providers, 2021)
· PESTLE analysis (referred to in lecture slides, Scott, 2023)

Evaluation against NHS Providers guidance
The indicators of a successful digital strategy can be identified from the NHS Providers (2021) signs of good and bad digital strategies and other aspects of the guidance. These indicators have been distilled into a checklist in Table 3 below with an assessment of whether the WAST digital strategy meets these criteria and a fuller discussion below for each of the indicator criteria and evaluation.
Table 3 – Evaluation of WAST digital strategy document based on NHS Providers guidance.
	
	Indicators of a successful digital strategy 
(Adapted from NHS Providers, 2021)
	Evident WAST digital strategy? Yes/ Partially/ No - Score 2/1/0

	1
	Integrated
	2

	2
	User-centred
	1

	3
	Guiding principles
	2

	4
	Focussed
	1

	5
	Trust context and constraints
	2

	6
	Mainstream
	1

	7
	Map existing services
	0

	8
	Realistic and tangible actions with clear ownership
	1

	9
	Aligns with system strategy
	2

	10
	Recognises need for organisational change
	2

	11
	Clear approach to technology
	1

	12
	Review and follow up arrangements
	2

	
	Total
	17/24



Indicator 1 – Integrated
Criteria - digital should be integral to system and trust-level strategies and business plans. Clear vision for how digital will help to realise clinical and operational objectives. 
Evaluation – The strategy document has a foreword by the Chief Executive, who also contributes with the final words in the video. The strategy document makes clear that it’s purpose is to enable the Trust’s existing visions, strategies and plans and to meet the needs of the users of its digital services, that is patients, staff and the wider Welsh health and care system (including other emergency services). Therefore, ‘digital’ change needs to be embedded across the whole organisation and is not just the remit of one department.
The strategy clearly specifies the strategic drivers used in its development and how the WAST digital missions are aligned with organisational and government (Welsh and UK where relevant) strategies and programmes.
The digital strategy highlights the same challenges facing the organisation as those underpinning the long-term strategy.
Indicator 2 – User centred
Criteria - address the most important needs of patients, service users and staff. Concerned more with outcomes than technical changes. Focus on fixing the biggest problems. Evidence of user views (patients, clinicians, support staff) informing the digital strategy.
Evaluation – The WAST digital strategy recognises that digital transformation starts with people, not technology. It must solve a need for people rather than exist for its own sake. Digital transformation must understand the process or journey to get what is needed, and where technology can help to meet the need. Data is crucial to initially ascertain the extent of the need and to measure progress and identify new areas for improvement. 
The strategy does not show trends eg in website use, 999/111 calls, use of symptom checkers.  It is not possible to ascertain from the strategy document how user needs and views have contributed to the strategy and its priorities. For example, anecdotally, one issue  of frustration for staff is that they continue to use manual timesheets which is time-consuming rather than a digital solution which could be more efficient and save time. 

Indicator 3 – Guiding principles
Criteria – does the strategy define clear principles to guide digital transformation and decision-making.
Evaluation – The strategy sets out five principles to guide how to deal with digital changes.
Indicator 4 – Focussed
Criteria – is the strategy selective. Is it clear on what is being prioritised (and how), and what isn’t. Clear about the Trust’s priorities and any trade-offs. Is there a clear view on what needs to be fixed and where to start – fix the ‘pebbles in the shoes’ first to get buy-in for the truly transformative work (quoted in NHS Providers).
Evaluation – It is quite hard to identify specific priorities beyond the broad mission to establish digital foundations. Phase 1 (Stabilise) includes digital risk review across key service areas to prioritise areas for remedy, investment and development, alongside existing digital commitments in the IMTP. Some success measures listed could also be seen as actions, for example in Mission 1 (Empower the digital patient) there is a success measure to ‘Explore implementation of a Digital Patient and Clinical Forum to hold digital service provision to account and prioritise new developments’. A similar action to implement a ‘user forum’ is found in the success measures for Mission 3 (Intelligence through data), and Mission 4 (Digital foundations). 
Indicator 5 – Trust context and constraints
Criteria – Does the strategy focus on the context of your trust and system and the needs of your users. Are constraints identified - eg funding, digital skills (digital transformation necessitates an empowered and empowering culture), physical infrastructure, data infrastructure (understanding interoperability needs).
Evaluation – Mission 4 (Digital foundations) recognises the need for development of infrastructure and staff digital skills. Phase 2 (Optimise) recognises that successful digital change requires a cultural change and proposes to develop the role of Digital Champions to foster independent digital innovation.


Indicator 6 – Mainstream
Criteria - Does the strategy have a succinct mission that is communicated clearly and concisely. Are there different versions eg posters, presentations and discussion sessions for staff, podcasts and audio. Not just a 30-page pdf. Talk about what’s already been done – impact, real stories, talk about failures (and lessons learnt) as well as successes.
Evaluation - Partial. The digital strategy is available on corporate website. A news item on the staff intranet regarding the launch of the digital strategy includes a link to a 5 minute You Tube video (WAST, 2020b). A link to the strategy leads to the corporate website homepage rather than the strategy document itself (a 30-page pdf).
The staff intranet Digital Services page does not mention the Trust’s digital transformation strategy.
The video highlights digital developments during the COVID-19 pandemic, i.e.: 
· NHS 11 Wales website symptom checker and Chat Bot
· Consultant Connect
· What3Words app used in Clinical Contact Centres (CCC) to assist with locating patients especially in remote areas.
· iPads issued to all frontline staff to aid communication i.e., access to emails when away from Trust premises
· Patient Experience and Community Involvement team (PECI) virtual events with patient groups eg patients with learning disabilities.
Strangely, these developments are not highlighted in the digital strategy document. The lack of consistency between the document and video content could dilute the clarity of the message.
Indicator 7 – Map existing services
Criteria - Mapping existing services is fundamental to laying the foundations for good digital strategy. Does the strategy map all services and what percentage are digital. Describe how digital services interconnect. Is performance data (digital and non-digital services) used to help identify the services most in need of redesign and the biggest opportunities to use digital to improve the patient experience.
Evaluation – Mapping of existing services is not evident in the strategy.
Indicator 8 – Realistic and tangible actions with clear ownership
Criteria – Are there clear measurable objectives. Are the strategy’s ambitions achievable and what has been de-prioritised to free up capacity to deliver on priorities. Does the strategy include clear commitments which are tangible, measurable, outcome-focused, realistic, time-bound, limited in number.
Evaluation - The objectives and success measures linked to the digital missions are not time-bound. Each digital mission is underpinned by a brief vision statement, supported by key objectives and statements regarding how success will be measured. The objectives are not fully SMART in that they are not all specific actions, do not include timescales or the person responsible, but they clearly set out the aims of each mission. Activities necessary to make the strategy a reality are described under the first two delivery phases. This helps to give some idea of priorities for implementation of the strategy; however, the activities are not described as time-bound actions. In some cases, the activities are written slightly differently in different parts of the strategy eg the Phase 1 – Stabilise graphic includes one action as ‘Develop rapid Mission pilots’, which may mean the implementation of new technology (one example given is the use of wearable technology to detect falls) whereas in the text the action is ‘Define Mission Pilots’, which implies design only, not implementation.
Objectives, success measures and planned activities are not numbered in any way, so it may be difficult to track intended actions from the strategy to the IMTP.
Indicator 9 – Aligns with system strategy
Criteria – Does the digital strategy recognise and support collaboration with system partners (i.e. wider NHS Wales, data linkage, sharing patient clinical records)
Evaluation – One of the guiding principles of the strategy is ‘All Wales’. The Chief Executive’s foreword highlights that WAST interacts with all other Welsh health and care providers and the people of Wales. WAST is in a unique position as a national provider of unscheduled care to transform care delivery in partnership with the wider health and care system and to make use of the potential of technology and data to benefit patients, staff and the wider health and care system.
Indicator 10 – Recognises need for organisational change
Criteria - Investment should be not just in technology but also in changing teams, business processes and operating models, otherwise the technology investment may be wasted. Does the strategy refer to the culture shift required across the organisation.
Evaluation – The strategy acknowledges that digital change was accelerated by the COVID-19 pandemic. COVID-19 showed that digital transformation is not firstly about technology, it requires a suitable environment where people are enabled to work outside silos to innovate. In describing the second phase (Optimise) the strategy highlights that successful digital changes happens when there is a shift of organisational culture, to drive innovation from the front-line and through data-driven issues.
Indicator 11 – Clear approach to technology
Criteria – Does the strategy outline the Trust’s approach i.e. building or buying. 
Are there arrangements for ongoing product management and support on the business side as well as supplier (‘every tool has a team’). Is there an approach to prioritisation eg method of scoring proposals and distinguishing between core initiatives and experiments.
Evaluation – Mission 4 (Digital foundations) recognises the need to procure services in the right way and consider manged services where appropriate. It is not yet clear how these decisions will be made and how projects will be prioritised. In the longer-term (Phase 3 – Sustain) it is envisaged that digital products and services will be supported and work in a constant cycle of service improvement under the most suitable model for that service. 
Indicator 12 – Review and follow-up arrangements
Criteria - Does the strategy have 1-to-5-year time horizon, aligned to the Trust’s strategic plan, with a review cycle built in. Are there mechanisms (feedback loops, checkpoints, indicators) to track if the strategy is working and where it needs to change course. Is digital strategy recognised as an ongoing process, not a document produced every few years.
Evaluation - The strategy recognises that it’s missions need to be embedded in the corporate IMTP as detailed, costed actions, and tracked at the Strategic Transformation Board (STB) to become a reality. The IMTP is a three-year strategic planning document, which is updated annually and submitted to Welsh Government. 
It is planned to annually review and update the overall digital strategy to ensure it’s continued relevance and fitness for purpose.

Assessment of the WAST digital strategy against the PESTLE framework
The WAST digital strategy has also been critically evaluated against the PESTLE framework. PESTLE analysis is a strategic framework which assesses external factors facing an organisation, to aid decision-making and strategic planning. In this assignment the WAST digital strategy has been examined in order to assess to what extent it has taken into account the external risk factors present in the PESTLE framework. A summary is shown in Table 4, with discussion below. 
Table 4: PESTLE framework assessment of WAST digital strategy document
	PESTLE factor
	Considered in WAST digital strategy? Yes/ Partially/ No - Score 2/1/0
	Score

	POLITICAL
Eg Government policies and programmes, industrial unrest
	Yes
	2

	ECONOMIC
Eg funding, costs
	Partially
	1

	SOCIAL
Eg population demographics, public health trends, accessibility requirements
	Yes
	2

	TECHNOLOGICAL
Eg research and development, innovation, cyber security, information technology, data, communication
	Yes
	2

	LEGAL
Eg regulatory and legal compliance i.e. data protection legislation 
	Yes
	2

	ENVIRONMENTAL
Eg climate change, geography, carbon footprint
	No
	0

	Total
	
	9/12


Political factors – the WAST digital strategy references interaction with Welsh Government in delivering health care services and incudes references and links to relevant UK and Welsh Government strategies.
Economic factors – the strategy includes limited reference to funding requirements eg in relation to Mission 3 – Intelligence through data, includes the objective “Where funding is available, work with ‘best of breed’ data and analytics providers to rapidly refine and develop our service offer”. Mission 4 – Digital foundations includes the objective to “Consider the support, skills, training and qualification [sic] (with associated funding) required by our digital teams as the organisation rapidly transforms”. 
Social factors – the strategy includes a clear message regarding the need to respond to changing demands on health and care in the context of a growing population with more complex conditions and an increasing older population, all in the context of a post-COVID environment and increasing long-term pressures on the health and care system. It makes clear than increasing challenges require an agile and flexible response in order to make best use of the Trust’s resources.
Technological factors – it is a digital strategy which makes clear reference to technological changes and new and emerging technologies. It highlights the external risk from emerging cyber threats, and makes specific reference to the need to invest in cyber-security and resilience, including training to ensure that all staff know their role as part of the defence against cyber threats eg phishing attacks.
Legal factors – the requirements for good information governance, to comply with the General Data Protection Regulations (GDPR), the Data Protection Act 2018 and the Caldicott Principles are clearly sated in relevant parts of the strategy.  
Environmental factors – Not mentioned in the strategy.

Other frameworks considered
Tekic and Koroteev (2019) have studied digital transformation strategies across all sectors and analysed strategies in relation to organisations’ usage of digital technologies and the readiness of business models for digital operation. They use these factors, which both influence decision-making in relation to digital transformation,  to describe four generic types of digital transformation strategies. These are shown in Figure 2 below.

Figure 2 – Typology of digital transformation strategies (from Tekic and Koroteev, 2019)
	Business model readiness for digital operation
	
	Mastery of digital technologies

	
	
	High
	Low

	
	High
	
Disruptive

	Business model led

	
	Low
	
Technology led

	Proud to be analog



This typology helps in the consideration of the WAST digital strategy. The strategy’s title or strapline “Disruptive Excellence” gives an indication of where the Trust feels that it’s digital transformation approach sits, as a ‘Disruptive’ strategy type. As can be seen from the evaluation against the NHS Providers guidance and PESTLE analysis, there is little doubt that the organisational and system context is moving towards increased digitisation of services and more intelligent use of data. The Trust has built it’s digital capacity and digital services, partly in response to the COVID-19 pandemic since early 2020. Interestingly, the Tekic and Koroteev paper appears to have been published in July 2019, prior to COVID-19, which undoubtedly has influenced the speed of digital transformation in many sectors, including health and care. 
The Theory of Change, as described by Scott (2016, p.109) is also a useful approach in understanding and evaluating a complex programme of change such as a digital transformation strategy. It is useful to consider it’s main elements, which in some respects are similar to PESTLE but which potentially provide a more holistic analysis of factors both external and internal to the organisation which is aiming to achieve change. It considers:
Context – political, organisational, social, and environmental.
Actors – the implementers and ‘subjects’ (i.e., the users) of the change.
Assumptions – about the people involved or the method or effectiveness of the proposals.
Rationale – the evidence or reasoning that the interventions will work.
A full evaluation of the WAST digital strategy using the Theory of Change would require wide-ranging consultation with stakeholders. Therefore it has not been possible to do so in this assignment, however the factors it addresses provide useful prompts for consideration.

Strengths, weaknesses and gaps in the WAST digital strategy
The evaluation against NHS Providers guidance and the PESTLE framework highlights key strengths, weaknesses and gaps in the WAST digital strategy.
Strengths 
· The strategy is integrated with other organisational and wider system strategies. 
· It recognises trends in health and care and their impact on the Trust.
· Is has clear guiding principles.
· It is clear on the Trust context and constraints.
· It is strong in its awareness of new and emerging technologies.
· It aligns with system strategy.
· It recognises the need for organisational and cultural change to succeed.
· It has clear review and follow up arrangement, particularly through the IMPT and STB
Weaknesses
· It emphasises the importance of being user-centred but is lacking in how user views have contributed to the strategy thus far.
· It is not fully clear on how it will prioritise digital developments.
· While it has the full support of the Chief Executive and was launched with a very good accompanying video, the strategy could have been communicated in other ways as well as the 30 page pdf.
· It’s approach to technology procurement and service management is not yet clear.
· It does not fully set out any funding constraints.

Gaps
· It does not include mapping of existing services.
· It does not consider environmental factors.

Conclusion
The WAST digital strategy document sets an ambitious and wide plan for digital change. It has a strong sense of vision and purpose. It sets a clear direction, while perhaps lacking some detail regarding measurable actions. The strategy will need to be reviewed and freshly communicated to all stakeholders (patients, staff and health care partners) in a variety of clear, concise and engaging ways.
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