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For this assignment the student has been tasked with writing a report on the strategic management and direction of an organisation chosen by the student. The report will begin by firstly critically analysing the current internal and external drivers in the organisation’s micro and macro environment using appropriate environmental scanning techniques such as a PESTLE and SWOT analysis which will examine and highlight corporate, social and environmental responsibility in the organisation and include how these findings drive the required changes to the business environment which will inform the development of the strategy ensuring that the organisation is sustainable over a long term period of between 5 – 10 years. The report will also include an in-depth analysis of the organisation’s stakeholders together with an evaluation of what the highlighted stakeholders expect to receive from the organisation.  
The student has chosen to explore the student’s previous organisation, the NHS due to its familiarity with its procedures and processes, and, the role Human Resource Management plays in the development and goals of the organisation’s strategic capabilities. The NHS is accountable to the public, communities and patients that it serves. The NHS is funded through taxation and it is the government which sets the framework for the NHS which is accountable to Parliament for its operation.    
Throughout the report the student will demonstrate an understanding of the various strategic models that are most appropriate to the author’s chosen organisation to illustrate the referenced research findings of the internal and external environment, together with an explanation on how strategy management has a link to the culture and capability of the organisation’s bottom line which impacts the customer experience and workplace relationships such as motivation, and communication channels.   
Finally, the student will provide a critical appraisal of the organisation’s current strategic future direction by asking important questions concerning the vision, strategy and mission statement, for example; are they fit for purpose in the current business environment? Is the strategy satisfying stakeholders expectations and achieving its goals? If not, why not and what has to change? In conclusion, the student will make recommendations and propose a clear new strategy based on the research findings.  
[bookmark: _Toc87877518]An introduction to Strategy 

Strategy is about the key issues for the future of the organisation. The student’s literature research failed to find a single clear definition of strategy, however, Johnson et al (2011) describe strategy simply as “ the long-term direction of the organisation”.  Michael Porter (1996), a leading strategy theorist who is world renowned for the ‘five forces analysis’ – a tool for analysing a business’s competition (which will be explored in further detail) described strategy as a competitive position:
‘Competitive strategy is about being different.  It means deliberately choosing a different set of activities to deliver a unique mix of value’.
Strategy work is normally performed by specialist strategic planners and consultants, and Schien ( 1992), states that one of the critical roles of leadership is to notice changes in the external environment and adapt accordingly. He believes that leaders are required to have a heightened awareness of the departments that are connected to the external environment such as sales, finance, marketing, purchasing with an ability to listen to their concerns and react on the implications for the future of the organisation.   Johnson argues that although strategy questions are the concern of senior managers at the top of the organisation, middle managers are required to understand the strategic direction of the company in order to explain it to the employees they are responsible for as well as gaining top management approval on any initiatives or creative ideas they may have in support of the strategic direction of the organisation.  Therefore, strategy development is not limited to the Board it can take place at all levels as explained in further detail below.   
There are three levels of strategy in an organisation:
Corporate-level strategy is concerned with setting the overall strategic direction of the organisation and is the principle role of the Board of Directors. Their role is to ascertain how value is added and how the finite resources is allocated between the different departments within the Trust. 
Business-level strategy is concerned with how the different business units compete in their particular markets, for example in the Trust, strategy decisions are made regarding how individual hospitals, geographically placed should provide best-value services to their immediate community.  
Operational Strategies are concerned with how the parts of the organisation that make up the people, processes and resources are delivered effectively. Operational decisions are closely linked to the business level strategy and are essential to the overall success of the corporate strategy.  For example, the student’s role of Recruitment Manager was to ensure that the correct process and security checks were followed to recruit highly qualified staff that this was completed efficiently and correctly which was part of the recruitment strategy ‘to recruit people with the right skills in the right place, and at the right time’.
The student has chosen to explore the opportunities and threats and how the findings impact on the strategic direction at Cardiff and Vale NHS Trust which is the student’s previous employer. The Trust employs over 14,000 staff. The student has chosen the NHS mainly due to the familiarity of the organisation; the vast complexity of the NHS;  and the fact that everyone is a stakeholder of the NHS with a personal interest in the strategic direction of the health service.  
Without doubt, 2020/21 has been one of the most challenging the NHS has ever faced in its 72-year history with the arrival of the Covid-19 pandemic which has posed many significant obstacles to how services were delivered to patients whilst keeping them and staff safe.  Covid-19  has demonstrated that the world can work differently – no longer needing face-to-face contact – virtual consultations and GP appointments reliant on a greater use of technology, which also leads to a reduction in travel, however, this has led to increased digital exclusion with patients who are not comfortable with new technology. Marlow et al (2020), believes that this has led to many challenges and questions regarding how the NHS should plan for the future as well as ensuring that the experience of achieving change in such a fast and adaptive way should be embraced and how best practices emerging from the pandemic should be captured and designed to make them a permanent feature of a new NHS model. 
Section four will find the student exploring the current strategy to determine whether it is ‘fit for purpose’ with section 5 concluding with proposing a clear new strategy based on the student’s detailed research findings and analysis which would try to convince a board of directors to consider changing / amending the organisations strategic direction.   
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According to Johnson, the environment is what gives organisations their means of survival by creating opportunities and threats. By analysing the environment, it will enable a business to remain competitive and adapt in the future where needed.
A SWOT (appendix 2 is an analysis (strengths, weakness, opportunities, threats), of the internal environment of the students organisation the NHS, and the impact these findings may have on the culture of the organisation, highlighting forces that are close to a company that affect its ability to serve its customers and taking into account the organisational values, attitude, performance and motivation of staff, which in turn will highlight any internal forces for change which help inform the strategic direction of the organisation. 
The SWOT analysis revealed a strong weakness in the Trust’s ability to maintain a healthy balance between supply and demand in patient referrals.  Waiting lists for treatment are at a crisis point with Dentistry revealing a 3 year wait for routine checks due to the pandemic due to only offering emergency care and non-urgent surgical waiting lists continue to grow in Wales with 624,909 patients waiting in September 2021 (wales.gov.uk).   The Welsh government have increased funding to the NHS to 551 million to support mental health, increase physiotherapy, and access to pain relief.  These issues have led to staff leaving across all sectors due to an increase in abuse from the public. Therefore, the extra funding will have a negative impact if there are not enough staff with the right skills in the right place at the right time. All these issues impact on staff motivation and ultimately the customer experience. 
The popular PESTEL framework (appendix 1) was used to identify and uncover key issues on how external environmental issues which are likely to have a major impact on the delivery of services in the NHS regarding the political, economic, social, technological, environmental and legal environments. A PESTEL framework provides the ‘data’ from which to identify possible key drivers for change, enabling ‘what if’? scenarios of the future of the organisation.   Many of the factors are linked, for example, technological advancements in automation would likely have an impact on economic factors such as labour costs due to a decrease in staffing requirements.  This is a tool used to analyse, inform and support the organisation’s strategic future direction. However, Farnham (1999), argues that the environment contains many external influences affecting the strategic direction of the organisation and it is impossible to explore each one, therefore, there is a requirement to select and prioritise external factors.
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The student chose to analyse the organisations competitive environment using Porter’s five forces framework which according to Johnson ‘helps identify the attractiveness of an industry in terms of five competitive forces’ (appendix 3).  All organisations have a competitive industrial structure, although in comparison to others the student was of the impression that the level of competition within the NHS may not seem as intense, however, research reveals that all the five forces still play a significant role in the health service and the attractiveness of the health care sector. By analysing all five competitive forces strategists can gain a complete picture of what external factors impacts customer satisfaction and profitability in the NHS.  The five forces framework can identify game changing trends early on and quickly respond to exploit the emerging opportunities by shaping these forces in their favour.  However, critics of the five-forces as cited in Farnham (1999), include that it assumes that the interests of the organisation must come first and that customers are not the drivers of the competitive strategy as well as ignoring the human resources aspects of strategy.  The following section will explain and analyse each of the five forces:
Bargaining Power of Suppliers
When analysing the competitive force of the ‘bargaining power of suppliers’ and how suppliers can push up costs, this is according to the student’s research a considerable threat to the NHS due to the uniqueness of the suppliers. Medical suppliers, such as pharmaceutical and medical equipment constitute a large proportion of the NHS budget of which the NHS cannot function without. The NHS has low bargaining power as a buyer with these pharmaceutical companies as there is little competition and is also open to exploitation. Research highlighted an excellent example of this, the Competitive and Markets Authority (CMA) found that the drug company Activas.UK had broken competition law by overcharging the NHS for hydrocortisone tablets.  Prior to 2008 the NHS spent approximately £522,000 per year on the lifesaving drug, however, by 2015 this had risen to £70 million per year, which is equivalent to £102.74 per pack compared to £1.07 in 2008.   
There is also the ongoing cost of the bargaining power of suppliers of agency staff which is a big threat to the NHS purse.  The NHS is required to adhere to the ratio of staff v patients to maintain safety. However, during 2015 the then health secretary Jeremy Hunt set new rules to move the balance of power away from the agencies by setting a cap on the hourly rate an agency can charge as it was reported that some agencies were reported to be charging £3,500 per shift for a Doctor.  https://www.bbc.co.uk/news/health-32906313 
Bargaining Power of Buyers  - Patients
As the money to deliver health services shrinks, the organisation must continue to become more effective and consider how it can provide services more efficiently.   The NHS is currently in the process of recovering from a backlog of demands on health and social care services due to a concentrated effort on prioritising Covid patients. There is also the ageing population which is impacting on care due to people living longer but presenting with various age-related health problems that also needs to be managed. 
Patient power is evident in the explosion of social media, good relations with the media is paramount to dispel rumours which harm the Trust’s profile. The public regularly self-diagnose their symptoms; however, this can lead to further costly complications down the line when treatment costs can escalate due to neglect on the part of the patients by not seeking help sooner. Patients are also making more informed choices of where they want to be treated, which has an impact on funding. 
Patients who see the benefit of paying for private treatment as a means of getting treated earlier can have also have an impact on the organisation due to the loss of income as a result of poor service. However, the organisation can recuperate some of this loss of income by allowing their premises to be used for private consultations and charging a fee, this can be classed as vertically integrate, which is a growth possibility.    
There is also the reputation and uninvited negative publicity with a report released by the Government detailing the direct and indirect health impacts of the pandemic which reported patients struggling to acquire a face to face consultation with their GP with an estimated 23 million fewer GP consultations both in person and online during 2020 compared to 2019. A report in the Times (26/09/2021) declared that patient numbers have grown, and GP’s numbers have declined due to Doctors retiring or suffering from ‘burn out’ after years of dangerously inflated workloads. 
Threat of new entrants
This is unlikely as Cardiff and Vale NHS Trust is a highly regarded teaching hospital in the surrounding area, specialising in clinical research and innovation. It also hosts the renowned Noah’s Ark Children’s Hospital for Wales, the leading Wales centre for Paediatrics.  However, an ongoing threat is that the Trust is required by law to respond to the Welsh Government introducing new policies and Acts of Parliament. For example, the Heath and Care Bill 2021/22 was introduced to ensure joined up working between GP’s, hospitals and community services – which can only enhance staff and patients in general. 

 
Threat of Substitutes
This is explained as ‘products or services that offer a similar benefit to an industry’s products or services but by a different process. An example of this in the NHS is the pharmaceutical industry introducing a new product that is like an existing medicine but at a cheaper price, but patients perceive it to be an inferior product and are reluctant to make the switch.  
An example is the fierce competition between Sky and Virgin, who offer the same products and benefits is a threat to their profits.
Competitive rivalry
The privately funded healthcare provider can be classed as a competitor to the NHS. With regards to other hospitals in the area, the Trust is required to offer better services, care, better environment and experiences that is not available at a neighbouring Trust.    
The following section is an examination of the key stakeholders and their expectations which are currently impacting on the organisation.
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Lynch (1997) as cited in Greenfield (2008) defined stakeholder management as
‘the individuals and groups who have an interest in the organisation, and, therefore, may wish to influence aspects of its mission, objectives and strategies’ .  Johnson believes that the decision made by management regarding the whole purpose and strategy of the organisation is influenced by the expectations of the key stakeholders.
The Trust is a large organisation with many stakeholders, the student has identified the internal and external stakeholders by creating a stakeholder map (appendix 4) believing the key stakeholders who have the greatest influence in the strategic direction of the Trust are the patients and employees.  The strategy ensures that the outcomes that matter to people who are directly affected are delivered. There is also the external stakeholders to consider, such as the community who have an interest in the future direction of the Trust due to employment opportunities, the impact of further additional services which could impact on the volume of traffic and the increased environmental impact which is a growing concern.
The Board of Directors will be judged on their leadership qualities and success of the strategic direction, together with the Welsh Assembly Government whose policies and direction play an influential part in the strategy. 
Expectation of stakeholders
The Trust believes that people who use the services are central to all that they do. The Trust’s strategy was developed jointly by employees, clinicians, local communities and the voluntary sector.  The number one expectation is for people to know what to do to minimise the risks of developing a disease; by receiving information regarding screening programmes for early detection to enable them to lead a healthy life, this practice would also help alleviate the pressure on the wards and clinicians. People also expected an understanding of the treatment options available and to be treated with kindness, respect and dignity as well as being offered the best available care and delivered as close to home as possible.      
The expectation of employees is to be in a great place to work and learn and to provide an environment where research and innovation thrive together with fair pay. A study by Herzlick (2019) revealed that managers who support employees learning can lead to holding onto and attracting the right people who are eager to explore self-development.  With Lussier and Hendon (2017) arguing of the importance of creating career paths for employees to achieve their personal goals stating that the benefits are not only motivated and engaged employees but there is also an impact on employee retention, better employee relations, lower employee absenteeism due to sickness which in turn saves the organisation time and money.
The following section will explore 2 strategy frameworks;  The McKinsey 7-S framework (appendix 5) and the link between structure and strategy. 
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According to Johnson, The McKinsey 7-S framework was developed by the McKinsey & Co consulting company for assessing the degree to which the various elements of an organisation’s design interlink and ‘fit’ together in a shared supportive manner, it is a means of determining whether an organisation has the structural support to be successful. The framework highlights the importance of fit between two elements:  the hard element of strategy, structure, systems, and the soft elements of staff, style, skills and superordinate goals (shared values).  McKinsey believe that together these 7 elements serve as a checklist in organisational design. The student has discussed the hard elements in the previous section and will explore in detail the soft elements of the organisation:
Style: This refers to the leadership style in the organisation which can influence the culture of the organisation.  The management style in the student’s organisations can be classed as authoritative, research reveals that this style is ‘visionary’. An authoritative leader mobilises the team towards a common vision with a real focus on the end goal. However, the student believes, that there is no right way to lead as the internal and external dimensions of the environment require the leader to adapt and change direction to fit that particular situation, leadership should not be viewed as a ‘one size fits all’ process. 
Staff: This element concerns whether the organisation has the staff in place to support the strategy as well as the staff with the required experience and knowledge to enable them to produce a sustainable strategy.  
Skills: This element not only recognises the knowledge of staff but also the standard of training and development available and the rewards system of high performance.
Superordinate goals: This element concerns the shared values, vision and goals of the organisation and is placed at the centre of the framework which shows that all the other elements should support these.   
In conclusion, Johnson believes that the 7-S framework is all about achieving a ‘fit’ between all the elements and should one element change then it is likely that all the elements have to change in order to keep them perfectly aligned together. 
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Strategies are measured over years with the students chosen organisation’s ambitious 10-year strategy (2015/2025) called ‘Shaping Our Future Wellbeing’ outlining what the Trust wants to achieve.  The implementation of the strategy is reviewed monthly by the Board against an agreed set of measures produced by a balanced scorecard (appendix 5), which enables managers to view performance in several areas simultaneously, forcing managers to consider all the important measures together. All the elements are inter-connected and should be used together as a checklist.  The Trust combines this measure with a traffic light system, which highlights the urgency of each measure. The Board meet monthly with updated reports from each of the Divisions; finance, nursing, HR, IT, procurement.  
A strategy statement should cover the goals of the organisation, the scope of the organisation activities and the advantages or capabilities the organisation brings to these goals and activities. Farnham (1999), believes that the search for one ‘ideal’ framework for analysing and determining strategy is ongoing and challenging.
Elements of the current Trust’s strategy include the mission statement (why an organisation exists) ‘Caring for People Keeping People Well’, and research reveals that it is an organisation’s reason for existing and takes into account the values and expectations of its leaders and major stakeholders – it is the organisations purpose. ; a vision (what the organisation wants to do) ‘A person’s chance of leading a healthy life is the same wherever they live and whoever they are’; and the strategy (the game plan). The Trust’s strategy is : ‘Achieve joined up care based on ‘home first’, avoiding harm, waste and variation, empowering people and delivering outcomes that matter to them’  such as; I want my family and myself to be supported, be healed and pain eased as well as understanding their care choices’. The Trust’s strategy is based on the people who use the service should be central to all that they do, and was jointly developed by employees, clinicians, local communities and the voluntary sector.  A survey and questionnaire which was circulated to the public to give them a voice and include their views on the changes and future choices proposed in the strategy.  
One of the core principles of the strategy is to bring benefits to patients through Research and Development innovation, which is essential if the Trust is to meet its values and objectives.  The benefits of this to patients is access to the latest therapies and clinical trials which show better outcomes when given this opportunity.    The benefits to staff is increased knowledge and motivation and is the Trust is seen as an exciting and attractive place to work.  
The Covid-19 pandemic has highlighted the impact on staff wellbeing with high sickness levels and the strategy has been updated to include supporting staff who have experienced a hard 15 months dealing with the implications of the pandemic with the introduction of a ‘keeping me well’ hub and employee wellbeing workshops. This has implications for staff motivation and those who are suffering from ‘burn out’ as the Trust is aware it cannot afford to lose the highly knowledgeable and experienced staff.
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The current strategy revealed a shortage of nurses and healthcare assistants, which the student believes has an impact on many factors for example; the motivation of current staff as they need to work harder to compensate for low staff numbers; cost implications due to increased usage of bank and agency staff; current pay and rewards do not compensate for the highly skilled and knowledge required to look after patients.    
The student’s proposed new strategy for recruitment would include: 
· A focus on international nurse recruitment – Philippines / India / China, although this would be perceived by some as leaving a shortage in their own country, the high wages living arrangements, experienced gained compensate for this
· Retire and rehire nurses on the same salary to make it more attractive, offering part time hours 
· A robust flexible hour working scheme open to all
· An introduce a friend incentive scheme
· University scholarships bursaries
· Advertising campaign: radio / newspapers / internet / colleges 
· Storytelling from employees stating what a great profession and great place to work and learn where innovation thrives    
· Reduced carparking fees, staff canteen vouchers, free daily coffees, the savings made in the reduction of agency nurses would compensate for the extra costs incurred in this proposal. 
· Develop a staff survey, questioning the impact of covid-19 on staff and analyse results and action to be taken 
Finally, each of the above measures would combine to produce a balanced scorecard which will be reviewed monthly by the Trust Board and will guide decisions to ensure the Shaping Our Future Wellbeing strategy is delivered. 
Conclusion

In conclusion, the student was a manager in the Trust and although there was an awareness of the current strategy the student believed prior to this report, that the development and implementation of the strategy was applicable only to the Board of Directors.  However, the students have realised that the contribution as recruitment manager played a crucial role in the link between the strategy development and the recruitment of staff ensuring all the checks and procedures were followed correctly and on time. In future, the student will be equally aware of the current internal and external forces for change and the ability to communicate the Trust’s vision, values and priorities in a motivated and knowledgeable manner.          
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	External factors to consider

	POLITICAL
	Government funding
Legislation changes on the working visa regulations of foreign labour
Higher Tax implications
Political Instability
Industry regulations 
Global trade agreements and / or restrictions
Bargaining power of suppliers
Government policy / initiatives for change

	ECONOMIC
	Exchange rates
Globalisation
Economic growth / decline
Inflation
Interest rates
Cost of living
Labour costs
Consumer spending habits
Priority setting / health inequalities

	SOCIAL
	Reputation / brand image / online presence
Consumer trends / tastes
Lifestyle factors
Career attitudes
Work-life balance / Change in working practices
Population demographics / growth
Public expectations of health care
Ageing population

	TECHNOLOGICAL
	Automation
Innovation / new interventions
Social networking
Robotics
Artificial Intelligence
Security 

	LEGAL
	Employment law
Common law
Local labour law
Health and Safety regulations

	ENVIRONMENTAL
	Environmental restrictions imposed by in-country governments
Sustainable resources / sustainable services
Ethical sourcing
Transportation
Procurement
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	STRENGTHS
	WEAKNESS

	Strong All- Wales hospital network / Teaching hospital 
	High waiting lists – impact on perceived performance  

	Leading edge research and development facilities/ clinical trials lead
	High bed occupancy level (bed blocking)

	Knowledgeable / Specialist staff roles
	Nurse agency costs

	Technology/intranet sharing structure
	Technological infrastructure

	Experience based knowledge and skills
	Low staff morale

	Strong work ethic amongst staff
	High volume of nursing vacancies 

	Peer Learning and Best Practice Forums
	Links with social care departments

	High reputation of Innovation and creation
	Underlying financial deficit

	
	Understanding the value of shared experience (tacit knowledge)

	
	Communication

	OPPORTUNITIES
	THREATS

	Development of a knowledge ‘know-how’ sharing culture
	Covid-19 Pandemic /
Future Pandemics

	New product ideas / new service interventions
	Ageing population

	New treatment technological advances
	High staff sickness rates due to ‘burn out’ from treating patients with Covid-19

	Health information partnership working
	Retirement of skilled knowledgeable employees (‘brain drain’)

	Income opportunities from private patients
	Loss of market to alternative providers (Private hospitals)

	Improve reputation by working with stakeholders and public
	Increasing high cost of medicines / treatments
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Appendix 4:  Stakeholder Mapping

	High Power
	Satisfy
Patients
Employees
Trust Board
Welsh Assembly Government
Director of Human Resources
Health Commission Wales

	Manage
Trade Unions
Finance staff
Employment Law Specialist
Community Groups
Voluntary Sector
Procurement


	Low Power
	Monitor
Human Resources employees

	Inform
IT Systems Manager
Nurse Managers
Cardiff University / Medical School

	
	Low impact /stake-holding
	High Impact / stake-holding
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Appendix 5: The McKinsey 7-S framework
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Appendix 6 – Balanced Scorecard
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