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Executive Summary
The Welsh Ambulance Services NHS Trust (WAST) are widely known as an emergency service using the ‘999’ facility. The organisation does not only include an emergency service for patients but non-emergency patient transport, NHS 111 service and clinical desk. WAST operate 24 hours a day, 365 days a year and cover all regions within Wales. Forming part of the wider National Health Service (NHS) in Wales, WAST are commissioned the Emergency Ambulance Services Committee (EASC) and funded by Welsh Government. 
The report aims to cover WASTs approach to strategy and strategic management, supported by definitions from various theorists. There is a particular focus on their current strategy, their micro and macro environments, the impact of the coronavirus pandemic and the hyper personalisation of customer care. The application of three strategic management tools; SWOT, PEST and the Cultural Web allowed for a complex analysis into their strategic environments. This was supported by a range of literature to include journals, printed publications and online articles. As the author of the report and an employee of the organisation, a level of personal knowledge has been applied. 
It was identified that WAST already present several different strategies as well as long- and short-term delivery plans. The strategic management tools clearly demonstrated the influence of their complex internal and external environments on their strategic direction.  The analysis recognised many strengths to be commended such as their advancements within their leadership and management structure and continuing developments with technology. However, the strong external factors could highly influence the nature of their strategy from the poor economic climate, the issues in the wider NHS and an ageing/growing demographic. It is also vital to include organisational culture. 
Following this evaluation, a set of recommendations have been established. These include suggestions to both the content of their strategy as well as items for consideration during creation and implementation. Ideas such as the creation of communications and transitional plans, the application of value-based health care principles and always placing employees at the forefront have been sugested. This will assist them in the development of a sustainable future strategy that is able to survive within a very dynamic and unpredictable environment.
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1. Introduction

1.1 [bookmark: _Toc122072367]Organisational Background

The Welsh Ambulance Services NHS Trust (WAST) provides healthcare to the population of Wales through a variety of different settings, many of these services are available 24 hours a day and 365 days a year (NHS Wales, no date). It is a public sector organisation that constitutes part of the National Health Service (NHS) in Wales. WAST’s integral role within the NHS is to deliver emergency care across the seven Health Boards in Wales. The organisation is comprised of the Emergency Medical Service, Non-Emergency Transport, Clinical Desk and the NHS 111 service; all of which enable individuals to access the healthcare system (Welsh Ambulance Service NHS Trust, no date).  WAST is not an autonomous organisation however is intrinsically linked to other areas of the NHS. 
2. [bookmark: _Toc122072368]Strategic Management

2.1 [bookmark: _Toc122072369]What is Strategy?

Many differing perspectives exist surrounding the definition of strategy, many of which have developed throughout the years alongside the continually changing environment (De Bruin, 2016).  Porter (1996) defines strategy as consciously performing different activities from company rivals or performing similar activities to company rivals but in different ways. Ovens (2015) perfectly summarises Porter’s main attributes of strategy to; being different, building on current practices, improving inefficiencies and ceasing opportunities. External factors aside, he sees the strongest influential factors for strategy failure as lack of ambition and awareness of competitors (Porter, 1996). 
Moving away from porter’s original theory, Peter Drucker describes it as ‘A pattern of activities that seek to achieve the objectives of the organisation and adapt its scope, resources and operations to environmental changes in the long term’ (Fischer, no date). Lynch (2021) also reinforces this definition. Johnson et al. (2017, p.4) refer to elements of this definition by describing strategy as ‘the long-term direction of an organisation’. Opposing this is McKinsey & Company (2018) who view strategy as less of a formal activity but more of ‘a way of thinking about your business and not a set of procedures or frameworks’.
2.2 [bookmark: _Toc122072370]Defining Strategic Management 

Strategic Management has proven to be an ever-growing field, supported by an expanding field of literature with many insightful contributions (Mintzberg, Ahlstrand and Lampel, 1998).  These approaches can often be categorised as emergent or prescriptive (Downs, Durant and Carr, 2003). 
Lynch (2021) defines strategic management as determining the purpose of the organisation and developing plans and actions to achieve that purpose. However, an alternative perspective is also proposed by Lynch (2021) in that, due to the uncertainties with the future, strategies should be developed over time and thus creating a definitive strategy is a redundant activity. The secondary perspective reflects a more emergent approach to strategy development. 
Jeffs (2008) states that strategic management is the process of identifying, evaluating and implementing strategies in order to meet organisational objectives. Similarly, to Lynch, Stead and Stead (2008) define it is as continuous process of successfully adapting their organisation to their environment by developing competitive advantages and minimising threats. 
According to Thompson and Martin (2010), strategic management can be understood as a formal process where businesses set out their purpose and goals and the actions needed for these to be achieved. They too identify the need to change the actions in line with the changing environment. Different theorists present differences in opinion on the definition of strategic management however concerns exist around the lack of an agreed and clear definition for a very important topic (Nag, Hambrick and Chen, 2007).  
2.3 [bookmark: _Toc122072371]An Overview of WASTs Approach to Strategy

The organisation is underpinned by a wealth of strategies and plans that aim to work harmoniously together. A long-term strategic framework exists alongside an integrated medium-term plan (IMTP) as well as a series of Local Delivery Plans (LDP). Many other supporting strategies also have been created. Having this level of foresight can is viewed by Wong (2022) as essential to future success and resilience. The nature of the work of the service is unpredictable however there are many elements of predictability, therefore having these plans in place allows them to be more proactive and less reactive (Wong, 2022). This is a common method utilised in the public sector (Hines et al., 2019). The model adopted by the organisation accurately reflects the three levels of strategy – Corporate, Business and Functional (Figure 1) ensuring every aspect of the business is considered (Weaver, 2022). 
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3. [bookmark: _Toc122072372]Main Findings

An in-depth analysis of the organisation’s environment has been conducted through the application of well-known strategic management methodologies.  Collectively all three tools aim to demonstrate a clear representation of the organisation’s environment and the factors that have the potential to influence and impact the approach to strategic management. As the author of the report, being employed by the organisation has allowed access to some internal insight and perspective into their approach to strategic management. 


3.1 [bookmark: _Toc122072373]SWOT Analysis

Gurel and Tat (2017) state that the first step in understanding your environment both internally and externally is to undertake a SWOT Analysis.  SWOT is recognised as one of the more simple but most effective tools commonly used in strategic management and planning. Comprised of Strengths (internal), Weaknesses (internal), Opportunities (external) and Threats (external) it can easily be applied to the healthcare setting (Jessee, 2022). However, the literature has identified some drawbacks of the SWOT analysis such as providing limited scope for in depth data (Valentin, 2005) and the data becoming outdated fairly quickly (Harbour, no date). These aside, this type of analysis can aid an organisation to make strong strategic decisions and be prepared for even the most exceptional circumstances (Strongitharm, 2022). Many well-known theorists such as Mintzberg and Ansoff have used and further developed this tool which resulted in Ansoff’s Matrix (Gurel and Tat, 2017). For the context of this report the original SWOT model will be applied to the Welsh Ambulance Service with a focus on selected areas from each element. 
Figure 2 – SWOT Analysis
	S- Strengths 

Priorities: 

· Strong leadership and management structure 
· Developments in technology
· Clinically progressive and staff development and training

Other: 
· Collective goals and mission 
· 24/7 service

	W- Weaknesses

Priorities:

· Sole public service provider of emergency transport 
· Performance targets and ability to achieve
· Continuous competing priorities 

Other: 
· Staff burnout
· Financial pressures

	O- Opportunities

Priorities:

· NHS in crisis mode presenting opportunity for radical service change and reinvigoration 
· Change the public perception and communicate more effectively 
· More focus on value-based healthcare

Other: 

·  Benchmarking & best practice 

	T- Threats

Priorities:

· Financial pressures 
· Systems approach – issues in hospitals
· Negative press and damaging reputation developing in the public eye

Other: 

· Industrial action by staff
· Patient welfare and safety




Strengths 
WAST demonstrate many positive attributes that make them one of the leading ambulance services across the UK and one such strength is the introduction and development of a strong leadership and management structure. Having this deeply embedded within the organisation has not only enabled change and improvements to be introduced but encouraged a stable and supportive environment for the workforce.  This approach is reflected in a study by Jabbar and Hussein (2017) who support the importance of having a solid leadership and management structure through the strategic management process as it directly impacts upon the development of the vision, decision making, implementation and overall success.
Within their strong leadership structure, specific advances have been made within their clinical management team. Headed up by the UK’s first Director of Paramedicine (Welsh Ambulance Services NHS Trust, 2021a) WAST is one of the most clinically progressive ambulance services across the UK with new roles emerging that allow staff to develop themselves clinically (Welsh Ambulance Services NHS Trust, no date). Expanding the skill set of staff not only empower them in their decision making but improves patient outcomes. The continued focus on clinical development is demonstrated through the implementation of a five-year Clinical Strategy (Welsh Ambulance Services NHS Trust, 2020a). 
In order for the organisation to maintain their progression, advances in technology are required that support their internal and external programmes of work. In recent years, the organisation has welcomed many large-scale developments such as the introduction of the electronic Patient Clinical Record and individual issue iPads. This development resulted in a more accurate and timely process along with improved data sharing with other health care professionals (Davies, 2022). 
Weaknesses
Within Wales, WAST are the sole public provider of emergency medical transport provision to hospital settings within Wales. In terms of their market position, some might argue that this is a strength due to limited alternative competition, however this places a significant amount of pressure on the organisation. With various contractual obligations to maintain, it presents limited options for business continuity and resilience within their strategy.  A survey conducted by Picker (2020) into Welsh Perceptions of Urgent and Emergency Care revealed that almost a quarter of respondents would in the first instance access 999 services if they required any emergency care situation. Subsequently, the current perception of the service is causing a detrimental effect on their performance. 
Having been in place since 1974, Ambulance Service Performance targets are an instrumental part of the current strategy and the main mechanism for reporting (Woolard, Lewis and Brooks, 2003). Known as the Ambulance Service Indicators (ASIs), these measure a multitude of targets from calls taken to frontline response (Emergency Ambulance Services Committee, no date).  With the organisation currently struggling to achieve those targets due to various reasons, they are a long way from their previous performance. Khalifa and Khalid (2015) add that performance targets are a good mechanism for implementing and introducing change through evidence. 
The organisation should be applauded for continually attempting to develop their strategic direction and future ambitions however for this to be successful, the organisation must have the buy in from those directly affected and contributing the strategy.  For many individuals, there are conflicting priorities with the day-to-day pressures of the role and the activities associated with longer term plans, innovation, and change. Employees need to be afforded the time to be able to focus, free of the unpredictability of their day-to-day roles. Motivation and commitment can develop through the implementation of a clear strategy (Daly and Walsh, 2010).  This is supported by Cokins (2009) who confirmed that a strategy can effectively be delivered when employees understand it’s purpose and how they contribute towards its outcomes. 

Threats 
Forming part of a wider healthcare system requires the organisation to have an awareness of their interdependencies with other areas during strategy development. For example, the issues experienced within the hospital setting has a direct impact on the service being provided. This is reflected in the current handover delays between the ambulance service and hospitals which is a result of reasons such as insufficient bed numbers and limited social care. 
The deteriorating situation within the NHS is regularly discussed during current news and the repeated negative press is subsequently damaging the reputation of the organisation. Patient needs and expectations are increasing and combined with WAST unable to meet the unprecedented demand, this negative journalistic stance purely presents another challenge for the organisation to manage. 
With the poor economic climate and the UK still recovering from the pandemic, budget cuts have been witnessed nationally. Across the NHS, cuts are stated to be between 4 and 9 billion which will present organisations with some difficult choices surrounding funding and future priorities within their strategy. This could be anything from the introduction of new technology and care to staff redundancies (NHS Confederation, 2022). 
Opportunities 
Albert Einstein once quoted ‘In the midst of every crisis lies great opportunity’. This statement accurately represents the current picture for the organisation. Admittedly, there are many challenges within the system to consider but there has never been a time quite like the present to rethink the strategy (Lechler, no date). Up until this point, the organisation has reported good performance which has limited their scope/opportunity for implementing anything radical however now being so far away from their targets presents a perfect opportunity. 
Evidently, how an organisation chooses to approach a threat can be the difference between it remaining a threat or becoming an opportunity. The negative press previously highlighted presents itself as an ideal opportunity to change the public’s perception and increase our community engagement. WAST employ a Communications Team as well as a Patient Engagement and Community Involvement team with this specific purpose. 
The NHS are continually promoting prudent and value-based health care which can be described as exploring the best use of resources to ensure high level care whilst maintaining low costs and better value for money. It involves exhibiting the following principles; health care centred around individual needs, reduced waste, efficient, high benefit and good value for money (Bevan Commission, 2013). Value based healthcare is trending globally and organisations need to maximise where the greatest impact can be seen and identify the tools needed to achieve this (Lewis,2022). Value-based health care closely reflects the principles of the ‘Hyper Personalized Care and Care of One’ (McKinsey & Company, 2020). 
The article referenced above refers to strategically providing more of a personalised approach for individuals encountering the organisation. It explains that as the expectations and needs of our ‘customers’ are growing, businesses need to be able to develop alongside this if their needs are going to be achieved. The need to maximise technology and data is particularly prominent which is something WAST have recognised through the implementation of a Digital Strategy. They recommend that this should be a priority for any business for 2025 and this approach is also supported by Deloitte (2022). Applying ‘Hyper-personalisation of customer care’ to the public sector can be understood as ensuring every individual is receiving the specific treatment they require (Deloitte, 2022).
3.2 [bookmark: _Toc122072374]PEST Analysis

Whereas the SWOT analysis enables a company to take a brief exploration into the external environment, a PEST analysis offers more of an outward focus on the Political, Economic, Socio-cultural and Technological implications for their strategy, plans and future (Valentin, 2005). This strategic management tool is an advantageous option for many organisations as it’s; simple and presents an opportunity for forward thinking and foresight of risks.  On the other hand, it can illustrate too much information/data and similarly with the SWOT analysis, there is a requirement for the analysis to be regularly refreshed in order to maintain pace with the continually changing environment of today’s business world (CIPD, 2021). Siddiqui (2021) insists that any organisation based within the healthcare sector must gain an understanding of the elements associated with the PEST analysis and advised that the whole system be considered as there is a significant number of interdependencies on other areas. 
Figure 3 – PEST analysis
	

POLITICAL
	
	
· NHS Funding Stream
· Governance and contractual arrangements funding
· Brexit 


	

ECONOMIC
	
	
· Cost of living crisis and poor economic climate 
· Environmental sustainability and awareness
· Pending Industrial Action


	

SOCIO-CULTURAL
	
	
· Growing and aging demographic
· Increasing expectations
· Complex health needs & reduced social care


	

TECHNOLOGICAL
	
	
· Legal obligations to work to digital services programmes in Wales
· Increased requirements for remote/hybrid working
· Increased reliance on data




Political
The SWOT analysis introduced the financial pressure experienced by the organisation and with Welsh Government providing funding for WAST along with all other members of the NHS (NHS Wales, no date) there is limited scope for movement.  Some opportunities exist for additional funding through collaborative working, grants, income generation and projects but competition for this is high. The Bevan Commission (2013) illustrate their continued frustration with the government with disparity noted between NHS Wales and the other nations in the UK. They express their worries that without full political support a lesser version of the NHS will exist in Wales. 
Being within the public sector, obligates WAST to always consider their governance and commissioning arrangements when making decisions, introducing change and determining strategic direction (EASC, no date). These arrangements are set out by the Emergency Ambulance Services Committee (EASC) whose primary objective is to ensure the service achieves their performance targets and proposed developments and initiatives. Working to EASC, ensures partnership working throughout decision making, planning and reviewing of services as well as developing a ‘long term strategic plan for the development of emergency ambulance services’ (EASC, 2021).  
In January 2020, the UK left the European Union resulting in ‘Brexit’ with a short period for organisations to adapt to the new arrangements. Some areas of the NHS experienced an impact on staffing and recruitment however ambulance services experienced supply issues during the pandemic for Personal Protective Equipment and Medical Devices. Moving forward, this will potentially impact on pricing and organisations need to be compliant with new legislation and regulations (St John Ambulance, 2022). 
Economic
The UK are currently experiencing a cost-of-living crisis with increased prices for fuel, food, utilities, mortgages and supplies. This crisis is also applicable to WAST who must fuel a full fleet of ambulances and support a large estate of ambulance stations and corporate offices all requiring heating, electric, water and maintenance. With costs continually rising and no anticipation of a decrease any time soon, these additional costs would need to be factored into future strategies and the feasibility of plans. This crisis is also felt by employees of the organisation with the potential to impact upon their ability to come to work and fulfil full duties. Under these circumstances, individuals could either value their current roles or search for alternative employment with improved salaries. 
This scenario is reflected in the planned Industrial Action threatened by nurses and ambulance staff during December 2022. This is anticipated to cause significant complications for the organisation with a shortage of staff planned for initially four days over an already difficult Winter period.  It is important to consider that this may only be the start of their action (Royal College of Nursing, 2022) and future dates may be organised should a resolution not be found. During times such as these, plans will need to be amended to reflect this and moved to a position of business continuity. 
As a public facing organisation, there is a duty of care to promote environmental sustainability and awareness and despite the organisation implementing an environmental strategy for 2020-2025 there is other legislation and directives issued by Welsh Government that must be followed. This includes the Well-being of Future Generations (Wales) Act (2015) which places a requirement on public body organisations to focus on the environmental impact of all decisions with a mandatory requirement to annually report against the measures stipulated within the act. Other directives include the achievement of the BS EN ISO14001:2004 Environmental Management System (EMS) for all WAST sites (Welsh Ambulance Services NHS Trust, 2020c). Some long-term objectives also need to be considered such as the aim of being carbon neutral by 2030 in line with the Net Zero Strategy 2021 (HM Government, 2021). These national strategies have a direct correlation upon the earlier identified issues surrounding the rising costs of fuel and utilities. 
Social 
Within Wales and other nations within the UK there is an aging demographic which can be described as, the population is growing and with that they are living longer. WAST have specifically introduced initiatives within their strategy to support this factor such as the Older People and Falls Framework. From one perspective, this is a positive for individuals and their families but this increase in demand impacts the organisation and is recognised that patients are not receiving the quality of service they deserve (Welsh Ambulance Services NHS Trust, 2022b). 
The longer that individuals are living subsequently results in their health needs changing and often becoming more complex. An article published in the Economics Observatory (Karjalainen, 2021) confirms the significant backlogs created in the system as a result of the pandemic which has impacted those who remain untreated.
An understanding of the whole healthcare system is required with an awareness of other factors such as reduced social care in the community (Lloyd, 2022). The ambulance service receives the effects of this as individuals often feel they have no other options available to them.
Technological 
WAST’s Digital Strategy (Welsh Ambulance Services NHS Trust, 2020b) outlines a number of directives, initiatives and policies that are applicable to the organisation in terms of technology. WAST are a member of the Digital Services for Patients and Public Programme, formed by Welsh Government which places an objective for all organisations to help people in Wales access better healthcare. Included in this is the development and improvement of current digital systems as well as the introduction of new applications (Digital Health and Care Wales, no date). These recommendations are also reflected within the outcomes of the Topol Review (2019) which looked into the use of technology by employees based within the healthcare sector and how it could improve their roles (Topol, 2019). This review has already been considered by the organisation within their digital strategy. 
Since the coronavirus pandemic there has been an increased requirement for remote/hybrid working and in order to welcome this change and work as efficiently as possible there needs to be sufficient technology available to individuals within the organisation. Different methods of collaborative working have already been introduced such as Microsoft Teams, Zoom and other platforms such as SharePoint (Welsh Government, 2022) along with individual issued iPADs, laptops and other mobile devices.  
There has always been a requirement for WAST to utilise and provide data to demonstrate performance however requests for data to support decision making is increasing. Having access to good quality data provides an organisation with assurance over current practices, evidence for decision making and introducing change. Enabling the sharing of data across organisations is a current trend with the aim to improve the overall system and outcome for the patient (Welsh Ambulance Services NHS Trust, 2020b). 
[bookmark: _Toc122072375]3.3 Cultural web 
The previous two tools do not allow for a strong focus on the challenges surrounding staff and organisational culture, and with the study of culture within Emergency Services becoming increasingly popular, the cultural web tool will be applied to WAST (Wankhade, Heath and Radcliffe, 2017). Designed by Johnsons and Scholes (1992) it incorporates the following elements: stories, symbols, rituals and routines, control system, organisational structures and power structures (Wiley Encyclopedia of Management, 2015). What’s beneficial about the model is that it can be easily understood with its clearly defined elements however this may cause difficulties for some when attempting to categorise the concepts of cultures (McDonald and Foster, 2013). When introducing change both (Woolard, Lewis and Brooks, 2003) and Johnson et al. (2017) support the exploration of organisational culture. Jeffs (2008) highlights that that there may be a variety of cultures present within different areas of an organisation and not one style fits all. If there was an opportunity to explore organisational culture further, it could be beneficial to look at the types of culture proposed by Charles Handy; power, role, task and personal. 
Figure 4 – Cultural Web
[image: Diagram

Description automatically generated]

Central to the cultural web is the ‘paradigm’ which references all assumptions made about an organisation that are not always considered and can be described as ‘deeply buried practices within the organisation’ (McDonald and Foster, 2013). All descriptions of the individual elements of the cultural web have been adopted from Johnson et.al (2017). 
1. Stories include any events discussed inside and outside of the organisation
Dependant on which sector of the service you are embedded within will influence the stories told, this is often influenced by the individual experiences of the staff members. Some reference many years ago when there were individual services across Wales, negative reviews of the service (McClelland, 2013) and opinions surrounding individuals in positions of power.  
2. Symbols refer to any objects, people or events associated with the organisation as well as how their strategy is explained to the public
WAST demonstrate a strong branding and logo, one which has followed them since inception with only slight modifications over the years to reflect structural changes. Their logo is illustrated on their website, uniform and any promotional materials and a similar version is used amongst other ambulance services in the UK. To the public, they’re recognised for their green uniform and have recently re-introduced rank markings, a topic of much discussion. This could be perceived as a small change to some but to others it is a step backwards in culture and acts as a symbol of status and power. In terms of their strategy, the organisation remains transparent with their formal documents published on their external facing website. 
3. Power structures describes where power exists within the organisation and who influences strategic direction. 
Power and high-level decision making is placed with WAST Trust Board who are responsible for focusing on strategy, embedding ethical behaviours, quality, risk and partnership working. WAST’s website states that the ‘board shapes the culture of the Trust in several ways’ and individuals within the board must display qualities of integrity and trust (Welsh Ambulance Services NHS Trust, no date). Power does not only reside here but with the CEO, Chair and corresponding directors who possess a significant amount of autonomy and responsibility. 
4. Organisational structures refers to both formal and informal structures and the level of flexibility within these. 
WAST have adopted a hierarchical approach to organisational structure as opposed to flat. There is a clear line of sight from the CEO to the individuals of the frontline with communication tending to be vertical. The benefits of adopting such an approach are that it allows for individuals to have clarity on where decisions are made, it provides career progression routes and is a beneficial way of developing specialists within teams (Meehan, 2019). However, WAST have experienced difficulties with important information filtering down to frontline staff. A recent report published by Audit Wales (2022) considered the great efforts by executive members to obtain feedback from staff such as through CEO roadshows, site visits and awards. Although there may be a hierarchical approach, there is visible leadership. 
5. Control systems describes how the organisation are measured and monitored. Consideration is needed around if there any emphasis on reward or punishment. 
The SWOT and PEST analyses identified that many aspects of the organisation are measured against performance targets set out by our commissioners. They are transparent regarding their performance, and these can be viewed on their website. WAST also measure aspects such as concerns, adverse incidents and staff/public engagement through the use of surveys.  The organisation is actively attempting to move away from a blame culture and instead towards ownership and developing incidents into learning opportunities. A study conducted by Woolard, Lewis and Brooks (2003) into strategic change within the ambulance service revealed changing the culture of poorly performing staff would be a significant task to undertake but would be highly influenced by the culture of management. 
6. Rituals and routines refer to the day-to-day behaviours that are recognised as acceptable and encouraged amongst staff.  

In many case,s organisations display their core values on their internal and external facing pages such as on their website. Over the years, WAST has highlighted the importance of Trust behaviours for both managers and employees and the NHS staff survey conducted in 2018 demonstrated that 81% of respondents believe in the values of the organisation (Welsh Government,2018). There has been a recent refresh of these to reflect current priorities and the anticipated direction of the organisation.  This follows the advice from the Audit Wales report (2022) which particularly addressed cultural issues surrounding, reporting of adverse incidents, annual appraisals for staff and bullying and harassment.  The image below illustrates the Trust’s behaviours of ‘ Being Our Best’. 



Figure 6 – WAST Behaviours
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[bookmark: _Toc122072376]
3.4 The McKinsey 7s Framework

The cultural web is a distinct model that allows an organisation to analyse ‘softer’ aspects than those identified in the PEST and SWOT analyses. It draws similarities to another popular model used by public sector organisations, ‘The McKinsey 7S Framework’ which also focuses more internally on factors surrounding personnel and their strategy. The 7S; strategy, structure, systems, staff, skills, style and shared values (Jurevicius,2022). This would be a useful model to adopt when looking at organisational design and its level of effectiveness (Barato, Arvand and Ahmad,2014).
4. [bookmark: _Toc122072377]Post Pandemic 

A common theme that underlies the findings of all three analyses and which has had a significant impact upon the strategic direction and influence of the organisation, is the Covid-19 pandemic. 2020 saw the beginning of a global pandemic and lasting over a 2-year period, it presented a variety of changes and challenges that nobody could have ever foreseen. It impacted areas such as the economy, finance, education and to day to day living but one of the most recognisable impacts was that witnessed by the health care sector. A significant amount of pressure was placed on all public services, including WAST with their 20/21 annual report titled ‘the chronicle of the pandemic’ (Welsh Ambulance Services NHS Trust, 2021b) accurately depicting the organisation’s experience. 
Repercussions are still being experienced by the emergency services (British Medical Association, 2020) resulting in long handover delays and concerns over staff welfare (Care Quality Commission, 2021). This is reflected in all ambulance services across the UK (Duffy and Rees, 2022) with some of the worst performances on record recorded in England (Mahase, 2022). Certainly, some benefits have arisen from the pandemic such as remote/hybrid working and the ability to introduce change quickly and effectively, but critical incidents have been declared across the country thus prompting the need to introduce a radical change in strategy. 
5. [bookmark: _Toc122072378]Conclusion

Strategic management has always been a subject of interest within the healthcare sector (Jaworzynska, 2017). Undertaking an analysis into WAST’s current approach to strategic management has revealed some thought provoking points regarding their current strategic direction and the influence of their internal and external environments. It was apparent throughout that being within the public sector places several limitations on the organisation with limited freedom compared to that of the private sector.  
The chosen three strategic management tools proved highly effective in enabling a full and informative picture of the micro and macro environments to be gained. The tools are able to be applied without a significant amount of resource and can easily be adapted to suit the specific environment (Vasileva, 2018) but there is a need for regular refresh in line with the continuous changes in the environment. It has allowed for an opportunity of potential change learning and adaptability (Cohen & Cyert, 1973). Although the SWOT identified various weaknesses and threats that could impact the future implementation and delivery of a strategy, it also discovered many strengths which should be celebrated. With only a brief examination into organisational culture, research shows that it is extremely complex and challenging to change (Wankhade, Heath and Radcliffe, 2017).
It cannot be argued that WAST have fully recognised the impact of the pandemic (Welsh Ambulance Services NHS Trust, 2022b) on their organisation and although the environment draws no comparison to two years ago, it continues to cause difficulties with financial restrictions, negative public perception and staffing issues.  WAST are clearly comfortable with creating and delivering a strategy and have the infrastructure, resources and tools to be able to do so. So, with the current climate showing no signs of improvement, an ideal opportunity for radical change has been presented to WAST. If the organisation is going to create a more sustainable way of delivering care for the population of Wales, then different approaches should be explored, in particular value-based healthcare. What is most important for an organisation like the ambulance service is the support of operational staff and whether they are willing and ready to accept the new way of working (Audit Commission, 1998). 
6. [bookmark: _Toc122072379]Recommendations

Adopting Porter’s (1996) earlier advice of ceasing opportunities, the organisation are currently undergoing a complete transformation in their strategic direction. This information has not been released into the public domain however following the in-depth analysis into strategic management within WAST, a set of recommendations have been developed that suggest potential areas for improvement in terms of strategy content, implementation and delivery.  
1. Development of a strong and innovative communications plan that fully supports the implementation of a new strategy with a focus on the infiltration of information to all levels of the organisation. Technology needs to be maximised to guarantee information is accessible for staff. 
2. The strategy adopts the principles of value-based health care and hyper-personalisation of customer care. With no additional budget available, ensuring best value for money with existing resources. 
3. With significant changes anticipated for the entirety of the organisation, there is a need to develop a transition plan that allows the organisation to seamlessly move to the final outcome. 
4. Develop the strategy in partnership and afford those involved, the time away from their day-to-day positions to enable them to be inspired, think creatively, engage with staff and introduce changes. 
5. Engagement with health board partners and other external bodies to map the interdependencies within the system that could support/prevent change from being introduced as ambulance services should not make their plans in isolation (Audit Commission, 1998). 
The service can be described as challenging, unpredictable and never without interest (Welsh Ambulance Service, 2022) and the current and future strategy needs to be able to support this. 
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