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	Purpose of the Report
	This paper presents the Mobilisation Plan for the delivery of the Swansea Bay University Health Board (SBUHB) Digital Strategy for approval. 


	Key Issues



	· The SBUHB Digital Strategy was approved by the SBUHB Board on 27th March 2025 and sets out a comprehensive approach to service-driven transformation through digital, data, and technology initiatives. 
· The Strategy is supported by a 3-year road map that sets out the key deliverables, across 4 enablers to achieve the vision over the period.
· It is recognised that the digital strategy and the 3-year roadmap has been developed without an overriding organisational strategy and clinical service plan being in place. Therefore, both the digital strategy and roadmap will iterate further as the wider vision and plans emerge.
· The three priority components that contribute to the delivery of a health and social care record for Swansea Bay patients and citizens are:
· A single electronic patient record (EPR) for secondary care. Fundamental to its success will be the establishment of a strategic partnership with a preferred supplier who will work flexibly with the Health Board on both existing and emerging priorities. 
· A digital system for Community, Mental Health, and Learning Disabilities. A key requirement from this solution will be alignment and integration with regional partners, such that that digital solution can enable delivery of the ambitions of “A Healthier Wales”. 
· Specialist service specific solutions which deliver unique functionality, that cannot be delivered as a module of the EPR for secondary care. This includes services such as pathology, radiology, maternity, intensive care etc. 
· A strategy mobilisation plan has been developed setting out the key activities over the next 12 months to maintain momentum and that the building blocks are in place to enable the delivery of the strategy.
· The mobilisation plan focuses on four key areas:
· Aligning - Supporting colleagues at all levels to engage with the vision and directly contribute to the strategic direction for digital, advocating for the agenda as a critical SBUHB priority
· Mapping - Completing a mapping of SBUHB digital systems, services and programmes – rationalising and consolidating directorate activity by testing and prioritising against the strategic vision 
· Structuring - Designing an optimised delivery vehicle to undertake the work required to realise the SBUHB digital strategy, focussing initially on the ambitions of the 3-year Roadmap
· Solutions - implementation of key solutions that support the delivery of the main components of the health and social care record that underpin the strategy.


	Specific Action Required 
(please choose one only)
	Information
	Discussion
	Assurance
	Approval

	
	☐	☐	☐	☒
	Recommendations

	Committee members are asked to:
· Accept: the approval of the digital strategy at SBUHB Health Board 
· Accept: the mobilisation plan, the proposed approach and the risks to delivery
· Endorse: the digital strategy mobilisation plan.





Digital Strategy

1. INTRODUCTION

This paper presents the proposed next steps for the mobilisation of the SBUHB Digital Strategy for consideration. The Mobilisation Plan aims to ensure the timely and effective implementation of the Digital Strategy by setting out the key tasks and deliverables for SBUHB over the next 12 months. 

2. BACKGROUND 

The SBUHB Digital Strategy was approved by the SBUHB Board on 27th March 2025 and sets out a comprehensive approach to service-driven transformation through digital, data, and technology initiatives. The strategy is aligned with the Health Board's overarching goals and aims to make SBUHB a UK digital exemplar, delivering high-quality care for the people of Swansea Bay. The strategy identifies four key enablers: Data & Analytics, Technology & Digital, Workforce & Culture, and Organisational Functions. These enablers are designed to drive progress across the Health Board and support the delivery of the strategic objectives.
The Digital Strategy includes a 3-year roadmap that outlines the key deliverables from 2025 to 2028. The roadmap highlights the following priorities:
· Single EPR for Secondary Care: Integration of all patient information into a unified system to streamline clinical workflows and enhance patient care.
· Digital System for Community, Mental Health, and Learning Disabilities: Implementation of specialised digital solutions to cater to the unique needs of these sectors, ensuring comprehensive and accessible care.
· Specialist Service-Specific Solutions: Development and deployment of digital tools tailored to various specialised services within the Health Board to drive efficiency and innovation.
Delivery of the SBUHB Digital Strategy for 2035 will require significant changes to organisational ways of working, with all teams taking a much more collective responsibility for digital transformation and the realisation of the potential benefits. It is therefore important that progress is made quickly in putting the building blocks in place to ensure that SBUHB is ready for delivery at pace. To achieve this a Mobilisation Plan has been developed setting out the key activities that need to be achieved over the first 12 months following the approval of the strategy. The Mobilisation Plan can be found in Appendix 1 and is summarised below. 
The mobilisation plan emphasises the importance of aligning, mapping, and structuring digital projects to maximise the strategy's success. The first 12 weeks will focus on establishing project teams, setting up governance structures, and initiating key deliverables. The first year will aim to deliver tangible outcomes through collaboration, stakeholder engagement, and continuous monitoring and evaluation.
The below summarises the key activities required over the next few months to mobilise the strategy and outlines the progress to date against each area.
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AI-generated content may be incorrect.]Progress to date
· 1:1s being established with the SBUHB Executive team
· Strategy being presented to Service Delivery Groups 
· Digital Strategy included within the alignment and refresh of the Health Board Strategy and Clinical Services plan
· Digital services involved in the work being undertaken by Health Board in review of approach to benefits and strategic indicators
· 2025/26 Integrated Medium Term Plan (IMTP) includes key components of Digital strategy and work ongoing with Welsh Government and Finance for future years.
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AI-generated content may be incorrect.]Progress to date
· Mapping work has commenced
· Priority deliverables identified, mapped against available resources and included in IMTP for 2025/26
· Draft prioritisation framework developed but will need to be reviewed following SBUHB strategy refresh
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· Portfolio for 2025/26 has been aligned to IMTP and Welsh Government digital priorities
· Digital Committee with strong focus and leadership has been established and will provide assurance over Digital Strategy delivery
· Current governance arrangements being reviewed
· Key post to initiate establishment of Technical Design Authority and Clinical Design Authority identified and included in 2025/26 financial plan




In addition to the three areas outlined above the mobilisation plan also describes the requirement to deliver or commence work on key solutions within the first 12 months following approval. These include: -

· Key components of the EPR – i.e. Solution to replace Welsh Community Care Information System (WCCIS) for integrated teams and produce the business case for the first module of an EPR within Unscheduled and Emergency Care.
· Delivery of strategically aligned solutions – i.e. Maternity EPR and Ophthalmology EPR
· Delivery of a strategic workforce plan for digital services
· Scoping work on Data standards.

Ongoing monitoring and delivery of these solutions will be covered in more detail in Agenda item 4.2 Delivery against the IMTP.  

3. GOVERNANCE AND RISK ISSUES


As previously reported, the delivery of the Strategy and the 3-year plan will need to be governed by a clear and robust governance structure, which will ensure accountability, oversight and alignment across the Health Board and with our partners. The governance arrangements will need to reflect the Health Board wide ownership of the Strategy. As outlined above these arrangements will need to be finalised and agreed as part of the mobilisation process and will require Health Board wide support to be delivered. 

Risks

The Mobilisation Plan sets out a detailed analysis of risks that may impact on delivery and these are summarised below. 

1. Organisational & National Alignment: There is a risk of perceived misalignment between the digital strategy's priorities and those of the wider organisation and national bodies, which could lead to limited buy-in from non-digital stakeholders. Proposed mitigations include achieving formal sign-off from executives, sustaining communication efforts, and aligning the digital strategy program with organisational priorities.
2. Culture, Empowerment & Belief: Limited collaborative processes could perpetuate siloed ways of working, risking a culture where digital and non-digital teams work independently. Mitigations involve ensuring universal buy-in, socialising the strategy, and demonstrating its achievability to staff.
3. Governance & Reporting Framework: Siloed management of digital initiatives without a comprehensive governance structure increases the risk of fragmented strategic components. Mitigations include reviewing and establishing refreshed governance and reporting frameworks, developing a prioritisation framework, and committing to saying "no" where necessary.
4. Ownership & Accountability: Unclear ownership of individual strategy components could lead to ambiguous accountability and implementation challenges. Mitigations involve identifying accountable officers for each project and fostering a culture of supportive challenge through governance groups.
5. Appropriate Benefits: If benefits are aligned to SBUHB strategic objectives and are not used to inform decisions on the digital strategy, it poses a risk of inadequate performance measurement and strategic alignment. Mitigations include agreeing on an organisational wide method for tracking and responding to benefits and strategizing how benefits will be adapted and reported over time.
6. Recruitment: If Digital Services and Service Groups are not able to recruit to key funded posts in a timely manner then it will impact on the pace and scope of delivery of the Strategy. Mitigations include using the current vacancy control process and negotiating an approach to exemptions from the process for identified priority roles.

4.  FINANCIAL IMPLICATIONS

As outlined in previous reports the Digital Strategy will require significant investment to achieve the desired service-led, digitally-enabled transformation. Digital experts suggest allocating 5-10% of total Health Board income to digital and data to reach digital maturity. The current annual spend on data and digital at SBUHB is just over 2%, and the strategy sets out the indicative requirement to increase this allocation to 4.6% over the next 10 years. 

The pace of change and delivery of the strategy will have to be set in the context of the availability of funding and the speed in which the organisation is able to increase the proportion of its budget allocated to digital transformation and solutions. 

Progress has been made in terms of securing funding for delivery of solutions in 2025/26 including:- 

· Funding approved for solution for integrated teams
· Local business case approved and submitted to Welsh Government with indicative funding available for implementation of Maternity EPR
· Funding provided by Welsh Government to support implementation of Ophthalmology EPR 
· Discussions held with Welsh Government on approach to securing funding for EPR in unscheduled care
· Funding requirements for Community, Therapies and Mental Health EPR to be included in National Outline Business Case (OBC) (including 2025/26)

It is recognised however that further work will be required to ensure that the financial investment required is prioritised as part of the ongoing IMTP process for 2026/27 and beyond. The three-year investment plan outlined within the Digital Strategy will be reviewed prior to engagement with the CEO and Director of Finance. Digital will also engage on the development of the Health Board’s benefits framework to ensure the alignment of the Digital Strategy and the value of benefits it can deliver are appropriately quantified.

5. RECOMMENDATION

Committee members are asked to:
· Accept: the approval of the digital strategy at SBUHB Health Board 
· Accept: the mobilisation plan, the proposed approach and the risks to delivery
· Endorse: the digital strategy mobilisation plan.











	Governance and Assurance


	Link to Enabling Objectives
(please choose)
	Supporting better health and wellbeing by actively promoting and empowering people to live well in resilient communities

	
	Partnerships for Improving Health and Wellbeing
	☒
	
	Co-Production and Health Literacy
	☒
	
	Digitally Enabled Health and Wellbeing
	☒
	
	Deliver better care through excellent health and care services achieving the outcomes that matter most to people 

	
	Best Value Outcomes and High Quality Care
	☒
	
	Partnerships for Care
	☒
	
	Excellent Staff
	☒
	
	Digitally Enabled Care
	☒
	
	Outstanding Research, Innovation, Education and Learning
	☒
	Health and Care Standards

	(please choose)
	Staying Healthy
	☒
	
	Safe Care
	☒
	
	Effective  Care
	☒
	
	Dignified Care
	☒
	
	Timely Care
	☒
	
	Individual Care
	☒
	
	Staff and Resources
	☒
	Quality, Safety and Patient Experience

	The strategy will enable us to provide better care to our citizens, which is safer, higher quality and timelier, leading to better outcomes, delivering better value and improving efficiency. Digital and data solutions enhance services for patients, reduce unwarranted variation and positively transform care delivery.
Our strategy empowers patients to play an active and meaningful role in managing their health and keeping well


	Financial Implications

	As outlined above there will need to be a significant investment to Digitally Enable the One Bay way. The delivery of the strategy will facilitate the achievement of both efficiency and quality benefits that the Health Board will need to ensure that are quantified and recognised appropriately. 

The approval of the strategy will not commit the Health Board to any financial allocations. Funding requirements will be identified via the IMTP process and sought via local and national business cases as appropriate. 



	Legal Implications (including equality and diversity assessment)

	There are no known legal implications.


	Staffing Implications

	The strategy identifies that one of the core pillars to enable its delivery is the Workforce and Culture of the organisation. The strategy states that we will cultivate a digitally inclusive culture, where we work collaboratively with patients, clinicians and non-clinical colleagues to create effective and efficient services. It recognises the requirement to ensure that there is the appropriate digital training and literacy for the whole workforce and is aligned to the SBUHB workforce Strategy. It also appreciates the need to develop a supporting workforce strategy/plan specifically for digital services to ensure the Health Board’s specialist digital staff (both clinical and technical) have the capacity and capability to support the delivery of the objectives of the strategy.   



	Long Term Implications (including the impact of the Well-being of Future Generations (Wales) Act 2015)

	The strategy is wholly aligned to the 5 ways of working outline in the Well-being of Future Generations (Wales) Act. The focus of the strategy is how the use of digital technologies can enable the Health Boad to become a high quality organisation, improving long term outcomes, increasing clinical capacity and empowering our population to contribute to their care and health and well being. It will facilitate the use of data and information to drive decision making in the organisation including supporting targeted preventative interventions and actions on an individual and wider population basis.  It will support improvements in the integration of our services will other public bodies through the sharing of information safely and securely and support us to work collaboratively within the Health Board and our external stakeholders.
The strategy also supports the Health Boards long term goal of sustainable health and care by reducing waste, reliance on paper, reducing travel etc.  



	Report History
	Strategy: Digitally Enabling the One Bay Way final draft presented to Committee in June 2024 for final comment

Strategy: Digitally Enabling the One Bay Way final version presented to WODD on 15th August 2024 for endorsement for approval

Strategy: Digitally Enabling the One Bay Way final version presented to Management Board on 21st August 2024 for endorsement for approval

Strategy: Updates provided to the Digital, Data, Research and Innovation Committee on 7th November 2024, 16th January 2025 and 11 March 2025



	Appendices
	The Digital Strategy Mobilisation plan
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