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Executive Summary
The Welsh Ambulance Service University NHS Trust (WAST) Digital Plan is positioned as a strategic refresh to improve patient care, strengthen workforce enablement, and increase operational efficiency in the context of rising demand, constrained resources and rapid technological change. The plan reflects wider system expectations in Wales to modernise digital capability, improve data use and develop user-centred services while mitigating digital exclusion (Welsh Ambulance Service University NHS Trust, 2022) (M. Jones & Amphlett, 2025). 
While WAST set out their digital plans and phased approach to delivery. Numerically, the ambulance service’s digital maturity cannot be benchmarked formally as a metric such as HIMSS ERAM model (HIMSS, 2026), due to limitations in healthcare environments outside hospital care settings and considerations of interoperability (Lazarevic et al., 2025).Therefore, through two structured analytic lenses, the NHS   “What Good looks Like” (WGLL) framework and a PESTEL analysis, WAST’s strategy is externally well justified and aligned to national digital direction, its delivery remains under specified in three areas: 1) measurable milestones and benefits realisation; 2) consistent workforce adoption planning; and 3) transparent assurance for cyber, information governance and AI enabled tools. A brief overview of the strategy using a SWOT analysis was completed to aid (see Figure 1), establishment of where the organisation is currently positioned and where it aims to be by the end of the planned period. However, despite its benefits, a SWOT analysis has notable limitations; it is highly dependent on stakeholders’ perceptions and does not provide an essential mechanism for prioritisation or action planning (Ghazinoory et al., 2011).
Opportunities are timely, WAST is already progressing digital enablement, enhancement of NHS 111 Wales digital access, and the wider environment supports platform and standards development. However, financial constraints, information governance sensitivity and the risk of digital exclusion remain substantial threats to equitable delivery at scale. 
Overall, the strategy is credible but would be strengthened by a concise set of outcome linked indicators such as ambulance delay measures, ePCR adoption milestones, staff and service user feedback, and channel shift outcomes for NHS 111 Wales, reported transparently over time. Key strengths are leadership in digital and strategic ingredients but noted weaknesses are limited public benefits evidence and uneven maturity in safe scaling.
Establishing a baseline gap assessment would further support prioritisation and sequencing, improving deliverability under operational pressure (Day, 2025). Despite the availability of organisational information, there is a notable gap in research literature regarding the Trust or ambulance sector and the measurable impact of operational systems and data-driven transformation on both internal performance and wider service pathways. 


Business Drivers
Improved patient outcomes are positioned as a key driver of WAST’s five-year Digital Plan. WAST provides national ambulance and urgent care services across Wales, serving a population of 3.1-3.2 million and operates across an area of around 8,023 square miles that include coastal, urban and rural communities (StatsWales, 2026). The organisation employs more than 4000 staff and volunteers, reflecting the scale of service delivery to operate continuously, 24 hours a day. In addition to 999 emergency care, WAST hosts NHS 111 Wales, providing remote clinical triage and information via telephony and digital channels. Recent developments include an AI- powered virtual assistant to support users in navigation health information online and ongoing work to implement online symptom checker capability via the NHS 111 Wales website. (Welsh Ambulance Service University NHS Trust, 2025).
The organisation’s Integrated Medium- Term Plan (ITMP) 2024-2027 positions transformation around providing “the right advice and care and the right place, every time” through a Clinical Response Model, improving staff workplace experience and delivering value and sustainability. Emphasizing increasing remote assessment, avoidable conveyance to hospital and reduce avoidable harm associated with long waits (Welsh Ambulance Service NHS Trust, 2024).
Financial constraints within the organisation contributes to both an external environment factor and significant challenge, although, Audit Wales (2024) highlights a risk to organisational resilience where WAST rely on non-current savings.
WAST’s Digital Plan (2024-2029) is framed as a strategic refresh, ambitious for pioneering digital leadership, intended to respond to rapid digital change and evolving healthcare pressures, informed by feedback from staff, patients and stakeholders. Therefore, functions both as a service improvement programme and a response to operational pressures, including rising demand and increased pathway complexity. 

Figure 1 SWOT Analysis for the WAST Digital Strategy Plan 2024-2029 as an overview(Welsh Ambulance Services University NHS Trust, 2024)

Technology and Digital Transformation
Core Operational Systems
WAST has implemented several significant digital initiatives that demonstrate practical progress in service delivery and operational oversight. A key example is the Call Prioritisation Streaming Service (CPSS), a bespoke system designed and implemented by the organisation, two years ago to manage calls from NHS 111 Wales. CPSS supports the prioritisation of cases according to time sensitivity and/or urgency, helping to streamline call handling and improve the timeliness of outcomes (Roynon et al., 2025).
Since 2022, the introduction of electronic Patient Clinical Records (ePCR) via iPads for frontline staff has improved the accuracy of documentation, enabled access to real-time information, and supported more efficient sharing of clinical records, alongside a reduction in paper use. Although this core system was funded by the Welsh Government, its rollout created additional delivery pressure because implementation coincided with peak pandemic conditions.
In addition, Power BI dashboards using real-time operational data to support performance monitoring and provide greater visibility of frontline activity (Joint Commissioning Committee, n.d.). Another core system, is the development of NHS 111 Wales Symptom Checker, introduced in 2025, includes an AI-enabled feature that promotes user interaction initially, obtaining informed information on the next steps when symptomatic, although using Artificial Intelligence (AI), the digital strategy states the requirement for further adoption to enhance user experience and encourage its prime use for informed decisions.
Infrastructure
Security and resilience highlights cybersecurity, looking at current practice, continuous cybersecurity awareness through My Compliance via Microsoft TEAMS platform. Also collaborating with National Data Resources (Health Tech Newspaper, 2025). Although, the current Integrated Medium-Term Plan  (Welsh Ambulance Services NHS Trust, 2024) states work is underway modernising estates and fleet services, to ensure the organisation to at the forefront of innovation and technology.
Interoperability
Real time data can be shared quickly and easily through healthcare partnerships through its operating system, promoting interoperability, however at present in some systems its only one way (Kirilov, 2024). Plans of integration between 999 and 111 clinicians, working on one system, therefore increasing interoperability of processes and efficiency of care for the patients. Again this is mapped in there IMTP strategy plan for 2024-2027.

Information Standards
NHS Wales is working towards modernising information standards, such as HL7 FHIR resources. The use of these standards enables digital tools to talk to each other more effectively (Adegoke et al., 2025). Plans, do not currently include the implementation of National Data Resource, being newly published.
Data Analytics
The Welsh Ambulance Service University Trust set out a revised Digital Strategy that supports its Long-term strategic framework for 2030 for the organisation, although this framework was set published in 2019, before the COVID-19 pandemic(Welsh Ambulance Service NHS Trust, 2019).
Key aims documented is to make care faster, safer and move away from paper-based processes and towards digital systems supporting frontline decision making. While aims to make work easier for their staff, and thus improving the experience for the patient and wider community. The strategy plans on a stronger focus using technology and data tactically shaped by feedback gained by staff, stakeholders and patients.
A core principle is that digital transformation should be collective and designed around the needs of  their users not the technology sake. Another principle is that interoperability requires systems connecting across services, so information moves efficiently  between its ambulance crews, control centre’s and the wider NHS systems.
The strategy several programmes including the roll out of electronic patient clinical record, upgrades to computer-aided dispatch for non-emergency patient transport, and a new system in 111 to manage patient information (Digital Health and Care Wales, 2026). It also highlights wider digital enablers such as iPads for frontline staff and cloud services.
In practice, the strategy is moving from fragmented heavy working to a more connected and data driven model, making digital an everyday essential in ambulance operations.
Strategic Analysis
Figure 2 illustrates the digital plan’s model, providing structure through five pillars, chosen with a patient centric vision. Highlighting digital as a key enabler driving the innovation they say they strive for (Bennion et al., 2025).

Figure 2  Represents Five Core Pillars for WAST Digital Strategy Plan 2024-2029 (Welsh Ambulance Services University NHS Trust, 2024).
WAST’s previous plan was set in 2020-focusing on empowering digital patients, building a digital workplace leveraging intelligence through Data and establishing strong digital foundations (Welsh Ambulance Services NHS Trust, 2020), although, this plan being published prior to the pandemic had published evidence through government legislation and directives, although the current plan states the alignment with Welsh Government directives, the organisation’s IMTP and NHS Wales for urgent and emergency care, these are not referenced. 
A rich picture has been developed to aid stakeholders to visualise the organisations trajectory towards innovation and its digital transformation journey . As  Bell & Morse (2013)  suggest, treating stakeholders as a collective group allows for a deeper representation of shared understanding, therefore, supporting the digital team in illustrating the future direction of the ambulance service through its digital strategy. 

What Good Looks Like Peer- Review tool
Using the tool formulated by NHS Digital England “What Good Looks Like” (Transformative Directorate, 2021) sets an expectation and infrastructure for NHS organisations, although, the organisation is Welsh, meaning operating in a different governance context, it does align with the Welsh national digital and data programmes than with Integrated Care Systems-level WGLL implementation.
Seven elements focus success measures, and the framework offers creating a strong, well rounded, NHS focused strategy/plan., which in itself aids to an assessment of Digital Maturity.(NHS England, 2022).
Well led
WAST scores well in this domain because it has a board-level digital plan led by the Director of Digital (Hough, 2023), and its operating model is clearer than in previous years. However, leadership visibility does not automatically translate into a fully published and tightly prioritised delivery portfolio. McDonald (2014) notes that leaders can sometimes under weigh external factors when they are confident in their own judgement. In terms of this framework, the strategy appears well led, but it is not yet fully evidenced as an executed discipline. Notably, the previous 2020 strategy (developed under a former digital lead) strengthened delivery by setting out a phased timeframe, supporting more realistic SMART objectives. Therefore, adding these objectives may deliver transparency and progress across the strategy. In comparison, the Digital strategy for Salisbury NHS Foundation Trust (2019) ( an acute hospital English trust) does not appear to have a specific Director in Digital but a clinically led “digital first” approach. Although further research is required to support long term digital health integration (Wittich et al., 2026).
Ensure SMART foundations
Each pillar outlines what stakeholders might observe, but the strategy does not specify timeframes for delivering each initiative, despite using positive delivery language (Drysdale et al., 2025). 
One WGLL highlighted expectation is that the strategy addresses net-zero ambitions, referencing alignment with the Department for Environment (2020) strategy. However, there is no clear commitment within the digital strategy explaining how sustainability goals will be delivered or measured. As a result, the strategy currently aligns less well with expectations for modern, resilient, secure digital foundations. 
A strength is the demonstrated progress in enabling work, including ePCR development, operating system upgrades and expanded digital infrastructure (Health Tech Newspaper, 2025).
Safe Practice
The plan recognises safe practice in the context of “ Security, Safety and Cyber” as a pillar. It highlights the need for information governance, system resilience and compliance to cybersecurity standards. A weakness is that WGLL is not just about having policies; it is about clear, routine safe use of data and technology across the organisation (Ewoh et al., 2025). Although, the strategy appears promising, it would benefit from clearer evidence of cyber operating arrangement, clinical safety cases and assurance for AI- enabled tools(Wright, 2023). Influences such as human factors should be recognised for a robust strategy (Nifakos et al., 2021)
Support People
The organisation should build an integrated workforce plan that includes role-based digital training, super-users on each shift or station, and protected time for adoption. WGLL suggests 24-hour digital support which has not been considered, through a mixed method study Yuan et al. (2015) identifies a significant influence when “super users” effective. Staff should be able to report friction points easily and the digital team should close the loop so colleagues can see their feedback. WAST will get better results if it treats digital adoption as an operational issue, not just an IT training task.
Adopting the Health Education and Improvement Wales (HEIW) Digital Capability Framework (DCF) not only encourages empowerment, digital and data literacy but provides confidence and iterative development in personal and operational digital capabilities (Health Education Improvement Wales, 2025). 
Strategically, digital transformation is framed as an enabler of immediate performance improvement alongside longer-term investment in organisational resilience (Nkomo & Kalisz, 2023).This reflects recognition that the ability to deliver safe care at scene at scale, increasingly depends on reliable digital infrastructure, high quality data and the integrity of integrated workflows. At an executive level, the  Association of Ambulance Chief Executives (2023) recommends a framework compromising of four enabling strategies to support these developments, one of which is Data, insight, evidence and evaluation. This aligns with evidence that effective performance measurement tools can improve operational decision making, while continued technological integration strengthens system performance and service efficiency (Idris et al., 2025).
Empower Citizens
WAST focus on user-centred design, clinician involvement in ePCR configuration and digital support for employers is a genuine strength. The critique is that the strategy still reads as if digital capability is concentrated in the digital team rather than embedded across wider work force through structured training, time to adopt and role-specific support (Morris et al., 2023), suggesting a gap between capabilities of the digital team and workforce. Involving workforce such as its clinicians can promote adoption due to being informed and effective workflows (Kanis et al., 2025). A critique here as the strategy does not specifically state its use of NHS tools and services such as the NHS app but its focus through AI adoption in aiding a solution.
Improve Care
The plan should highlight a shortlist of clinical and operational outcomes that digital is expected to improve, and these outcomes should be tracked before and after implementation (Al-Enezi et al., 2024). This is where WAST is strategically dependant on the wider Welsh system. The plan aligns with national ambitions for the NHS Wales app, the National Data Resource, shared records and interopable flows, which is a major advantage (Social Care Wales, 2025). A criticism is that the organisational plan’s public narrative still shows more aspiration than details about how ambulance data will flow clearly into a wider urgent and emergency care pathway, reducing duplication and improving handover. 
If a digital tool does not improve one of these measures, the organisation should re scale it. Chambers et al. (2019) highlights further significant robust research is required to determine overall impact for services such as symptom checkers, the organisation could add credibility towards the stated development in embracing data-driven solutions and AI with iterative cycles.
Healthy Populations
The organisation should use its data to identify patterns in demand, inequalities, and preventable harm across Wales (Vinals et al., 2024). The plan does not state any direct plan on health promotion but does recognise its ageing population as a challenge. By linking ambulance data with wider NHS and public health intelligence to repeated callers, seasonal pressure, and population risks (Ablard et al., 2023). The goal here is to not simply better ambulance operations, but better system planning and earlier intervention.

Pestel Peer-Reviewed tool 
The PESTEL framework (VanZandt, 2024) provides a structured way to analyse external drivers and constraints helping the organisation to adapt effectively. In this context, the digital strategy is primarily shaped by external pressures. Although, aligns with Welsh Policy and ambulance requirements (Welsh Government, 2023).
Political 
WAST benefits from strong policy support in Wales (Welsh Government, 2023), including the national direction for digital and data, health and social care and the infrastructure delivered through Digital Health and Care Wales (DHCW). This alignment provides access to shared national capability, standards and digital expertise, however, this creates a degree of dependency on system partners and policy priorities that the organisation may not be able to control (Digital Health and Care Wales, 2025). 
Politically, this is especially relevant for cyber security and information governance. DHCW and NHS Wales articulates organisational expectations around security. However, the strategy does not sufficiently specify how assurance of cyber security training will be measured (e.g. Compliance). Although, stated is “monitoring” of continuous signs of potential security breaches a robust timeframe would strengthen this pillar. While not related to the NHS, He & Zhang (2019) noted the benefit of relating continuous cyber security training relatable to personal life may increase uptake.
Economic
Economic pressures increase the expectation that digital investments deliver productivity gains and distributive value, as reflected in WAST’s strategic Quality Plan linking the Digital Plan to improve use of intelligence for resource allocation (Welsh Ambulance Services University NHS Trust, 2025). Long-term trends are not discussed but with WAST operating in a constrained public spending environment, digital investment must justify itself through productivity, safety and capacity gains. Although, Bryan. Jones et al. (2021)  argues there is limited benefits or mixed feedback data when health technologies are developed with productivity in mind, although, its positive findings encouraged the ongoing digital transformation . A risk is that WAST spreads resources too widely across infrastructure, AI and automation
Social
The social case for digital in ambulance services is strong because Wales has an ageing population, rural access challenges and significant health inequalities. The organisation’s emphasis on patient experience and colleague support fits that context but there is now a risk to digital outcast to the older population (Lopez Blanco & Albertini, 2025) . Therefore a critical reading would say the strategy needs a more explicit equity lens, not just a general commitment to user centred design.
Technological
The strategy is forward-looking on technology with ePCR development, AI automation, telehealth and infrastructure modernisation all present in the narrative (Welsh Ambulance Services University NHS Trust, 2024). That is a strength, however the external technology environment also means that WAST must deal with interoperability demands, legacy systems and  cyber risk at the same time . Tapuria et al. (2022) suggests gaining strong interoperability sharing of patient records across health care partners supports improved patient outcomes, shared care and accessibly locally. Critically, the strategy reads more like a sequence of technology opportunities rather than a strongly staged architecture for dependable decision making (Kumar et al., 2025).
Environment
The strategy recognises that investment in digital services is likely to have an indirect positive effect on the organisations overall net carbon footprint. By enabling telehealth, it aligns with the Welsh Government six goals (Welsh Government, 2022)   and help reduce avoidable hospital attendance and admission. Berger et al. (2025) note that accessible healthcare, particularly for rural populations, can reduce long-distance travel, with associated environmental benefits. Although, environmental considerations may appear a ‘quieter’ component with the PESTEL analysis, they remain important, ambulance services are inherently energy-intensive and fleet dependent. Within WAST, initiatives such as electric and hybrid vehicles (Levin, 2025) and improved use of data could support carbon reduction indirectly through more efficient operations and reduced paper use. However these potential benefits are not yet clearly framed as explicit strategic outcomes. 
Legal
The legal environment is increasingly demanding because WAST’s digital programme relies on patient data, shared records and potentially AI-enabled decision support. Therefore, design build should include data protection, clinical safety, information governance and public sector accountability. A critique is that WAST’s strategy shows awareness of governance, but less detail, on its policies regarding patient consent on information handling or sharing (Zarea Gavgani & Pourrasmi, 2024).
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Digital Pioneers


Innovating and experimenting safely


Transformation


Protecting systems, data and trust


Data, Information and Insight


Everyday Essentials


Security, Safety and Cyber


Redesigning services with Digital


Turning Data into decisions


Reliable, accessible digital foundations



Strengths


Five prioritisation goals/pillars.


Clear visual Roadmap


Weaknesses


No planned timeframes with each goals.


Ambitious Road map (not all staff/public on same road)


Oppotunites


Involvement of all staff to make change by inviting ideas.


More job roles within Digital Team or champions


Threats


Resistance to Chnage


Cyber Security Risks





Alignment with Welsh Government Strategies.


Promotoe Interoperability within the organsation and health bairds.





Efficiancy within remote care with System transformations


University status oppotunities for Digital Capabilities.





Improved Patient Safety and outcomes 


Digital inclusivity regardless of inequalities.


Poor patient patient outcomes.





Continuous refinement of strategy to achieve goals.


Development of an "Innovation Hub Forum"
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