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Business, culture and change in context – NHS Wales/Hywel Dda University Health Board (HDUHB)

Q1.1
HDUHB has identified three main objectives for the organisation. 

They are: 
· ‘Putting people at the heart of everything we do
· Working together to be the best we can be.
· Striving to deliver and develop excellent services.’
(HDUHB, 2023)

Whilst these goals at face value sound achievable, there are many external factors which can influence the feasibility of these objectives. Waite et al (2021, p.6) suggests that the nature of the global business environment guarantees that no matter how hard we work, organisations will continue to experience dramatic change far beyond their control.

Whilst Waite doesn’t specifically say it, this is referring to PESTLE, Marmol (2015) says that PESTLE stands for Political, Economic, Socio-cultural, Technological, Legal and Environmental. It is an analysis tool that enables a manager to identify key factors which may have an influence on business and future development. 

An example of PESTLE being used within the context of the NHS would be the coronavirus pandemic, which saw a rapid shift in how the organisation worked as whole. Administration staff moved off hospital sites and the introduction of Microsoft teams allowed even administration staff who were based in hospitals, such as ward clerks, were able to work remotely, ensuring their safety and wellbeing. (Mehta, 2020) 

Additionally, an issue that has been plaguing the NHS in Wales for several years is staffing issues and meeting service demands, such as ensuring the public are seen to in A&E in under 4 hours, as an example. (Gray, 2022) Whilst the Welsh Government has set out a plan to try and get the staffing crisis currently faced in Wales in check (GOV.WALES, 2023), little has been implemented yet. It’s important for the NHS to address these issues efficiently, as it may affect future funding for the organisation if not managed effectively. It is also important to the public as stakeholders, as if goals aren’t being met, this has a direct correlation to the care that they receive. 

Q1.2 
As part of the NHS Wales Performance framework & guidance, HDUHB must complete a guidance document for their staff in order to fulfil targets and objectives set out by the Welsh government. Two of the objectives set out in this document are “People in Wales have improved health and well-being with better prevention and self-management”, and “The Health and Social care workforce in Wales is motivated and sustainable.” (HDUHB, 2022)

These objectives are very broad and cover multiple criteria within them. As these criteria has been set out by the Welsh Government, who directly fund the health board, it is imperative that the health board complies in trying to achieve these targets.  

According to George (2019) strategic planning has ‘A positive, moderate, and significant impact on organizational performance in the private and public sectors, across international settings.’ What this suggests, is that appropriate planning is necessary when it comes to organisational objectives and goals, as this has a direct impact on the organisation achieving targets. 

Whilst the objectives outlined above by HDUHB are large in scale, they are broken down into Key Performance Indicators (KPI’s) which makes them measurable. Cormier (2017) Says that “‘Any environmental management must be based around targets which are SMART – Specific, measurable, achievable, realistic and time bounded’ otherwise it is not possible to determine whether management actions are successful and achieve the desired aims.” 

This can be seen within the health boards Performance Framework and Guidance document, as these very broad goals are broken down into smaller sections with specific goals/outcomes. For example, as part of the objective “People in Wales have improved health and well-being with better prevention and self-management”. There are a few sections, such as “Weight management, smoking, diabetes” And within these sections, different measurable targets, such as “Identify percentage of adults losing clinically significant weight (5 or 10% of their body weight” through the All-Wales Weight Management Pathway” (HDUHB, 2022) By having these SMART objectives, it allows both management and the employee to have a clear understanding of what their objectives are and what they to implement/change in order to achieve their targets.
Q1.3 
Entwistle (2021) Says ‘With the establishment of the NHS, the link between financial means and access to healthcare was severed. Citizens became both patients and stakeholders in a system that promised free healthcare at the point of use’.

The NHS was developed at the back end of World War 2 and promised free healthcare. The original NHS act in 1946 set out three main principles, which were;
· That it meets the needs of everyone
· That it be free at the point of delivery
· That it be based on clinical need, not ability to pay.
(Shapiro, J, 2010)

Based on these values, it could be argued that the NHS’s customer base is everybody who lives within the United Kingdom

The NHS is the primary provider of healthcare throughout the entire UK. Whilst private practises do exist, most of the UK relies heavily on the NHS for their healthcare needs. As the population of the UK has grown, it has steadily mounted more pressure onto the NHS which struggles to deliver on some of their targets, set out by UK Parliament and local governments. 

An example of the above can be seen in an article by Green (2022). Green cites that within Wales specifically, only 7% of NHS practises contacted were able to take on new adult patients, and that one in ten dental practises were unable to treat children under 16, who are entitled to entirely free dental services.

Waite et al (2021) says that a customer lifecycle has 5 stages – Awareness, Acquisition, Conversion, Retention and Loyalty. This is true within the context of the NHS, as people are made aware of the NHS from childhood, many parents take their children to NHS doctor’s, dentist’s etc. at a young age, which makes them aware of the organisation. At this point, the NHS will have already acquired a new customer, as a child will learn through life, it is a “free” service which they can use whenever they need. Many retain their loyalty to the NHS for this simple reason. Because we pay tax’s which go to our government, and directly fund the NHS, most people would not look for privatised healthcare, as this would incur an additional cost to them as an individual in addition to the tax the government already takes from us all. This is proven by the immense strain felt by the NHS to deliver on all our services.

Q1.4 
During the early days of the Covid-19 Pandemic, NHS Wales introduced Microsoft teams, it was later confirmed by Gething, V (2020) that the service was here to stay. Prior to the pandemic, NHS Wales rolled out Office 365 which was part of a major deal with Microsoft (Microsoft, 2019) 

Both teams, and the Office 365 suite have been extremely useful for the NHS, as it has allowed people to work collaboratively on documents from different locations, share databases and resources remotely through cloud storage, and collaborate via video calls, as well as having an instant messaging service. 

Within administration, a specific tool which has helped professionals within the NHS is Power Automate, part of the office 365 suite which allows the automation of repetitive tasks. An example of this could be an e-mail which needs sending to people attending a class every week with information of where the meeting is, if it’s online providing a link, the time of the meeting etc. With automation you can use a pre-set template and a data sheet (such as Microsoft Excel) to populate your e-mail with information, and send it out with almost no user input, significantly reducing the time it takes to complete set task, subsequently improving efficiency, and this is only one very basic example of how the tool can be used. (Microsoft 2023)
 

Q 2.1 
Waite et al (2021) cites Schein (1992) defining workplace culture as ‘A pattern of shared basic assumptions that the group learned that has worked well enough to be consider valid and therefore, to be taught to new members as the correct way to perceive, think and feel.’ 

Waite et al (2021) also cites Handy (1993). Handy said that all organisations compromise of four distinctive subcultures, which he called ‘Club, Task, Role, or Existential’. 

Handy (1993) says that all organisations fall into one of these categories, and whilst they will all have a dominant culture, most organisations would have some aspects of every category within them. Handy defines a ‘Club; as an organisation with one person in charge, or a set elite. A ‘Task’ Is an organisation who relies on teams being formed to complete set tasks, then being disbanded. This could be related to teams who complete projects. ‘Role’ as defined by Handy is ‘A temple, each pillar of the temple represents a key function. This organisation’s structure is hierarchical, and staff are expected to work to their job roles and follow rules and procedures’. 
Finally, an ‘Existential’ organisation is ‘based on individuals whose allegiance to the organisation is overridden by their own needs’. 

Sinha (2019) suggests that that organizational culture is the totality of the organization and consists of influences from both societal culture and global management culture. It could be argued that it is important for professionals to understand this, as when external societal influences occur this may throw set management norms out of the window. It is important for any organisation to be able to adapt to their customers needs, and importantly their employees need. Covid-19 saw a huge change in the way the world worked, such as the introduction of working from home, digital innovation, as previously mentioned within the context of the NHS was extremely important for the organisation to survive. 

Professionals must understand that set norms and standards are indeed important, but flexibility and the initiative to change with what is going on externally and internally to their organisation is imperative to staff wellbeing, safety, customer satisfaction and overall success of any business.
Q2.2 
Clearly, there are several different understandings of what ‘Organizational Culture’ means, but it is important to understand that specifically, workplace culture refers to the set norms in any organisation. Professionals must adhere to any organisation’s hierarchy, rules and regulations, and failing to do so would lower the standard of an organisations work, efficiency, and in direct correlation their ability to make money and sustain themselves. In relation to Handy’s (1993) definition of four organisation types. The NHS would fall dominantly as a ‘Role’. The analogy of a temple being held by pillars is very fitting, as whilst parts of the organisation work independently of each other, it would be difficult to meet our service needs if one of the other pillars seized to work. The implications of I.T or another administrative body would have a ripple effect on the entire organization, just as any clinical area seizing to work would. 

Managing the organisation in this way has positives and negatives, one could argue that the positives are that each team understands their function and are ‘experts’ in their field, being able to understand their area to a high level. It also means that staff within these teams may have increased positive outlook/wellbeing, as the issues that happen within other ‘pillars’ aren’t felt within the individuals. However, this could also cause incoherence, a mixed ‘goal’ to work towards as an organisation, and lack of opportunities for some staff. For example, those work in certain sections of the health board will never have access to I.T equipment, and some staff do not have a work e-mail address even, meaning that they are excluded from communications regarding continuous professional development, learning opportunities and events.  

Q 3.1 
Wiley (2018) says ‘public and non-profit organizations have become not only increasingly uncertain in recent years but also more tightly interconnected; thus, changes anywhere in the system reverberate unpredictably – and often chaotically and dangerously throughout society.’ 

Waite al (2021) says that ‘for successful change to happen, we need to diagnose any potential resistance and plan interventions to prepare Kurt Lewin (1947) supports this approach with his theory of ‘unfreeze-freeze-re-freeze can be relative fixed and hard to shift’.  


Planning change is important in the context of any public service service/government body, as the public are direct stakeholders in the government and their public services. Any change can influence anywhere from a handful to millions of people. Staff must be made aware of any major changes as well as have a set out procedure to follow when the change is implemented. It’s very important for strategic planning to take place, as this planning would also include guidance to staff for implementing the change, as well as contingency plans for if the change were unsuccessful, or needed further amendments. 

There are several models available when it comes to managing change within business settings. Burnes (2020) says that Lewin’s model is regarded as the most influential, with it’s three step model of unfreeze, change and refreeze. Whilst the model is simplistic, it could be argued it sets a good example of how change can be undertaken. 

There is also Kotter’s 8 step change model. Tan (2019) says that the model consists of the following stages; ‘Establish a sense of urgency, creating a guiding coalition, develop a change vision, communicate the vision, empower broad -based action, generate short-term wins, never let up, incorporate changes into culture.’ It could be argued that Kotter’s 8 step model is a far more valuable ‘model’ to work from in comparison to Lewin’s rather simplistic model within the people profession, as this model requires planning, a good team to implement the change, and allows the organisation and employees more opportunities to develop a change. Lewin’s model does have it’s place and could be seen as a way to implement an ‘emergency’ change’ – something that is time limited.  

Q. 3.2 
Chang (2010) states that studies have long examined the link between HR practises and firm performance. ‘The results showed that the proper use of human resources improves firm performance’. The role that HR plays in facilitating change is likely to have a positive impact on the change if HR works correctly. 

It’s the function of people professionals within HR to facilitate the planning, costings and implementation of changes within organisations. Waite et al (2021) says that ‘there are a number of roles that we as people practitioners can undertake in facilitating change.’ An example of a role in the facilitation of change would be a liaison person, it is important for staff to have someone to be able to go to understand why change is happening, it would be this person’s job to also report to those who are implementing the change any concerns, fears or frustrations dealt by staff. It is important to understand that whilst implanting change, staff may be fearful, frustrated, angry, or upset, and that in many instances, change is not a straightforward process, rather one that has to be adapted to fit the organisation’s needs, whilst keeping in balance the thoughts and feelings of an organizations staff, and stakeholders.  


Q 3.3 
At the end of Emery’s (2019, p277) book ‘Leading for Organisational change: building purpose, motivation and belonging’ Emery directly quotes Larry Fink, who was the previous CEO of Blackrock, one of the world’s largest investment organisations. ‘Society is demanding that companies, both public and private, serve a social purpose… without a sense of purpose, no company can achieve its full potential. It will succumb to short -term pressure to distribute earnings, and in the process, sacrifice investments in employee development, innovation and capital expenditures that are necessary for long-term growth…ultimately, that company will provide subpar returns to the investors who depend on it’.  

The above quotation encapsulates why organisational change is important. Without it, employees will never be able to develop themselves and grow, which inevitably means they wouldn’t earn their full potential income. Companies can become stagnant and not evolve to meet the demands of their customer base, employees, and investors.  

People professionals must be willing to adapt to change in order to meet the demands of their customers, and to foster a culture in which their organisation can continue to grow, as with the development of social media, the world’s ever changing economic environment and advances in technology, failing to change would be catastrophic as someone else will if you don’t.
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