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ecosystem

Wellcome improves health for everyone by funding research, leading policy and advocacy campaigns, and
building global partnerships. Collaborative research that involves a diverse range of people from different fields
of interest is key to progress in health science – and to achieving our aim of fostering a healthier, happier,
world. We're taking on the biggest health challenges facing humanity – climate and health, infectious disease,
and mental health – to find urgent solutions and accelerate preventions. Find out more about Wellcome and our
work at: wellcome.org.

If you are interested in working with Wellcome on this activity, please review the information below this explains
the activity in which Wellcome is seeking proposals for, timetable, what questions Suppliers need to complete
and how to engage with us further, to ensure you are successful please read the whole document and answer
the questions within the section(s). Responses should be made via the Oracle portal. Responses will not be
accepted outside of the system.

Wellcome Contact Details

The single point of contact within this RFP exercise for all communications is as indicated below:

Name Hardip Dhaliwal

Role Procurement Specialist

Email RFP@Wellcome.org
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1 Synopsis

Wellcome Trust's upcoming analysis of the digital technology within the UK Health Data ecosystem presents a
strategic opportunity for suppliers to contribute their expertise. This project aims to explore and enhance the
digital infrastructure supporting healthcare.

1.1 Background and Objectives

The UK Government (up to £500m) and Wellcome Trust (£100m) will invest up to £600m to create a new
Health Data Research Service (HDRS). The goal of the HDRS is to provide a secure single point of access to
national-scale health datasets for a range of research purposes, with public trust at its core. The service will
begin in 2026 and develop through to FY29/30. The service will be housed at the Wellcome Genome Campus
in Cambridgeshire.
The ambition is to create a true-step change for data access for research through globally competitive health
data research services that are user focussed.
Six key core envisaged capabilities of the HDRS are:

• Access to linked, national-scale primary care, hospital, prescribing and deaths data
• Access to linked primary and secondary care data for consented research participants, focusing 

initially on UK's flagship assets
• Access to diagnostic images, lab results, digital pathology, genomic and clinical letter data
• Acceleration of data-driven clinical trials through linking research-ready health data and closer 

partnership with the clinical research delivery infrastructure
• A single-entry point for NHS data with standardised commercial agreements, data access 

approvals and accredited research environments, including analytical and data wrangling 
capability and capacity as a service.

• An intention to eventually support linkage to data from sectors outside the health and care system

The purpose of this RFP is to review and analyse the existing knowledge and evidence base around the
current health data ecosystem across the UK. This analysis will form part of a robust evidence base to help
inform consideration of HDRS service design to deliver its desired capabilities and thereby the required
service form. This work is independently commissioned by Wellcome and does not constitute formal
government policy development. As it develops, the new HDRS will use this discovery work along with
consultation with potential service users across academia, industry and charitable research organisations,
patients and the public.

The objective of the work will be to set out the key components and considerations to enable a service of this
scale and complexity – with a particular focus on understanding the underpinning digital technology,
infrastructure and technical architecture.

To do this the work will:

• Synthesise the evidence and knowledge base describing the current digital technology and 
infrastructure underpinning the health data ecosystems across the UK and where necessary 
address any gaps not already captured in existing reviews
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• Provide an analysis of the strengths, limitations, and opportunities of the current health data 
ecosystem for serving a health data research service that is as effective as possible for 
researchers, and which puts trustworthiness and public confidence in data research at its heart

• Provide suggestions on which technical elements of the current ecosystem could interact to 
enhance their utility and collective impact and highlight any gaps or challenges that need 
prioritisation, or where new/novel components are needed

• Based on the overall analysis, explore some of the early deliverable opportunities for enabling a 
health data research service and their potential strengths and weaknesses

1.2 Specification

This section sets out the specification of services for this RFP exercise. Suppliers should use this section to
fully understand Wellcome's requirements and to inform their response. Wellcome will be guided by the
supplier as to what is a reasonable budget for this activity as we do not want limit ambition or innovation.

a) With a particular focus on the landscape of digital technology, data infrastructure, and technical architecture
- synthesise the current knowledge and evidence base describing the health data ecosystems across the UK
(England, Scotland, Wales and Northern Ireland) and where necessary address any gaps in descriptions of
the existing digital landscape not already captured in existing reviews.

Scope: This synthesis should focus on the data ecosystems relevant to the six envisaged capabilities of the
HDRS (section 1). While a broader understanding of data assets and their flow is essential, it is not the
primary focus or within scope of this task. Instead, the emphasis is on relevant digital technology and
infrastructure.
This work should be conducted in the context of previous studies in this field and thus should only undertake
new work where developments are very recent or have not been covered by previous reports, for example,
where existing reviews have focussed on single country health systems and not all four nations. Indeed, it will
be crucial to ensure consultation with and inclusion of relevant insight from each of the devolved nations.

Prior work to be considered includes but is not limited to:

• The Sudlow Review (2024)
• The Darzi Report (2024)
• The Goldacre Review (2022)
• DARE UK's Infrastructure Landscape Reviews (2021, 2023, and latest ongoing)
• Zhang et al., Mapping and evaluating national data flows: transparency, privacy, and guiding 

infrastructural transformation. The Lancet Digital Health, (2023)

Further, while this RFP is independently commissioned, Wellcome can engage with governmental and public
sector entities to assist the supplier in obtaining relevant insights and information to inform this work where
appropriate.

This synthesis should cover the current digital ecosystem and technical architecture for health data across the
four nations' health systems - including commonalities and variation and feasibility for use in the HDRS.

It could outline key structures and technical components – for example data sources, integration,
infrastructure, access models, data flow, security, storage, analytics, data standards, and associated
governance and legal compliance structures including those concerned with privacy) as well as the
capabilities, advantages and limitations of the different architectural configurations.
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b) Building on section a) provide an analysis of the strengths, limitations, and opportunities of the current
digital technology, infrastructure and technical architecture underpinning the health data ecosystem for serving
an effective and trustworthy health data research service.

The analysis will assess the feasibility for adoption of existing infrastructure into HDRS, highlight where there
are gaps and where new components will be required to deliver the HDRS. It should highlight opportunities for
early adoption of existing components to achieve the aims of HDRS as well as places where the existing
architecture may hinder this.

Although the primary focus is on digital technology and technical infrastructure, the analysis should consider
how wider factors—such as legislative frameworks, governance, user experience, ease of use, public
acceptability, and procurement for example —impact or drive technology choices.

The analysis should clearly highlight and differentiate between approaches at varying levels of maturity. This
includes examining those that are currently in use and have been tested, detailing their evolution and rationale
for use, as well as those still under development or undergoing testing, outlining their potential benefits. The
analysis should also consider the scalability of approaches within and across the four nations.

c) Following on from b) provide suggestions on:

• how and which elements of the current ecosystem could interact to enhance their utility and 
collective impact

• any gaps or challenges requiring prioritisation, intervention or innovation
• new and innovative components that ought to be considered, especially concerning enhanced 

functionality, user experience, future-readiness, scalability, security, and public trust—among other
considerations

d) Drawing on the overall synthesis and analysis, identify and assess some of early opportunities suitable for
pilot testing or initial implementation.

Expertise required

This commission will require suppliers with multidisciplinary expertise that spans technical, clinical, data,
governance and policy domains including an understanding of NHS strategic context around health data.
We are looking for supplier teams who have knowledge, understanding and/or experience in:
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• NHS services delivery models and wider strategic context surrounding health data for research 
across the four nations of the UK

• NHS data systems and datasets and clinical informatics
• Technology and architecture – covering enterprise architecture, interoperability standards, data 

platforms and infrastructure
• Data governance and compliance – relevant frameworks, law, and access policies
• Process analysis – around data creation, use, transformation, and consumption in care pathways 

and research
• Patient and public engagement, trust, and broader health data stewardship
• Stakeholder engagement experience
• Ability to distil complex information into accessible summaries both visually and in writing
• Ability to deliver high quality outputs within short timeframes

Deliverables

We expect the supplier to deliver the following mandatory outputs (with payment linked to deliverables):

• Internal progress reports on a minimum of weekly basis throughout the project (including slide 
decks for sharing with other internal stakeholders)

• Interim outputs - draft report to summarise emerging findings ahead of any final report to facilitate 
ongoing assessment and learning – number and timing to be defined in the proposal.

• Regular verbal progress updates including short presentations – duration and frequency to be 
defined in the proposal

• Executive briefing deck – high level summary of findings tailored for senior leadership setting out 
key options and considerations for a HDRS development and delivery

• Report synthesising the key asks under section 2 (RFP specification) – We will work with the 
supplier to refine the exact content of the report to ensure relevance and alignment. Indicatively 
we would expect it to include:

  • A synthesis of the UK digital technology, infrastructure and technical architecture 
underpinning the health data ecosystems and highlighting commonalities, variations, 
and addressing gaps

• Mapping of digital infrastructure assets (e.g. storage, analytics, compute, access 
platforms) and their users and owners; relevant to all four nations and in the context of 
the six core HRDS capabilities

• Analysis of the extent of interoperability between existing technical components or 
necessary steps to enhance interoperability

• Gap analysis, with assessment of the strengths, weaknesses, and feasibility of current 
technical ecosystems for a HDRS –

• Feasibility and scalability assessment for existing infrastructure, highlighting gaps and 
necessary new components - and differentiating between approaches at varying levels
of maturity

• Suggestions on enhancing interactions within the ecosystem and addressing gaps for 
scalability and innovation and for improvement to support an effective and trustworthy 
service
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• Identification and evaluation of potential pilot projects for early HDRS implementation 
and how these relate to different mechanisms of data access—be it distributed, hybrid,
or other configurations

• Revised draft(s) of the report for reaching publication ready version
• Up to 3 x 1 hour presentations and discussion with wider teams and senior leadership about the 

key findings of the review

Please note emerging updates, interim outputs and deliverables will be shared beyond Wellcome and with
governmental entities to inform HDRS development.

To ensure the findings can promptly inform the development of HDRS, we expect the project to last 8 to 12
weeks, with emerging insights shared via draft outputs and reports. We aim to receive initial findings by early
November or 2 to 4 weeks from the start of contract. Suppliers must show their capability to produce high-
quality work within tight deadlines.
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1.3 Timetable

# Activity Responsibility Date

1 RFP issue to Suppliers Wellcome 13/Aug/2025

2
Submission of Expression of Interest and 
Supplier Q&A

Supplier
27/Aug/2025

3 Return of Supplier Q&A to Suppliers Wellcome 03/Sep/2025

4 Submission of RFP Response Supplier 12/Sep/2025

5 RFP Evaluation Period Wellcome
15/Sep/2025 to 

26/Sep/2025

6 Supplier Presentations Supplier
18/Sep/2025 to 

26/Sep/2025

7 Notification of Contract Award Wellcome 30-Sep-2025

8 Contract Negotiation Wellcome & Supplier Oct/2025

9 Contract Start Date Wellcome & Supplier 03/Nov/2025

1.4 Guidance on Submission and Process

Submission:

• Suppliers submitting a full proposal should answer the following questions listed below

• All sections should be completed as fully as possible for wellcome to review and score your responses
once the submission period is closed. Please ensure you attach all information.

• Supplier's responses should be submitted via the oracle portal once you have submitted your response
you will be notified that it has been received

• Suppliers are allowed to revise their submitted response until the close date.

• Throughout this process Wellcome will ensure you are notified and contacted when you have been
successful and unsuccessful

Supplier Presentations:

• Following a submission of the proposal successful proposals will be invited to an in-person or virtual
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meeting the duration will be confirmed. This may comprise of a PowerPoint presentation, demo etc
(depending on the activity) followed by question and answers session. We may also require a brief
follow-up call after these presentations.

1.5 Contract Terms and Conditions

Wellcome will be looking to put a contract in place using Wellcome's Standard Terms and Conditions.
Suppliers submitting proposals should review Wellcome's Standard terms and Conditions document

Individuals submitting proposals as a sole trader (not registered) should review this document. 
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2  Responses Required

*   Response is required

2.1 Section 1. General

 

*1. Outline your proposed approach to this work (max. 250 words).

In addition, answer the following (max 250 words):

1. An appreciation of the scale and timescale of the work is critical – please highlight 
the capacity and expertise of the team you can mobilise in this specific time period

2. Have you previously conducted reviews /or worked with public sector or NHS 
organisations on digital strategy, data platforms, or data access?

3. Do you actively consider emerging technologies in your work and can you provide 
examples of future-oriented architectural thinking in previous work?

4. Independence is vital for ensuring the credibility of this work. Do you/your 
organisation have any existing interest or involvement in the UK digital technology 
sector, particularly regarding areas mentioned in this RFP. If so, please explain 
your role within this ecosystem and outline how you would handle any potential 
conflicts of interest while undertaking this analysis.

Attachments are optional.

*2. A non-binding cost estimate as a single figure in GBP.

Attachments are optional.

3. Any questions you have about the exercise and activity.

Attachments are optional.
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2.2 Section 2. Methodology

 

1. Proposed approach/methods to deliver outputs as specified above

2.3 Section 3. Experience

 

1. Relevance of experience of supplier

• An appreciation of the scale and timescale of the work is critical – please highlight 
the capacity and expertise of the team you can mobilise in this specific time period.

• Do you actively consider emerging technologies in your work and can you provide 
examples of future-oriented architectural thinking in previous work?

• Previous case study or experience of similar reviews

2.4 Section 4. Delivery and Outputs

 

1. Delivery Plan

• Delivery plan to reflect scale and timescale of the work.
• Independence is vital for ensuring the credibility of this work. Do you/your 

organisation have any existing interest or involvement in the UK digital technology 
sector, particularly regarding areas mentioned in this RFP. If so, please explain 
your role within this ecosystem and outline how you would handle any potential 
conflicts of interest while undertaking this analysis.

2.5 Section 5. Budget
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1. Provide a detailed budget including all costs and expenses, specifying all day rates of
individuals involved.

• Time contribution and roles of the various team members (if supplier is a team)
• Costs (including a comprehensive breakdown of expenses, including how many 

FTEs and number of days that will be required)

All our content should be WCAG 2.2. AAA compliant. Any documents being provided to
Wellcome must pass accessibility requirements. If you are unable to produce accessible
documents, budget must be set aside to employ a suitable agency to do this work.

2.6 Section 6. Equity Diversity and Inclusion

 

1. Outline your EDI policies and how you will ensure equity, diversity and inclusion
considerations are embedded throughout the planning, development and delivery of the
project?

3 Evaluation Criteria

During the RFP evaluation period the evaluation panel will independently evaluate your proposal against the
criteria outlined below. All scores will be collated, discussed and a decision will be agreed on who progresses
to the next stage of the procurement exercise.

Criteria Details Weight %

General N/A

Methodology

Coverage: How well are the desired focus areas (as outlined in the
specification) covered in the proposed methodology addressed?
Quality: Is the proposed methodology aligned with our needs?
Utility: Will the proposed methodology deliver the desired, credible,
and useful results?

N/A

Experience
Skills and Experience: Does the supplier have the relevant skills,
experience, and contextual understanding to deliver this work?

N/A
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Delivery and Outputs

Communication: Is there a good plan for communicating with the
Wellcome team?
Delivery plan: Is the proposed delivery plan appropriate and
achievable?
Feasibility: How feasible is the delivery plan? Are there significant
risks associated with the proposed timelines, and how well are they
mitigated?
Conflict of Interest - Is any real or perceived conflict of interest
acknowledged and managed appropriately.

N/A

Budget Value for Money: Is the proposed work good value for money? N/A

Equity Diversity and
Inclusion

Do they have EDI policies and are these being put into practice in
the proposal?

N/A

Accessibility

All our content should be WCAG 2.2. AAA compliant. Any 
documents being provided to Wellcome must pass accessibility 
requirements. If you are unable to produce accessible documents, 
budget must be set aside to employ a suitable agency to do this 
work.

N/A

Total: 0%
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4 General Information

4.1 Data Protection

Wellcome is committed to upholding data protection principles and protecting your information. The Wellcome
privacy statement explains how, and on what legal basis, we collect, store, and use personal information
about you. This includes any information you provide in relation to this proposal. 

Under UK Data Protection law, Wellcome must keep a record of all personal information it is processing (i.e.,
collecting, using, and sharing). This record will be made available to the Information Commissioner's Office

upon request. This is Wellcome's record of data processing activities which meets UK GDPR article 30

requirements.   

Successful Suppliers will be asked to complete a TPRM and TPSRA assessment this is for Wellcome to
assess how you handle data. 

4.2 Equity Diversity and Inclusion

Embracing diversity and inclusion is fundamental to delivering our mission to improve health, and we are
committed to cultivating a fair and healthy environment for the people who work here and those we work with.
We want to cultivate an inclusive and diverse culture, and as we learn more about barriers that disadvantage
certain groups from progressing in our workplace, we will remove them.

Wellcome takes diversity and inclusion seriously, and we want to partner with suppliers who share our
commitment. We may ask you questions related to D&I as part of our RFP processes.

4.3 Disability Confident

The Wellcome Trust is proud to be a Disability Confident Employer (DC Level 2) and we encourage all our
partners and suppliers to do the same. More information about this can be found on the government website
Disability Confident employer scheme and guidance - GOV.UK (www.gov.uk). Disability Confident is creating
a movement of change, encouraging employers to think differently about disability and take action to improve
how they recruit, retain and develop disabled people.

4.4 Accessibility

Wellcome is committed to ensuring that our RFP exercises are accessible to everyone. If you have a disability
or a chronic health condition, we can offer adjustments to the response format e.g., submitting your response
in an alternate format. For support during the RFP exercise, contact the Wellcome Contact.

If, within the proposed outputs of this RFP exercise, specific adjustments are required by you or your team
which incur additional cost then outline them clearly within your commercial response. Wellcome is committed
to evaluating all proposals fairly and will ensure any proposed adjustment costs sit outside the commercial
evaluation.

All our content should be WCAG 2.2. AAA compliant. Any documents being provided to Wellcome must pass
accessibility requirements. If you are unable to produce accessible documents, budget must be set aside to
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employ a suitable agency to do this work.

4.5 Independent Proposal

By submission of a proposal, prospective Suppliers warrant that the prices in the proposal have been arrived
at independently, without consultation, communication, agreement or understanding for the purpose of
restricting competition, as to any matter relating to such prices, with any other potential supplier or with any
competitor.

4.6 Funding

For the avoidance of doubt, the output of this RFP exercise will be funded as a Contract and not as a Grant.

4.7 Costs Incurred by Prospective Suppliers

It should be noted that this document relates to a Request for Proposal only and not a firm commitment from
Wellcome to enter into a contractual agreement. In addition, Wellcome will not be held responsible for any
costs associated with the production of a response to this Request for Proposal

4.8 Environmental Sustainability

Wellcome is playing its part tackling the climate crisis through its mission-driven Climate & Health strategic
programme.

In addition, our Sustainability programme aims to address the environmental impacts and carbon emissions of
our activities and operations.

Our suppliers have a key part to play delivering on our sustainability ambitions. We expect all our suppliers to
take active steps to:

• Address their environmental impacts, for instance as part of a certified Environmental Management
System.

• Reduce the carbon emissions of their products and services, for instance by adopting Science-Based
targets and plans to deliver them.

• Embed environmental considerations in the sourcing and delivery of goods and services to Wellcome,
across all stages of their life cycle.
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