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This report sets out to analyse and critically evaluate the current strategy of Hwyel Dda University Health Board, and how it has adapted throughout the global Covid-19 pandemic. It will look at both the internal and external environments and the effect they have on the organisation. In order to do this a range of tool will be used by the author to enable them to take a more in depth look at the factors that may influence outcomes. Stakeholders will be identified to enable better communications. 
The author who is an employee of the Health board, will propose a new strategy endeavouring to reduce the number of patients that are awaiting surgery. The number of patients awaiting surgery has drastically increased since the pandemic hit, and new innovative solutions are needed to help provide services to its users. 

[bookmark: _Toc67949119]Strategic Management 

In the field of management, strategic management involves the formulation and implementation of major goals and objectives. This can be achieved through organisations managers on behalf of stakeholders, based on reviews of both the internal and external environments and consideration of resources. 
Strategic Management provides overall direction, developing policies and plans, sharing their vision and then allocating the necessary resources to help implement the strategy. 
What is strategy? Strategy = knowledge and capability, or the power to accomplish things. 
Many theorists have different views on how best to achieve organisational strategy. Some believe that deliberate, planned strategy achieves the best outcomes, whilst others believe a more emergent approach is best. 
The overall aim of strategy is to provide organisations with direction. The author will go on to critically evaluate a few of these theories and conclude on which direction is best for their own organisation. 








[bookmark: _Toc67949120]1.0 Depth of Critical Analysis of Your Chosen Organisation’s Internal and External Environment. 
Hwyel Dda University Health Board provided healthcare services for people in Carmarthenshire, Ceredigion and Pembrokeshire. It has 11’000 members of staff and volunteers who provide services to over 384’000 people. 
The author, an employee of Hywel Dda University Health board, is a recently appointed service support manager for Theatres, Critical Care and Anaesthetics. 
The pandemic has certainly provided the NHS with unprecedented times and many changes have been made to allow the NHS to operate. To be able to adjust accordingly, be flexible in their approach, and with excellent communication throughout has evidenced fantastic team working with all involved. The NHS has pulled together to achieve a common goal and that is to treat patients in a safe manner. 
Blackman and Baumol (1991) state that in order for an organisation to apply strategy successfully, they must identify new opportunities and develop improved methodologies for implementing a different approach. It is important to know your organisations internal and external environments which are otherwise known as the micro and macro environments, to better understand the effect of various forces on the business (Shubhi, 2019). 
[bookmark: _Toc67949121]1.1 PESTLE Analysis 
The external environment within which organisations operate is important as it effects their decisions which are made. Strategists need to build strategic decisions on their own perceptions of their external environments (Clegg, et al, 2020). PESTEL is the acronym that’s stands for Political, Economic, Social, Technological, Environmental and Legal influences. These factors are usually beyond an organisations control, but the author feels that these factors can be used as an opportunity and can benefit organisations with their long-term strategy. 
As a change diagnostic the environmental audit that a PESTEL produces can be used to guide strategic decision making and contingency planning, to exploit opportunities, and to address any potential threats and risks (Morrison and Daniels, 2020)
The author has undertaken a PESTEL analysis (See appendix A) of their organisation, Hwyel Dda NHS Health Board. 
Political Factors
The pandemic has caused major disruption to the services delivered by the National Health Service, and it was forced to shut down and significantly reduced many areas of non-Covid care. This combined with over a decade of underinvestment and cuts to services has left record numbers of patients awaiting treatment. The government are now putting pressure on the NHS to reduce these waiting times, and new strategic planning is underway to try and tackle it. 
Economic Factors
A £100m recovery plan to help the NHS recover from the pandemic has been promised by the Welsh Government. The NHS has been facing a workforce crisis for many years, which effects the delivery of high quality care. Needleman et al (2011) show that hospital shifts with low nurse staffing levels are associated with increased levels of mortality. This is supported by Gruber and Kleiner (2012), who state that in hospital mortality is 20% higher with low nursing levels (Propper, et al, 2020). 
The United Kingdom left the European Union in 2020 which raised huge concerns that the NHS would suffer even greater in terms of recruitment. European nationals form a crucial part of our NHS staffing levels and bring much needed value into the country (Iacobucci, 2016). 
Published in July 2020 the NHS People Promise sets out how to address the workforce pressures through greater recruitment and a renewed focus on a compassionate and inclusive culture (Kingsfund, 2020). With greater long-term investment and the required commitment, the author feels that the future for the NHS can only improve. 
Social Factors 
The covid-19 pandemic has had detrimental effects on NHS staff. Staff have been increasingly pushed to their limits both physically and mentally over the past year, which has increased stress and anxiety levels. The author a service support manager has played an integral part in co-ordinating psychological support sessions for staff working in both critical care and theatres. New pathways have been created with the support of Hywel Dda’s in house clinical psychologist, creating confidential space for individuals, and teams to access when needed. 
Technological
The Health Board has been trying to introduce digital changes for many years but there has been huge resistance from stakeholders with many barriers and negative perceptions. The NHS had a poor track record of adopting new digital technologies, however, in response to the pandemic the introduction of new technology has had to be introduced to enable health care providers to continue delivering healthcare with the current restrictions on any physical contact, or face to face consultations (Carmody, 2020). 
Law
Protecting and preserving the health and safety of staff is critical for NHS organisations, especially throughout the pandemic. Personal Protection Equipment (PPE) has been vital in protecting staff from contracting the virus. At the beginning of pandemic, the NHS struggled to get sufficient supplies, risking the health of the frontline workforce. Strategies that were applied during shortages included;
· Optimize the use of PPE through care planning 
· Use PPE items according to the transmission risk 
· Expand PPE availability by evaluating PPE items tested to functionally equivalent to international standards. 
The World Health Organisation (WHO) strongly advise operational planning for strategies used during PPE shortages to be conducted well in advance of an anticipated impact (WHO, 2020). 
Environment 
The threat of the pandemic is still very much real, with many predicting a third wave. This will continue to affect the environments we live and work in. 
1.2 [bookmark: _Toc67949122]SWOT Analysis

To examine the internal environment of the organisation a SWOT analysis has been undertaken (see appendix B). A Swot analysis is often used to assess your organisations current position before deciding on a new strategy and is a widely used tool for strategic planning. It is commonly used in meetings as standard strategic practice (Clegg, et al, 2020). Barr and Dowsing (2019) agree that a SWOT analysis focuses on identifying strengths and weaknesses which therefore can increase an organisations economy.
The author has decided to undertake a SWOT analysis to determine which factors have had an impact on the NHS throughout the pandemic. This has enabled the author to highlight the strengths, weaknesses, opportunities and threats.
Strengths
Staff motivation has undoubtedly been a strength for the NHS throughout the pandemic. The resilience shown throughout has been commendable. Hertzberg (2009) believed that organisations should motivate their staff particularly in crisis situations as this would encourage attitudes and behaviour. This is also supported by Maslow’s Hierarchy of needs (See Appendix C). Maslow’s theory is fundamental in relation to motivation. According to Maslow, five human needs are presented in hierarchical order, each stage needs to be satisfied in order for an individual to progress to the next level (Adair, 2016). NHS staff have clearly progressed through this model in recent months, motivation has increased, and staff attitudes have improved. 
Weaknesses
Due to the detrimental impact of Covid-19, Hywel Dda University Health Board are endeavouring to meet the demands of scheduled care services. Throughout the impact the health board have only been able to operate on cancer patients, therefore, creating a huge backlog of patients awaiting surgery. The lack of theatre activity has been driven by a lack of inpatient beds which could provide a safe green pathway and staff shortages. The reintroduction of surgery is proving to be extremely difficult whilst there is still a presence of Covid-19 in our communities. A study carried out by Dobbs, et al, (2021) showed that a decrease in activity lead to only 121,513 patients had been operated on throughout Wales in 2020, this is down drastically on previous years.
Opportunities
Whilst very little theatre utilisation is being undertaken, the opportunity to improve the current theatres was taken. The author was tasked with co-ordinating the maintenance on all of the theatres. This included replacement of all theatre floors, installation of new operating tables, painting and annual maintenance of the plants. Good communication with all relevant stakeholders both internal and external has enabled this to be completed with very little disruption. 
Threats
One of the biggest threats facing Hwyel Dda University Health Board is the retention of staff. The author believes that many staff are considering evaluating their career choices, which is driven by low wages, workload pressures and wellbeing concerns. The UK governments proposal of a 1% pay increase is demoralising to staff and with growing pressures to tackle waiting times, it seems that there is a long road ahead for NHS employees. 
[bookmark: _Toc67949123]2.0 Conduct a Stakeholder Analysis and Evaluation of Stakeholder Expectations 

The growing popularity of stakeholder analysis reflects the increasing recognition of how characteristics of stakeholders-individuals, groups and organisations, influence the decision-making processes of organisations (Brugha, 2020). Johnson, et al, (2005) argue that “the strategy of an organisation is affected not only by the environmental factors, but also by the values and expectations of those who have power in and around the organisation- the stakeholders”. 
Stakeholders are those individuals and groups that depend on an organisation, but in turn, the organisation depends on them. Internal stakeholders have the power to determine the strategy of the organisation whilst external stakeholders usually include financial institutions, suppliers, customers and unions (Johnson, et al, 2005)
The author has undertaken a stakeholder analysis of their organisation (See appendix D). The advantages of this is identify all stakeholder groups for the Health board and categorise them with level of interest and power. Johnson et al, 2005 state that using a stakeholder map and categorising their importance may have an adverse effect to the organisation. 
Stakeholder engagement, building robust and useful relationships can only be achieved through effective communication. Organisations should involve their stakeholders in the decision-making process to ensure their strategic plans are successful. A stakeholder communication plan is an effective tool that can help to keep the communication workload manageable and the communication effective. 
Schibi (2014) suggests that an effective communication plan can also act as the repository for setting behavioural expectations, setting up ground rules and providing guidance for conduct.
Internal Stakeholders often hold strong opinions which may sometimes conflict with generalised expectations of the environment. The external stakeholder can play a valuable role as an independent auditor of these stakeholders (Brugha, et al, 2000). 
Glassman, et al (1999) argue that the environment, the context of the analysis, stakeholder interests, positions and alliances change over time. The context is frequently unstable and therefore if the timeframe is too long or the results are not applied in relatively short period, the relevance of the analysis decreases rapidly (Brugha, et al, 2000). 




[bookmark: _Toc67949124]3.0 Application of a Range of Relevant Academic Theories/Models 

[bookmark: _Toc67949125]3.1 Porters Five Forces 
The author has established from the above that the position of an organisation is based on both its internal and external environments and its stakeholders. Michael Porter developed a model (1979) known as Porter’s Five Forces of Competitive Position Analysis. Porter argues that firms should study the structure of the industry they’re in and then position themselves within that environment (Maund, 2018) It is a relatively simple framework for assessing and evaluating the competitive strength and position of an organisation (See Appendix F) Competitive forces can have a big impact on the success of most organisations. Five forces that are included in this model are buyers, competitive rivalry, new entrants, suppliers and substitute products. The combined strength of these forces not only determines the profit potential, but also helps to understand strategic implications (Porter, 2008). 
 The NHS is a non-profit organisation are any of Porters Forces are still relevant?  
· Supplier Power – An assessment of how easy it is for suppliers to drive up prices. This is driven by the number of suppliers and the uniqueness of their product. The NHS procurement department are always looking for high quality resources at lower costs but with limited suppliers, prices are relatively high in the UK. This forces the NHS to source more equipment and medicines from other EU countries. 
· Buyer Power/Patient Power –  Patients expect the highest standard of care possible from the NHS, with less invasive procedures more favourable. The NHS governed by tight budgets are restricted in the services they can offer and are always looking to provide cost effective care. Lengthy waiting times and more traditional methods of surgery are usually all the NHS can provide unless you are referred to a specialist centre. Patient centred care is part a clear strategic direction. Treatment and care should take into account the individuals need and preferences (NICE, 2013)
· Competitive Rivalry – This does not affect the NHS. Patients will either opt for the public or private sector. 
· Threat of Substitution – Again no real threat to the organisation. 
· Threat of New Entry – If the government were to privatise the NHS in the future. 
Through using Porters Five Forces Analysis it has become clear that the main forces are suppliers and patients. Both of these have high power over how the NHS operates. 
Nevertheless, the author feels that Michael Porters Model is based predominately on profit, and therefore would not be applicable to the NHS. This is supported by Johnson, et al 2008, who states that “Michael Porters five force model has been used to identify forces in any economic sector that drive competition and profitability” (Khurram, et al, 2020). Furthermore, Minztberg (1990) pointed out that in turbulent environments with high uncertainty, the process of defining a strategy is likely to become a messy and experimental process (Clegg, et al, 2020). 


[bookmark: _Toc67949126]3.2 Mintzberg’s 5 P’s 

Henry Mintzberg’s theory the 5 P’s was introduced in 1987. He proposed that there are 5 different approaches to strategy (See Appendix G). Mintzberg states that perspective is to strategy what ‘personality is to the individual’, which leads to the perception that strategy is a concept (Capon, 2008)
By understanding each P, your organisation can go on to develop a robust business strategy that takes full advantage of your organisations strengths and capabilities.  The primary motivation of this theory was to guide an organisation towards performance excellence. 
· Plan – Planning is the basis of strategy, but not enough on its own. 
· Ploy – Activities which are actively dependent of others. 
· Pattern – Strategy which emerges from past organisational behaviour. 
· Position -Where the organisation sits within in a market. 
· Perspective – Will influence how an organisation will operate. 
When correctly applied the framework requires decisions and actions that are strategic, tactical and behavioural in nature, requiring specific elements to be aligned throughout the organisation to create effectiveness and efficiency (Pryor, et al, 2007). 
However, Mintzberg and Waters suggest that organisations may operate with a strategy which is close to being perfectly emergent if the external environment dominates the organisation. They also argue that most organisations strategy will sit in the middle of planned and emergent. 
Emergent strategy is an ongoing process which often has unclear objectives. It reflects what actually goes on within an organisation and their environment. The flexibility of emergent strategy allows implementation to be modified as required (Capon, 2008). 
Organisations are always adapting which means changing their strategy frequently. The author believes that Mintzbergs strategy would be a good model to turn to. 
It can be seen that from the above theorists that they have both been very influential in the world of strategic management. Porters approach is that of a more deliberate strategy, whereas, Mintzberg’s emphasise is on emergent strategy. Both are relevant, but the author feels that the NHS would be more suited to Mintzbergs’ approach especially so over the past 12 months as many changes have been imposed on the theatres department. 






[bookmark: _Toc67949127]4.0 Provide a Critical Appraisal of Your Chosen Organisations Current Strategy

Strategic management requires clear strategies in order to achieve organisational goals and objectives. Hwyel Dda University Health Boards current strategic plan is for a ‘Healthier Mid and West Wales – Our Future Generations Living Well’. It is aimed to guide our health and care through the next 20 years so that future generations can live well (HDUHB, 2020) In their plan, the health board share their vision and goals for the future. Their vision comes from conversations had by service users, their families, staff and other people or organisations with an interest in health care, the stakeholders. 
According to Johnson and Scholes (2002) Strategy is “the direction and scope of an organisation over the long term, which achieves advantage through the organisation through its configuration of resources within a changing environment and to fulfil stakeholders expectation”.
The pandemic has impacted the Health Board’s strategy. A revised strategy applying the initial learning from the pandemic response was issued in July 2020. In a statement from the Health Board they claim ‘Out of a bad situation with Covid-19 came the opportunity for us to change our way of work with immediate effect. It was stimulus to be innovative and dynamic, being able to continue to provide safe and timely care to our patients’. 
Mintzberg and Waters (1985) argue that strategy was emergent rather than planned and that strategic planning was of limited value. The classic tools of bureaucratic controls appear to be less appropriate when faced with unpredictable environments (Clegg, et al, 2020). 
The organisation has many areas of activity, but the author has focused on the theatres department. The author feels that Mckinsey 7s Model would be better suited to the theatres department. 
The Mckinsey 7s Model (See appendix G) comprises of seven fundamentals. Strategy, Structure and Systems are the ‘hard elements of the organisation success whereas style, skills, and staff are the ‘soft elements’. These are derived from the shared values of the organisation and primarily focus on the internal environment. The author suggests for a broader view the use of a further model to examine the external environment would be beneficial to the organisation.
The model illustrates; 
Structure – The structure within the theatres department is well established. There is one senior nurse manager and then several other senior and junior sisters. The service delivery team are also situated in the theatres. The majority of staff are highly skilled individuals, and many of them specialised in areas of expertise. Standard operating procedures govern the way things are accomplished. 
Systems – There is a mixture of the latest systems plus some more dated systems in use within the department. Due to budget restraints, renewing anything that is still functional never seems to be an option. 
Styles – As explained in the structure there are many levels of hierarchy within the department. The senior Nurse manager applies a more democratic leadership style and is highly respected by her peers. The same style is also adopted by the service delivery manager. The democratic leader treats staff as fully capable, whilst treating everyone fairly and helping them to reach personal goals (Maund, 2018). Although the author feels that communication could be better within the department.  
Staff – There are over 150 members of staff in theatres, working together as a team of professionals. Each portray good attitudes, behaviour and motivation. This has been displayed throughout the past year, with each and every one of them showing resilience throughout. 
Skills – Regular training is provided to staff to ensure that the skills are always updated. Many of the theatre practitioners will specialise in a certain field but will can adapt to any other area when needed. 
Strategy – Theatres strategy and long-term goals are to continue to provide safe, effective operations on our patients. As earlier identified theatre activity has been drastically reduced as a result of the pandemic. The goal and objectives now are to reintroduce operations in a safe manner. 
The real energy required to redirect an institution comes when all the variables in Mckinsey’s 7s Model are aligned (Waterman, et al, 1980). 
Environmental forces that effect organisations such as the Covid-19 pandemic force organisations to adapt policies, procedures, practices and structures. 

[bookmark: _Toc67949128]5.0 Proposal of a New Strategy 

Due to the detrimental impact of Covid-19, Hywel Dda University Health Board are endeavouring to meet the demands of scheduled care services, thus creating significant internal pressure across the Health Board. Many rapid changes have been imposed on the NHS throughout the pandemic, and the theatres department has seen a lot a disruption. From initially standing down all elective surgery including cancer treatments at the start to re-introducing it only for it to be stopped again has had major impact on not only the patients awaiting treatment but the staff also. The pandemic has exposed limitations to the current infrastructure, which has been unable to create green pathways. This has inevitably reduced capacity and lead to increased waiting times. 
The authors new proposed strategy will provide more resilience by increasing day surgery. A demountable solutions unit is a bespoke modular unit, which will occupy two brand new theatres which could be situated at Prince Phillip Hospital. The proposed unit will create a green pathway for patients awaiting surgery. The author has proposed a 3-year plan to achieve the organisational goal. This will have a positive impact on reducing waiting times for the Health Board. 
The current outstanding day case procedures are provided in the table below;
[bookmark: _Toc67949129]Figure 5.1
	General Surgery 
	1435

	Urology
	793

	Breast 
	34

	Colorectal
	171

	Gynaecology
	456

	Orthopaedics
	1379

	Grand Total
	4268



The table below indicates estimated throughput in the demountable unit. 
[bookmark: _Toc67949130]Figure 5.2
	
	Patients per session
	Patients per day
	Patients per week
	Patients per year

	5-day week 
	5
	15
	75
	3900

	6-day week 
	5
	15
	90
	4680



The author has undertaken a cost benefit analysis to assess the viability of the new proposal. A quote received from the demountable unit company along with staffing costs have been assessed. 
The importance of cost will be a high priority for the Health Board, NHS finances are constrained significantly. Although the UK government have promised to increase funding significantly over the next few years to help with the increasing waiting list times from the Covid-19 impact. 
The financial viability is the ability of an entity to continue to achieve its operating objectives and fulfil its mission over the long term. It is used to determine options that provide the best approach to achieve benefits while preserving costs (Carmody, 2019). 
[bookmark: _Toc67949131]Figure 5.3 

	Description 
	
	Annual Cost 
	Total Cost 

	Staffing costs per theatre 
	Consultant 
	100,000
	300,000

	
	Band 6 Anaesthetics
	42,000
	126,000

	
	Band 6 Scrub Nurse 
	42,000
	126,000

	
	Band 5 Scrub Nurse 
	34,000
	102,000

	
	Band 5 Recovery Nurse 
	34,000
	102,000

	
	Band 3 HCSW
	25,000
	75,000

	
	Band 2 Porter 
	23,000
	69,000

	
	Band 2 Administration 
	23,000
	69,000

	Demountable Unit rental
	
	2,274,132
	6,822,396

	Demountable Unit 
Installation cost 
	
	
	1,973,000

	Grand Total 
	
	2,597,132
	9,764,396



The Demountable Solutions Unit will provide the infrastructure to address the waiting list times in a safe and compliant clinical space. As the unit is separate from the main hospital, this will allow the Health Board to maximise capacity for inpatient procedures which can be scheduled for main theatres. Those patients who require day surgery procedures will relocate from main theatres to the Demountable Solutions Unit, which will therefore increase the capacity to undertake inpatient procedures. At present 40% of theatre capacity is taken up by day case procedures. 
The author also notes that with current staff shortages this may only be achievable if the Health Board continue to drive their recruitment campaign. With the added fear of staff re-evaluating their career choices and leaving the Health board due to ongoing pressures which in turn create continuous levels of stress and anxiety, as identified in the PESTEL analysis. The Health Board may wish to broaden its external stakeholders to include more involvement with schools and universities to attract future generations coming through to healthcare. 
This proposal is subject to approval the board of directors at Hywel Dda University Health Board The case for change will then be submitted to the Welsh Government, the Health Board will be reliant on securing additional funding from the government. The funding required will be used to improve the elective services throughout Scheduled Care and will support the Health Board long term strategic plan. 


[bookmark: _Toc67949132]Conclusion 

From the above report it is clear that the NHS have adapted to many changes in the past year. The unprecedented forces have impacted on their long term strategic plan. Strategic management relies on both the internal and external environments which are constantly changing. 
The author concludes that with clear goals, objectives and with good communication organisations will continue to adapt to the changes successfully. 
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PESTLE Analysis

	Political
	Covid-19 restrictions
Health Board Policies
Local Authority Pressures
Government Pressures
Government Spending 

	Economical 
	Financial Resources
Wage rates 
Inflation
Unemployment
Recruitment

	Social 
	Continuous threat of Covid-19 
Increased aging population
Staff wellbeing 
Education  
Restricted services
Lifestyle Changes 
Staff burnout and sickness

	Technological
	Social Media Communications
Poor equipment 
Speed of Technology  
Scientific Advances
Modern Clinical Technology
Lack of resources

	Legal 
	Equal Opportunities
Employment Law
Human Rights 
Product Safety 
Patient Confidentiality 
Health and Safety Regulations

	Environmental 
	Disease- Global Covid-19 Pandemic
Environmental Regulations 
Increase in waste materials 
Outdated Infrastructure
Outgrown premises – lack of space 
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SWOT Analysis
	STRENGTHS
	WEAKNESSES

	· Financial resources 
· Motivated teams 
· Skilled workforce
· ICT capabilities 
· Resilience from staff  
· Team working  
· Prompt decision making 
· Improved psychological support
· Can do attitude
· Knowledge & Experience 


	· Lack of theatre activity 
· Poor resources 
· Staff shortages 
· Increased waiting times 
· Staffing levels 
· Mortality rates 
· Patient outcomes  
· Conflicting advice 
· Staff taking advantage of the situation
· Lack of agency workers 

	OPPORTUNITIES
	THREATS

	· Service Improvement 
· Undertake maintenance 
· Replace flooring 
· Innovation 
· Charitable funds 
· Research & Development 
· New technologies 




	· Demographic change – increase of life 
· Tired workforce
· Poor infrastructure 
· Staff becoming de-skilled  
· Closure of local services 
· Increasing costs 
· Never events 
· Continuous threat of Covid-19 
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Maslow’s Hierarchy of needs 
[image: maslow's hierarchy of needs five stage pyramid]
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Stakeholder Analysis
					      Stakeholders
				     Internal			External  Power 	
High 
Low 

	
Non-clinical staff
Medical Records
Students
Nurses
Doctors
IT Department

	
Patients/General Public
Pharmaceutical Reps
Suppliers
National Assembly
Local Councillors/MPS
Primary Care – GP’s, Care homes 


	
Clinical Governance
Clinical Leads
Chief Executive
Senior Management Teams
Financial Director
	
Trade Unions
Government
Media
Department of Health
Governing Bodies
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[image: Industry Analysis Porter's Five Forces]
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[image: Mintzberg's 5Ps of Strategy Google Slides Template - SlideSalad]
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Mckinsey 7s Model 
[image: The McKinsey 7S Framework - Strategy Skills From MindTools.com]
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