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Introduction 
‘NHS Supply Chain’ is a single organisation which was created from NHS Logistics Authority and several NHS procurement agencies for the benefit of NHS trusts, hospitals and other healthcare organisations. It has a 10-year contract signed in 2006 and is operated by DHL Logistics on behalf of the NHS Business Services Authority (NHSBSA). I currently work for Ceva Logistics who provide the transport operation for NHS Supply Chain Ltd but look forward to being transferred under TUPE to NHS Supply Chain in April 2009 as transport is a core business of DHL Ltd and so have taken the decision to run transport ‘in house’. In this report identify the key theoretical principles of the internal capability of organisations and in particular, that of ‘NHS Supply Chain’. I examine how organisational structure and culture can either contribute to or have a negative effect on the success of an organisation by drawing on my own experiences of the four main types of culture. I look at the importance of training both managers and other employees to be armed with the ability to take organisations forward in an ever changing world. I also look at how the organisation engages managers in knowledge transfer using a variety of methods. I conduct a SWOT analysis which from which I draw upon to assist me to make my recommendations in my conclusion and I conclude the report with some recommendations which will assist future change within the organisation. 
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What is Capability? 
A capability, whether operational or dynamic is the ability to perform a particular task or activity. Operational capabilities enable an organisation to make a living in the present and in contrast dynamic capabilities concern change. (Helfat C et al, 1) Operational Capability Operational capability, or the ability for an organisation to make a living in the present is a resource based capability. A resource is a tangible, intangible or human asset on which an organisation can draw. The recourse base of a company refers to these resources as well as capabilities that a company owns, controls or has access to on preferential basis (Helfat C et al, 122) Tangible and intangible resources may vary from company to company depending on the type of business it operates. The quality of tangible resources can make a difference to the capability of the organisation but this may not always be the case and may not always give an organisation competitive advantage, for example a transport company with a brand new fleet of vehicles may not always have advantage over a similar company with a well maintained fleet of older vehicles but it would be intangible resources like the geographical knowledge of the drivers or their ability to drive in a more fuel efficient manner that would have a greater effect in gaining competitive edge. By the same token, a transport company with an expensive modern routing software package that has poor data entry may not perform any better or not as well as one that uses the old pencil and paper method conducted by an experienced router. Intangible resources tend to be people based and include organisational culture, skills and knowledge. From the examples given above one can assume that these resources are very important and may play are greater part in helping a company make a living in the present than tangible resources. 
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Dynamic capability According to (Teese, Pisano, and Shuan (1997, quoted in Helfat C et al, 2)The original definition of dynamic capabilities referred to the firms ability to integrate, build and reconfigure internal and external competencies to address rapidly changing environments. Dynamic capability governs the organisations ability to change and succeed in future environments. This has become increasingly important in modern business environments and will become even more so in the future. More and more household names are going out of business and it is often reported to be due to the fact that they have not evolved fast enough in recent years. Dynamic capability focuses the people based resources of an organisation such as developing the right organisational culture to move the company forward and ensuring managers and future managers are equipped with the knowledge and abilities to initiate and cope with change. If the mindset of the people involved in organisational change can be developed to accept and respond to change then the organisation will evolve more easily. 

Organisational Structure 
Every organisation whether small or large has an organisational structure. In a small company a structure would exist in its simplest form where one person would be in charge of one or several subordinates, this structure would form naturally without any forethought. Larger companies however tend to purposely design their structures to gain best possible operational effectiveness and dynamic capability. Whatever structure a company adopts, the key to its success is its ability to allow communication to flow throughout the structure. The structural organisation of NHS Supply Chain is a complicated one composed of a multitude of substructures formed in a hierarchical pattern. The substructures consist of a core operations structure flanked by traditional departments like Sales, IT, HR, Marketing and Finance but also specialist groups are which are interlocked into the structure. When studying the 
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structure of the organisation I was surprised to discover how area specific the specialist teams are as one would expect to find experts in hospitals working in their field rather than in the supply chain although it now seems to me to be reasonable having experts in the supply chain, especially in sales and procurement where their expert knowledge can be used to build relationships with suppliers and make decisions on their recent developments or to cooperate with suppliers to exploit voids and opportunities that exist in the market. Customer/ supplier relationships increase the dynamic capability of an organisation. Specialist medical teams for example are as specific as wound closure, endoscopy, pathology and cardiology. 

Culture 
Types of Culture According to (Harrison: Typologies of Organisational Culture) culture can be grouped into four main types. Power culture, role culture, task culture and person culture although from experience one would normally find a mixture of at least two in an organisation. Each have there advantages and disadvantages. My experiences have been of varied cultures. A former employer of mine, a large national drinks wholesaler belonging to the worlds largest brewer had developed a power culture locally with the regional trading director at the elm. The regional trading director was a founding member of the original small ‘baby bottles’ company based in Chesterfield and still regarded the depot as his baby and continued to do things the way they had always been done. Unfortunately, as the company became larger through buy outs, his opposition to organisational policy and resistance to change cost him his job. He has since started trading again on his own where he will probably be successful in the working environment he knows best and the workplace culture he is most comfortable with. The benefit of a power culture is that the organisation can react quickly to the dangers around it as no consultation is involved and even though it went against the grain of national policy, by and large worked well at the 
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Chesterfield depot. However this type of culture has its problems. The main disadvantage of a power culture is that ccommunication only flows one way. Many people go to work to earn a living, they clock on at the start of their shift and clock off afterwards and return to their families, the ones they’ve been to work to support, there is nothing wrong with that, these people may do a great job and definitely fit in well in a power culture but there are those like myself that even though they maybe on bottom rung of the ladder show more interest in the organisation, constantly looking for ways to improve the way they work and making suggestions to management. By not acknowledging these people an organisation loses some great ideas and initiatives. Lack of consultation can also lead to staff feeling undervalued and de-motivated. A former manager of mine once told me that the person that does the job everyday is the person that knows the job best. The organisation was a traditional manufacturing organisation which had just celebrated its centenary. The company was struggling to break even and after a takeover by a group mainly in the automotive parts industry it had decided to adopt (or have imposed on it) some of the working practices of automotive manufacturing. This involved employees being divided into small teams based around their job. Team meetings and brain storming sessions were held where ideas where exchanged with the objective of finding ways to improve quality whist cutting costs and reducing waste. Workers were made responsible for the cleanliness and maintenance of their own work areas and machinery and expected to clean or grease during line breakdowns for example without being asked or told. Some employees were given extra duties like health and safety champion or entering timesheet data onto a computerised spreadsheet. After many years of working in a power culture, the workforce was split over the new working practices. There were those that enjoyed the new responsibilities they had acquired but equally many thought they were carrying out the job of management with no additional pay. 7 

It would seem that cultural change takes time and the process may not always be a smooth transition. Some people are able to adapt more than others. NHS Supply Chain Culture Culture within NHS Supply Chain is very mixed as it has an amalgamation of individuals from different backgrounds and organisations, for example many of the Procurement staff came from the Civil Service and the NHS supplied the majority of operational staff. Many senior managers tend to come from within the DHL network. An organisation can take advantage of such a diverse mix by exploiting the knowledge and experience of staff and taking the best bits from each to develop the best culture to take the company forwards. 

Supplier and Customer Relationships 
(Birkinshaw J and Hagstrom P (2000) 21) says that the relationships an organisation has with its suppliers can be a valuable source of competitive advantage. These potential benefits can be grouped into two categories, increased efficiencies and the tapping of competencies or resources not available from within the organisation. However when building a relationship trust becomes an issue, sometimes delicate information may be traded within a relationship so an organisation has to be very careful about other organisations it may wish to form an alliance with. NHS Supply Chain quote on their webpage (NHS Supply Chain - Suppliers) that the key benefits for suppliers working with them are product feedback from clinical and medical professionals, competitive and transparent tender and contract processes, opportunities to increase sales and grow market share through purchasing volume and scale of customer base and promotion of new technology, innovative products and support with marketing and communications. 
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Knowledge Management Supply Chain Experience 
DHL has over forty years of supply chain experience and extensive experience in the medical sector around the world. It is able to use this experience to develop the public sector businesses it is contracted to run by sharing best practice throughout its divisions although according to (Birkinshaw J and Hagstrom P (2000) 6) sharing best practice is not straight forward as firms have to identify where best practices lie in the first place. Training and Learning According to (Brown S et al (2000) 240/1) one lesson that constantly emerges when looking at high performance organisations is their commitment to training. If a firm is to make the best use of its new equipment or to produce new products or services then it needs to recognise that this depends greatly on the knowledge and skills of those involved. Training and development provides two key elements. Apart from the obvious of equipping people with the necessary knowledge and skills, it can also be a motivator as people may value the experience of acquiring new knowledge and skills and may feel more valued as part of the organisation. Learning organisations are organisations that encourage employees to engage in learning activities but not just skills required for work but other subjects too. This hopefully gets staff back into the habit of learning and has a motivating effect. DHL and NHS Supply Chain appears to be a learning organisation. According to the Human Resources Department, NHS Supply Chain currently in the process of developing a ‘Learning & Development Policy’. In the meantime, the organisation has programmes in place which align to their vision and values, corporate culture and competencies. The Learning Resource Centre allows employees access to distance learning materials, computer based training and interactive video packages, videos and films, and journals. 
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Management Training The training of managers is paramount to exploiting the capabilities of an organisation and the dynamic capabilities in particular. An organisation needs to be managed by people who seek and embrace change with a positive attitude and the ability to make the best possible use of the resources available. According to NHS Supply Chain Human Resources Team, the organisation uses a variety of methods to train managers using a knowledge transfer approach. These include knowledge transfer sessions, visits, job rotation, coaching, mentoring and shadowing. I would question relying only on this type of training because although it might seem like a positive way to share the knowledge and the experience of managers across the business, how is the quality of knowledge being passed around measured? 
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Swot analysis of NHS Supply Chain 
Strengths 
• National infrastructure, full coverage of England Scotland and Wales. Customer and supplier support through expert knowledge in specific medical fields. Expert Knowledge and support by being a division of a major global supply chain organisation. • 

Weaknesses 
• Cannot always compete against direct suppliers. Does not currently have facilities to provide pharmaceutics, a major medical market segment. Does not currently have facilities to offer temperature controlled products and services. 

• • 

• 

• Ten year contract with NHS 

Business Authority which allows innovation and change. 

Opportunities • Opportunity to exploit 
expanding private and third sector markets. 

Threats 
• Quasi management in the NHS allows NHS business units to operate in open markets. Other organisations may wish to tender for NHS Supply Chain contract after ten year expiry. 

• Opportunity to expand into 

• 

wider specific medical fields. eg renal. 

• Opportunity to expand into 
pharmaceuticals. • Back hauling opportunities not exploited 

• Current logistics capacity not 
at maximum due to new regional distribution centre. 
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Recommendations for Future Change 
NHS Supply Chain is a well organised, experienced organisation which does not need to make extensive changes to its resource base. The following recommendations have been made to help create a slightly adjusted evolutionary path for the future. Because of the various public and private sector backgrounds of NHS Supply Chain, I would recommend that the organisation draws up a clear plan that would define the organisational culture it would like to take it forward. It should be one where people are proud to work and passionate about their customers and understand that doing the best for the customer will result in prosperity for the organisation and for them personally as well as being one where ideas for improving processes and performance are developed and implemented by people who do the work. People should be encouraged to seek and embrace change with a positive attitude. The opportunities for individual learning are there but not promoted to the extent they could be, particularly to lower grade employees, this should be addressed in the training and development policy that is currently being produced. Employees could possibly be motivated through learning contracts where a clear set of learning activities and objectives are drawn up. Awards and certificates could be presented to those who reach their target goals. It would be acceptable to assume many employees have experiences and qualifications from previous employments that are currently not being used. A skills matrix should be drawn up which includes the abilities of employees external achievements. NHS Supply Chain should make more use of back hauling opportunities from suppliers. This would reduce suppliers transport costs and encourage suppliers to deal with the organisation rather than dealing direct with NHS trusts and other customers through the elimination of their own carriage provisions. 
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