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Executive Summary

The purpose of this report is to analyse the current AI position of University of Wales Trinity Saint David and to propose a strategic workforce plan which will support the organisation through its AI adoption process. The report considers external influences which determine the need for AI developments. The report will also look at the University’s current financial position and limitations, using these to drive the strategic workforce plan.
The difficult financial pressures of the organisation will be discussed, including controversial decisions to close the historical Lampeter campus. The report will also consider significant restructuring costs paid by the organisation and make recommendations to avoid further costs of this nature. The report will emphasise the importance of change leadership when navigating the complex AI adoption and will suggest change leadership models.
Through analysing the organisation’s current AI landscape, potential gaps in the workforce’s current AI skills will be found. The importance of transparency and communication will also be discussed throughout.
Using published statistics on employee and employer attitude toward AI, the report will consider the possible attitudes within the organisation towards AI. Statistics will show that many employees may already be using AI for work tasks but will also suggest that AI is likely not being used to its full potential.
A strategic workforce plan will be suggested considering four main areas: change leadership, learning and development, workforce design and talent and monitoring, evaluation and feedback.
Four actionable items will be recommended to the organisation, including cost estimates. It will be recommended that the organisation adopt a change leadership model, implement a three-tiered training approach, appoint an AI coordinator post and establish KPIs with regular plan reviews.
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Introduction

Over recent years, AI has rapidly developed into an invaluable tool for many organisations with Cockett (2026) reporting that 61% of organisations are already allowing their employees to use generative AI for work related tasks. However, an increase in AI usage has also resulted in an increase in concerns for what this means for the UK workforce, and organisations are being urged to consider the balance between people and the technology (CIPD, 2026).
Universities across the UK have seen a decline in student numbers causing financial troubles and often redundancies (Jack, 2026). AI therefore represents an opportunity for universities to increase their efficiency, improve their student experience and hopefully increase their earnings, all within the confines of the tightening resources. 
The focus of this report will be University of Wales Trinity Saint David (UWTSD). UWTSD has recently agreed its AI framework for the next two years, noting its vision to embed ethical, inclusive and impactful AI which will enhance the student experience (UWTSD, 2026).
When integrating these exciting technologies into everyday work, UWTSD must have a clear strategic plan ensuring it protects its core value and its people. The report will propose a strategic workforce plan for the implementation and integration of AI into the workplace. 

Main Findings

Identifying the need for a strategic workforce plan

Human resource systems must conform and operate within the confines of internal and external pressures, and these pressures must be analysed before the development of a strategic plan (Armstrong, 2011). Using a PESTLE analysis on UWTSD’s external drivers a strategic workforce plan becomes not only a recommended action but an essential action when considering AI integration. Since early 2025, the UK Government has set out plans to become a world-leading AI market, with particular emphasis being placed on public sector services (Department for Science, Innovation & Technology, 2025). Part of this plan includes “high-quality research and engineering talent coming out of our universities”. This places heavy pressure on UWTSD to support and deliver these plans. 
When considering a Welsh university, consideration should also be given to the Welsh Government’s approach. Welsh Government have published many of the same plans as the UK Government but have also placed a heavy emphasis on equitable delivery and a commitment to bilingual services (Welsh Government, 2025). These political and social driving factors place additional pressures on UWTSD to ensure that its own AI usage considers Welsh Government’s long-standing commitment to the Welsh language and to its own heritage.
In July 2025, UWTSD published it’s 2024-2025 financial statement which acknowledged the financial difficulties that the university was facing (UWTSD, 2025). At the time of publishing, UWTSD reported having only £2.1 million cash, an increase of only £31,000 from the previous financial year. The increased financial pressures lead the organisation to make a controversial decision to relocate its Humanities programmes from the Lampeter campus (Sinclair, 2025). A strategic plan for AI adoption could support UWTSD in moving from a reactive position, such as closing campuses and to a proactive position, strengthening its services across its campuses.
The University also reported restructuring costs of £1.8m in 2024-2025 and noted that staffing structures were not aligned with the needs of the University. A strategic workforce plan would benefit the University in identifying and anticipating changing needs in the ever-changing AI world. CIPD (2025) also note benefits such as reducing labour costs, targeting inefficiencies and improving employee retention.
Kotter (2024) wrote that building an organisational change muscle is as important, if not more important, than having a great strategy, well-run operations, or the right talent. For centuries, with evolving technology, changing regulations and an ever-diversifying population with complex needs, we know that organisations must be adaptable to stay both relevant and to hold their competitive advantage. The recent and rapid AI movement is newest of the technologies and UWTSD must now put in place a strategic plan to adapt to these technological advances and prepare for future advances.
The International AI Safety Report (Bengio et al., 2025) identifies privacy and ethical usage of generative AI as a major risk of AI adoption. As an organisation that holds large amounts of personal data, UWTSD have a legal obligation to ensure that they are using AI safely and that the data being fed into the technologies is protected in line with GDPR and Data Protection legislation. A proper workforce plan would support UWTSD in ensuring they are following the guidelines and protecting private information from current and potential future legislative changes.

Current workforce capabilities and gaps

Current skills and AI Readiness

Due to the newness and rapidly changing nature of AI technology, it can be assumed that AI skills among staff at UWTSD will vary. Mayer et al. (2025) reports that 3 times more employees are using generative AI for their work than leaders realise. However, Popoola (2025) finds that 88% of employees will use AI for basic tasks only. The University will need to be transparent with their plans and steps for AI integration and will need to offer varying levels of training to ensure AI literacy across the organisation.
The recently agreed AI Framework shows that centrally, the University is prepared to adopt AI into its workforce. To ensure that all levels of the organisation are prepared for this evolution, leaders within the University must clearly communicate plans with staff and be open to a continuous feedback loop. 

Organisational Culture and Attitudes 

A survey of 2,000 people found that only 1% would trust AI to make decisions, 63% would trust AI to provide insights and 35% would not trust AI to make important decisions (Clemo, 2025). While attitudes have rapidly evolved, it can still be assumed that readiness to integrate AI into UWTSD will vary among stakeholders. Transparency and communication from leaders will need to be prioritised.
The organisation has developed a guidance document, ‘AI in Assessment’ (UWTSD, 2025). The document defines allowable uses of AI and provides students with guidance on how they can and cannot use AI within their assignments. The document shows that the organisational culture is developing with AI in mind. However, the organisation must ensure that the same level of guidance and care is provided to staff to develop a clear and together approach towards AI.

Capability Gaps

As a new and emerging technology, it is unlikely that the organisation’s leaders, senior or operational, have experience of leading in an AI driven sector. A gap in leadership capability is likely, and the organisation will need to ensure that its leaders are provided with proper training to combat this.
AI possesses the power to create bespoke and specific workflows to support individual team needs. This means that the base knowledge of AI and training needs of staff will vary greatly.
According to UWTSD’s most recent annual financial report, the organisation is currently operating under an interim extended strategic plan which was due to expire in 2025 (UWTSD, 2025). The organisation is reportedly developing a new strategic plan and must ensure that the plan is in line with their AI framework.


Proposing a strategic workforce plan

Change Leadership

Significant organisational change can cause disruption and worry for staff. To combat this, leaders must prepare to support their staff through the incoming changes. Orridge (2009) sets out 75 actions that an organisation can take to sustain organisational transformation, including several actions relating to leadership, referring to leadership as the “cornerstone of all successful transformations”. 
An organisational change model such as Kotter’s 8-Step Change Model (1995) should be adopted by UWTSD. See figure 1 below.


Figure 1, adapted from Kotter (1995).
This change model is arguably the most recognised and applied change management framework and would positively support UWTSD and its leaders through the AI adoption process. Firstly, leaders will need to convince the organisation that the change is necessary. The noted financial pressure, government attitude and need to stay competitive will make a compelling argument for the need for this change. Step 2 highlights the need for leaders to come together to create a consistent and positive drive for change.
Transparency with staff throughout this process is essential for the organisation to support its staff through what will be a significant change. This change model looks to set out a clear strategic vision for the organisation, ensuring that staff know where they are going and why. The organisation’s need for openness is further strengthened by step 4 which seeks to communicate and get staff on board with the change.

Learning and Development

EY’s 2025 Work Reimagined Survey found that only 11% of UK employees have received adequate AI training and AI productivity gains have lagged by 40% due to ineffective training, weak company culture and misaligned rewards (Dool, 2025). The varying existing skill and need for AI usage across the organisation means that a one-size fits all approach would be ineffective. A three-tiered approach is suggested for the organisation’s needs. See figure 2 below.


Figure 2, three-tiered training approach, author’s own.
Foundation tier – AI Literacy The foundation tier of training would provide all staff with general AI literacy and ensure that all staff have the base understanding of how AI works, its uses and its risk. The foundation training is essential in making sure that all staff at UWTSD are a part of the AI development. This level of training will be more general, keeping costs low through e-learning or group-based delivery.
Middle tier – Role specific training At this tier of training the organisation will identify individual team training needs and staff will learn through a combination of practice and experiential training. Using Kolb’s experiential learning cycle, UWTSD can give staff real hands-on experience with the AI tools being used (Kolb, 1984). The theory also heavily emphasises reflection and experimentation, both aspects of AI training that will not only help integrate AI into the organisation but also to future proof further AI advances and possibilities. 
Top tier – Advanced training This level of training will be reserved for new AI specific roles, heads of departments and senior leaders. This training will be essential for those who drive the direction of the organisation and make cultural decisions. Leaders will need an advanced understanding of AI, not only for its daily usage but also to understand the ethical and legal considerations when developing policies and guidance.

Workforce Design and Talent

Orgvue (2025) reports that 39% of business leaders made employees redundant due to AI deployment and 55% of those later admitted that they regretted the decision. UWTSD must use AI as a tool to improve its current workforce, not a tool to replace it.
UWTSD has reported in their financial statement that staffing structures are not aligned with the University’s needs, resulting in £1.8m restructuring costs (UWTSD, 2025). It is recommended that the organisation identify the roles that are most likely to be affected by AI integration and to avoid further redundancies, create pathways for reskilling those staff. Staff affected by reskilling should be provided with tier 1 and 2 of the training.
The University should consider an AI coordinator role to oversee the AI integration and workforce plan. This role could be a repurposed position to avoid additional costs. Armstrong (2014) recommends a ‘bottoms-up’ and ‘top-down’ approach where planning is guided by both managers and senior leadership. An AI coordinator role will create the link needed for this approach.
UWTSD should embed AI literacy into all future recruitment as a competency or requirement as appropriate. 

Monitoring, Evaluation and Feedback

Using Kaplan and Norton’s (1996) Balanced Scorecard framework, UWTSD can measure its progress and outcomes across the four recommended areas: internal processes, financial, customer and organisational capacity. Senior leadership should use several KPIs to continuously monitor its progress. KPIs could include:
Staff AI-Literacy following training

Employee satisfaction

Student outcomes

Reduction in repetitive tasks
Staff feedback should include information on the three-tiered training approach which should also evolve as the plan progresses. Kirkpatrick’s four level evaluation would support UWTSD in gathering meaningful feedback to inform the development of the plan (Kirkpatrick, 1996).
Feedback loops with staff must be closed with staff continuously updated on the progress and aims of the organisation. Due to the fast-changing AI landscape, a regular meeting of senior leaders and relevant staff is recommended to measure progress.


Conclusion

External pressures and UWTSD’s own AI framework present a need for a strategic workforce plan (UWTSD, 2026). A well-considered plan will support the organisation to improve efficiency, lower long term costs and create an organisation that is resilient against future AI developments.
The recommended strategic plan aims to utilise and reskill existing talent at UWTSD in line with the consolidated financial statement (UWTSD, 2025). The plan seeks to have leaders direct the organisation to its AI goals, while supporting and developing its talent. The plan will increase UWTSD’s competitive advantage by developing staff’s transferrable skills and by providing experiential training.
The organisation will incur initial costs during years 1 and 2 of implementation but should see increased productivity, improved competitive advantage and a decrease in restructuring costs. Following year 2 of implementation, ongoing costs will be minimal.

Recommendations

Three-tiered training development and delivery

UWTSD should develop and implement the three-tiered training framework. The training will support the necessary reskilling of staff and avoid restructuring costs.
Estimated costings –
Tier 1 – AI Literacy E-learning Development £5,000-£20,000 (one-off) based on estimated costs from Realprojects (2025). 
Tier 2 – Role Specific Training £5,000-£15,000 based on a phased sector-specific programme from Hartz AI (2026). 
Tier 3 – Advanced Leadership Training £5,000-£10,000 per person based on expert level training from AIForBusiness (2025).

Appointment of an AI coordinator role

An AI coordinator role should be developed to oversee and lead the organisation’s leaders and staff on their AI adoption. The role will work as the bridge between teams and senior leaders where AI is concerned. 
Estimated costings – 
Repurposed role Restructuring and reskilling costs, including tier 1 through 3 training.
New appointment £45,000-£60,000 based on similar advertised posts and UWTSD 2023/2024 pay policy (UWTSD, 2024).

Adopt change leadership model

Senior leaders should adopt Kotter’s (1995) 8-step change model to adopt a positive AI culture within the organisation. Leaders should first focus on transparency and ensuring that the organisation as a whole is on board with the changes and later progress to measurable increases in efficiency and staff wellbeing.

Establish KPIs and regular reviews

Senior leadership and the AI coordinator will need to establish measurable KPIs for the University. Student feedback, staff satisfaction, restructuring costs and AI literacy following training are recommended performance indicators.
Regular reviews including staff at all levels should be conducted. Feedback loops must be closed, and senior leadership must provide stakeholders with clear evidence of improvements and changes.
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