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1. Purpose, Context and Introduction

South African workplaces are by definition multi-cultural melting pots, no more so than in the healthcare sector where employees provide healthcare services to a multitude of cultures and creeds (Netcare, 2011).  In the 17 years since democracy, employers have made great strides in dealing with sensitivities around multi-cultural diversity and the Netcare Group is a prime example of this (Netcare, 2011).

This paper demonstrates how within Netcare, inclusive leadership is a relationship-based, follower focused, “flat” approach to leadership.  Inclusive leadership has become an extension of diversity management, and has focused on valuing and effectively leading across multiple social identities.  Netcare has embraced inclusive leadership and shifted focus from affirmative action and equity towards equality, social justice and fairness. Inclusive leadership involves particular skills and competencies for collaboration and building inclusion for others as well as creating inclusive work cultures.  The extent to which partnerships and consensus building and true engagement of all are evident and this paper serves to share the details and context of the gains achieved both qualitatively and quantitatively.

The Netcare Group operates 55 hospitals in South Africa with a total of 9052 registered beds and is the largest provider of private healthcare in the Country.  The Group operates a second business in the United Kingdom with 64 Hospitals and 3038 beds.  In co-operation with the government of the Kingdom of Lesotho, Netcare manages 1 Hospital and 4 Clinics.  The Group also provides emergency care (Netcare 911 – road, heli and aircraft transportation of patients), a renal care service (National Renal Care in association with Adcock Ingram (Pty) Ltd)), and a primary care service (Medicross and PrimeCure Clinics).

In order to understand the success of the Netcare group in creating an inclusive leadership model the essence of what the Company stands for, the core purpose and strategy of the South African business are documented below (Netcare,2011:4).  The paper will demonstrate how the Vision, Values and Strategy are actualised in daily Company life and practices.

“Our core purpose – Helping care for the health of humankind

Our Vision

Develop and implement successful solutions to provide quality, affordable healthcare to the people of South Africa and globally by inspiring our people, creating new healthcare horizons and delivering value to all stakeholders.

Be a leading corporate citizen, proud of our heritage and what we give to society.

Strive for excellence in a unique brand of patient care delivered by people who are passionate about the sanctity of life, personal respect and dignity.

Invest in people, infrastructure and technology and establish lasting relationships with healthcare professionals.

Our Values

At Netcare our core value is care.  We care about the dignity of our patients and all members of the Netcare family.  We care about the participation of our people and our partners in all we do.  We care about truth in all our actions.  We are passionate about quality care and professional excellence.

Our Strategy

1. Organisational growth

· Identify opportunities for growth within our existing operations.

· Engage with government in South Africa on further partnership initiatives.

· Become a provider of choice to the National Health Service (NHS) in the United Kingdom.

· Expand our network of hospitals and multi-disciplinary facilities.

2. Operational excellence

· Focus on excellence.

· Enhance operational efficiency.

· Contain costs without compromising quality.

· Develop affordable healthcare services.

3. Physician partnerships

· Attract and retain the best physicians.

· Develop physician networks and assist physicians in their professional development.

· Create and maintain facilities and equipment to ensure the best clinical outcomes.

4. Best and safest patient care

· Ensure patients receive the best and safest care.

· Remove the variability of service offerings and increasingly define clinical pathways under a clinical governance programme.

· Define clinical protocols.

5. Growing with passionate people

· Attract and retain the skills we require to achieve our objectives.

· Provide training and development objectives.

· Recognise and reward performance.

· Be an employer of choice.

6. Accelerating transformation

· Embrace transformation and normalisation.

· Fulfil the requirements of the Broad-Based Economic Empowerment (B-BBEE) Codes of Good           

         Practice.

· Support Netcare’s BEE strategy.”

Netcare South Africa employs 20 666 staff across various categories and of these 50.4% are unionised (Netcare, 2011: 6).  The healthcare industry in South Africa like others worldwide is categorised by a high turnover of staff, in 2011 this amounting to 17.3%.  The Company continued to develop improved working models in order to address chronic skills shortages of specialist nurses and pharmacists not limited to extensive skills development interventions (14 217 in 2011 in South Africa alone – (Netcare, 2011: 6).  Netcare was also acknowledged as paying the highest minimum wage in the private hospital sector (Netcare, 2011:6).

Figure 1: Netcare Employee Profiles – South Africa
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Source: Netcare Annual Report (2011: 75)

The Company focussed on providing employment to persons with disabilities and also creating dedicated teams of passionate and committed staff members – essential to ensuring that patients received care that was safe and of the highest quality.

This paper will share the methodology used by Netcare (Pty) Ltd, the largest private healthcare group in South Africa,  within the Hospital Division which operates 54 Hospitals (a micro level within the company) to create and build an inclusive workplace.

“The passion that characterises Netcare’s people, which is so evident in the stories of dedication and selfless service that emanate from the organisation on a daily basis, binds our business together and makes it strong.  Our people are the ambassadors of our brand and are responsible for enacting our values, and we continue to focus on a wide range of initiatives to positively engage them (Friedland, 2011).”

1.1 The South African Workplace in Netcare

Netcare (South Africa) has been recognised as being an employer of choice  demonstrated by the following accolades (Netcare, 2011: 11):

Top Empowered Company (Metropolitan Oliver Empowerment Award)

Most Empowered Company (JSE Healthcare Sector)

Top Women’s Award (Science Biotechnology and Healthcare Category)

Level 1 Gold Community Contributor Award (National Department of Social Development)

Best Employer in Healthcare (Best Employers in South Africa 2011/2012)

Besides being recognised nationally as an employer of choice, each business unit recognises outstanding performance by awarding a brand new vehicle to a staff member who is recognised as the Caregiver of the Year.

Figure: 2 Caregiver of the Year
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Source: Netcare Human Resource Policy (2012:5)

1.2 Night of the Stars – the Carer of the Year Process

Every month, employees of all grades are encouraged to nominate colleagues who have gone the extra mile and lived the Netcare values.  The nominations are evaluated by an independent committee elected by the staff at each Hospital and a monthly winner is chosen to be the “Carer of the Month”.  The “Carer of the Month” is then recognised and receives a cash award as well as a recognition Certificate.  From the “Carer of the Month” pool a quarterly site (Hospital) winner is chosen, who also receives a cash reward and recognition.  Quarterly winners are then polled and the Company Head Office chooses a “Carer of the Year”.  A Gala event takes place annually at which time a national winner is chosen and the winner receives a brand new vehicle.  The quarterly winners from all 56 Hospitals attend the formal function with their Hospital Managers.

Given the recognition afforded such individuals this initiative has proved to be a significant motivator and re-inforces in particular the value of “Care” as defined in the Company’s strategic focus.  The volume of nominations increases year on year as staff engage in altruistic activity in turn validating and reinforcing the positive results achieved from patient and customer feedback (discussed subsequently in this paper).

The context described above serves to provide the basis for the discussion that follows around how many of the interventions that will be detailed below have come to result in the actualisation of the Company Strategy and the ability of the Company to sustain such results into the future.

2. Design/ methodology/ approach

The paper shares the processes and systems by which employee feedback was solicited and used to mutual advantage to create as well as perpetuate an authentic environment of  inclusive leadership and develop workplace harmony (PNC, 2011)(Sharma, 2003).  The paper will also shows how different cultures and those previously disadvantaged have been empowered and advanced by not focusing on a pure numbers exercise vis a vis traditional affirmative action as opposed to a culture of inclusive leadership (Kim & Mauborgne, 2005)) (McKinsey, 2012) (Moss & Grunkemeyer, 2007) (Chapman & White, 2011).  The concept of employee engagement which originated from occupational health psychology (Kahn, 1990) was applied in developing the Ipsos methodology in order to fully explore the extent to which engagement as a health psychology concept was present in Netcare (Hallberg & Schaufeli, 2006)(Meyer & Allen, 1979). The use of a values-based culture (O’Malley, 2010) to create a common purpose within the organisation (Blanchard, 2010) (Blanchard, Zigarmi & Zigarmi, 2011)(Bacon, 2012)(Johnson, 2010) was used and examples of same will be shared to illustrate the successes and learning opportunities (Guiliani, 2005).  Building on the concept of the common purpose, the service profit chain as defined by Heskett et al (1994) was included in the Ipsos survey and the results of same are shared in order to display how employee satisfaction drove employee retention which in turn drove employee productivity which in turn drove customer satisfaction and loyalty and ultimately profitability and growth.

2.1 The Ipsos Survey Methodology

Ipsos designed the Netcare survey based on advice from Codrington and Grant-Marshall (2004) and after organising a number of focus groups which included all age groups in 2007 set about generating a set of statements which all group participants could recognise as a fair expression of their values, motivations and feelings about their workplace and relationship with the organisation they worked for (Ipsos, 2012).  One group of statements focused on reflecting psychic energy (emotions and attitudes towards the organisation) and whether employees perceived themselves to be in a balanced partnership with Netcare, and the second group of statements was aimed at describing their attitude towards their work.  For the purposes of this paper the data relevant to the perception of the partnership with Netcare is discussed along with how employee attitudes contributed to the Company’s business success.

The statements were subsequently integrated into a single measure, an employee engagement score or index.  Each of the statements was considered separately in order to determine their most appropriate role in the scoring procedure.  The selection procedure of the statements, the consideration of biases and the application of maximising functions created an Employee Engagement Index that was cross-generational and a minimally biased duplication of the general employee engagement definition (Ipsos, 2012).  As opposed to similar measures which were based on direct averages of their components, applied maximisation functions created an Index that was a dynamic measure.  Although the composite score could change over years of conducting the same Survey, the components remained stable over a period of time.  The actual composite score as mentioned above would always provide for maximum benefits and therefore would always be the most accurate reflection of the current engagement level of the organisation (Ipsos, 2012).  It was significant to note that this was the first year (2011) that the methodology described had been applied to Netcare.

The model used by Ipsos is detailed below:

Figure 3: Confirmatory factor analysis and resultant latent factor loadings[image: image5.png][UWES Dimensions
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Source: Ipsos (2012, 17)

The Ipsos survey (2011) was constructed with the following assertions requiring investigation and subsequent analysis:

· Happiness is not what it used to be and employee loyalty as it was traditionally understood was no longer a prerequisite for success for a business.

· Whereas in the 1990’s employee happiness was characterised by emotional sentiment towards a job and an employer, current trends revealed that emotion had been withdrawn from the equation.  Decisions to stay or leave a company were based on rationale and better opportunities which better suited the employees circumstances and personal goals.

· The influx of a variety of creeds and generations into the workforce had introduced  educated, trained and empowered groups and a new dynamic which had to be understood and managed differently.  A single style of management no longer applied or was useful.

· The concept of Human Capital needed to be considered as a flow of skill as opposed to a “stock” in the traditional sense.  Employees were no longer staying out of loyalty but were instead moving in and out of the organisation taking their skills, institutional knowledge, clients and revenue generating abilities along with them.  This changed the emphasis for managers considerably and significantly and the challenges and realities associated with same is discussed in the paragraphs of this paper dealing with the focus group discussion with Netcare senior management.

· Employees no longer focused on salary alone as a higher salary could be gleamed at any one of the competing companies in the South African healthcare industry (for example Mediclinic (Pty) Ltd and Life Healthcare (Pty) Ltd,  including the government sector.  Leveraging inclusive practices and engagement required an in depth understanding of employees as individuals and their experience at work in order to build a mutually beneficial and profitable relationship.  Both the Deloitte as well as the Ipsos survey revealed that the employee/ employer relationship was a partnership whereby both parties required benefits in ways that were meaningful to them both.

· Although it was generally accepted that stakeholders were inextricably linked, and particularly those relationships between employees and customers, this concept in the findings of Ipsos required a shift in mindset and a renewed valueing of the employee.  The employee played a significant role and was central to the quest for growth and profit.  The role of the “Netcare Way” initiative as described above in the introduction and context was significant and is also discussed in the paragraphs that follow describing the contents of the focus group discussion subsequently in this paper.

Although not indicative in qualitative terms of an inclusive workplace, the representivity targets and results are reflected below in Figure 4 to demonstrate the progress made in employing persons from previously disadvantaged groups.  The Netcare (Pty) Ltd results are significantly more impressive than those of the other two (2) large groups and listed competitors namely MediClinic (Pty) Ltd and Life Healthcare (Pty) Ltd (Netcare, 2011).

Figure 4: Netcare progress against 2015 Representivity Targets[image: image6.png]: Health Care Charters|
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Source: Netcare Transformation Report, 2011

2.2  The 2010 – 2011 Deloitte Best Company to work for Survey-Results

As mentioned in the introduction, context and preceding paragraphs, Netcare has achieved significantly in creating an inclusive workplace, both from a qualitative as well as quantitative perspective.

From the employee engagement surveys conducted within the Company both by Deloitte (Pty) Ltd and Ipsos Loyalty on behalf of Achievement Awards (Pty) Ltd, the Company has consistently been rated as a workplace which embraces inclusive leadership.  The results of such surveys as well as the data (based on themes) collected from interviewing a sample of  the Company’s senior leadership is shared in order to demonstrate the extent to which inclusive leadership is practiced regardless of position within the organisation or racial grouping.

The data gathered after the Deloitte Best Company to Work for Survey  (Deloitte, 2010) conducted in 2010 revealed that engagement and attitude in the workplace was positive.  There was a balance between employee attitudes and behaviour towards the organisation where both attributes were driving engagement and sentiments of inclusivity in a constructive partnership.  This data is displayed in Figures 5 and 6 below.

Figure 5: Workforce segmentation – Netcare Management

Source: Ipsos, 2011 (from Deloitte Best Company to work for Survey, 2010)

From Figures 5 and 6, the 2010 data revealed that more than 50% of the workforce displayed positive attitudes towards Netcare Management and the Company itself, with a quarter (ie 25%) being fully committed to the organisation.  Areas requiring immediate and prioritised attention in 2010 included maintaining and growing positive engagement levels as well as intervening and addressing unhappiness.  By addressing the career development needs of the 17.5% enticeable employees (Figure 5) this percentage could be substantially reduced in the view of Deloitte (Deloitte, 2010).  The engagement index reflected in Figure 6 displayed a relatively positive engagement  map with the engagement index resting on the cusp of the positive attitudinal segments.  A balance existed between attitudes and behaviour towards the organisation driving engagement in a constructive partnership.

Figure 6: Plotting the engagement index – Netcare Management

Source: Ipsos, 2011

Figure 7 below displays the 2010 results in respect of employee to employer dimension comparisons, with the most significant gap appearing in the categories of Diversity and Transformation, Leadership and Recognition and Reward.  For the purposes of this paper, Recognition and Reward are not discussed.

In the focus group and interview data that follows narrowing of the gaps in respect of Diversity and Transformation and Leadership are dealt with and the “wins” identified by virtue of the various interventions implemented since 2010 discussed.

Figure 7: Employee to Employer Dimension Comparisons

Source: Deloitte Best Company to work for Survey, 2010

Figures 8 to 11 are reflected to show the baseline percentages against which the results of the Ipsos 2011 Staff Engagement Survey were measured and interpretations drawn.  These comparisons are made subsequently in this paper.

Figure 8 : Change Management

Source: Deloitte Best Company to work for Survey, 2010

Figure 9: Diversity and Transformation

Source: Deloitte Best Company to work for Survey, 2010

Figure 10: Management Style

Source: Deloitte Best Company to work for Survey, 2010

Figure 11: Values and Culture

Source: Deloitte Best Company to work for Survey, 2010

The most recent data was gathered by Ipsos Loyalty (Ipsos, 2011) and analysed what the areas of occupational health psychology and business management reflected regarding employee engagement.  The analysis was conducted using a tool considered appropriate to measuring employee engagement which was generationally blind (Codrington & Grant-Marshall, 2004).The findings were also measured against proprietary research conducted by Ipsos Markinor amongst the general working population in South Africa (1) as well as insights gleamed from related engagement studies also conducted by Ipsos.  In addition and in order to integrate industry relevant data, the insights were benchmarked against the Deloitte Best Company to Work For Survey of 2010, as discussed above.

Ipsos (2012: 4) indicated that premised against the Deloitte survey success in terms of employee engagement in the first stance and inclusive leadership in the second instance, Netcare had a strategy that focused and centred around employees and valued their contribution to the success of the business.  The detail in this regard was discussed in the contextual and introductory paragraphs above.

2.3 The findings of the most recent survey- Ipsos Netcare Employee Engagement (2011)

In summary following the discussion above, the research objective of the Ipsos Survey (2011) was to measure Netcare’s Employee Engagement and to present it for different units within the company. Relevant areas for improvement and leveraging were identified, in order to enhance employee engagement and ultimately, as well as add value to the overall service offering.

The following objectives were recognised:

1. Identification of  gaps and opportunities for the organisation to address and grow.

2. Segmentation of employees based on engagement levels (i.e.. Indicated attitude and behaviour).

3. Prioritised critical areas for improvement.

4. Maintained and focussed employees’ engagement in areas where the  organisation was doing well.

The Figures that follow display the results.

Figure 12 provides the Key to reading the bar graphs which follow but also indicates the key indicators of the state of inclusive leadership practice in the Company, specifically that 76% of staff felt that they were part of Netcare and 82% reacted to issues as if Netcare was their own business, displaying a true sense of ownership and the ability to display same without fear of retribution or reprisal from management structures.

Figure 12: Key to reading Bar Graphs – Ipsos Netcare Transformation Report 2011

Source: Ipsos, 2011

Of the total number of employees (20 872), 16 366 or 79% responded (Ipsos, 2011).  Employees were invited to participate by either completing a hard copy questionnaire ( 13 372 chose to use this medium) or completing the survey online, which 2 994 chose to do.  The response rate of 79% was considered significant as well as representative of the “Voice” of Netcare (Ipsos, 2011).  Of the 16 366 respondents, the demographics were as follows and are represented in Figure 13.

Figure 13: Demographics (from survey participants)

Source: Ipsos, 2011

Compared to the 2010 results (from the 2010 Staff Survey and the integrated Deloitte Best Company to work for Survey, 2010), the results had increased from 60.7% to 67.8% overall in the space of a year.  Individual areas of “excellence” (with the relevant definitions) identified by the 2011 data are represented below in Figure 14.

Figure 14: Great Focus

Source: Ipsos, 2011

The 2011 scores (Ipsos, 2011)  in conclusion then  reflected that:

· 76% of staff felt that they were part of Netcare;

· 82% of staff felt empowered to deal with problems as if the Company was their own     

         business;

· 63% saw a future for themselves loyal to Netcare; and

· 61% felt that they were in a meaningful partnership with the Company.

It was clear that the interventions after both the Deloitte’s Survey of 2010 and  “The Netcare Way” intervention (described below) had positively influenced the 2011 scores and had improved significantly as well as re-affirmed the status of Netcare as an inclusive workplace.

2.4 “The Netcare Way” a Qualitative intervention 2011/2012

In November 2011 in a response to preliminary data extrapolated from both the Deloitte (2010) and Ipsos (2011) surveys, Netcare Senior Management embarked on a structured programme entitled “The Netcare Way” in an attempt to engage further with employees .  Senior Management including all Hospital Executive Teams (D- Band and above) received two (2) day intensive training sessions in executing and implementing “The Netcare Way”.  The essence of the “The Netcare Way” related to reinforcing and recreating professional identity by way of five (5) behaviours:

Behaviour 1 – I always greet everyone

Behaviour 2 – I always wear my name badge

Behaviour 3 – I am always well groomed

Behaviour 4 – I always seek consent

Behaviour 5 – I always say thank you

By way of a three (3) hour conversational session with a maximum group of 25 staff, executive management engaged directly with all employees over a three (3) month period.  The conversations centred around the five (5) behaviours and the impact that embracing same would have on the Netcare business.

Although a formal performance appraisal system existed and pre-dated “The Netcare Way”, the five (5) behaviours would also be measured through:

1. The Patient Satisfaction Index – a measure provided to each patient at their bedside prior to  

         discharge;

2. The criteria for being nominated for the various recognition and reward programmes such as 

        Carer of the Month, Carer of the Year and Night of the Stars (as discussed previously);

3. Formal performance appraisals (as mentioned);

4. Informal management discussions – where for example the absence of a name badge could 

         be discussed;

5. Direct feedback from patients and customers to management;

6. Customer comments and complaints to media channels; and

7. Comments and complaints to our formal feedback channels, 0860 NETCARE and  

         customer.service@netcare.co.za.

These channels would assist Netcare in understanding how well individual members of staff had been performing in living “The Netcare way”, as well as how customers were upholding the commitment to living and demonstrating the Netcare values in everything that was done.

While apparently simplistic on the face of the business, the reinforcement of the behaviours had a marked impact on customer service - improving ratings significantly to an industry leader position of 88.4%.  This displayed yet another example of inclusive leadership practice which impacted directly and positively on the business.  In tandem with the positive results (90% plus as displayed in the Figures above) achieved in the Ipsos (2011) survey around personal accountability the initiative also demonstrated that regular conversations around accountability based on the five (5) behaviours allowed all staff to feel part of the “Netcare Family” (Netcare, 2011).

Against the backdrop of the two (2) recent surveys and the completed implementation of “The Netcare Way”,  a focussed and structured interview schedule was conducted with all three (3) Regional Directors of Netcare as well as the National Human Resources Manager.

2.5 The Senior Management Focus Group post the Ipsos Survey

Contextualised by the results of the Deloitte Survey (2010) and the Ipsos Survey (2011), Senior Management of Netcare (South Africa) were interviewed in order to secure opinions and insights post the findings.  The findings of these interviews were also contextualised against the prevailing healthcare climate in South Africa with the government well advanced with plans to implement a National Health Insurance system which would have far reaching consequences by virtue of the inclusion of the private sector.

As far back as 2009, Netcare human resources strategy had been informed by policy changes introduced by the public health sector (Warrener, 2012).  The Company had conducted stringent gap analyses, consulting continually with the public health sector and strategy had been adapted to include in particular leadership development with a view to improving and strengthening inclusive leadership practice.  These interventions had come as a result of the senior leadership accepting that there was a dual responsibility between business and its leaders to help people ‘‘win”.  Previous surveys but also more recently the Deloitte Survey had highlighted that there were instances where reward, recognition and development opportunities existed and yet the actions of senior leaders both at the head office and within the operations, often determined whether these opportunities were optimised and sometimes even exercised at all (Warrrener, 2012).

The gap identified following public sector strategic focus on formal (educational) development as well as the Netcare focus was include as a key strategic focus area for the Netcare Group as a whole, as a result of the interventions described above.  The surveys however showed (Warrener, 2012) that at the operational level within the Company the structures allowed for regional support and reward of employees extending from managerial through to supervisory levels and even to teams.  There was clearly a positive link between ability and the extent to which the leadership within the Company were perceived to be emotionally intelligent and able to provide leadership of a superior quality.  Based on the Netcare values of care, participation and truth, the leadership considered and truly believed that everyone working in Netcare (directly or indirectly) had value to offer and that employees were not simply included because of guilt from the apartheid past.  The exception to this statement came from managers of Indian origin who did not always feel included, and from managers appointed at the Netcare head office who had stated that they felt that too much was expected from them too soon.  Senior management had responded to the head office sentiments by creating an “on boarding” and mentorship programme (Warrener, 2012).

At a senior level within Netcare, turnover has been negligible with targets for representivity being reached and maintained as per the figure below.  In 2011, representation showed a positive change in profile at middle and senior management levels (Netcare Transformation report, 2011).  The lack of progress at junior management and professional levels was however cause for concern and represented opportunity for strategic focus in 2012 and beyond (Netcare Transformation report, 2012) even though in 2011, 49.8% of Company wealth had been reinvested back to employees in the form of share options.  However, to contextualise, the Netcare status of a DTI Level 2 B-BBEE accreditation rating along with an Empowerdex AAA rating set the Company far ahead of its competitors in the private healthcare industry (Netcare Annual Report, 2011).

The interviews conducted with the Regional Directors of the Hospital Division (Bedford, Van Der Merwe & Goble, 2012) confirmed the data extrapolated from the 2011 Ipsos Survey.

In particular, sentiments of accountability and empowerment were confirmed as senior management confirmed how they placed a premium on people who were proud to stand and take accountability, as well as play a meaningful role in the life of the Company.  Staff were clearly willing to stand and be counted and were proud to be part of the “Netcare Family”.  Bedford (2012) indicated that in times of challenge, as opposed to a traditional Western philosophy which would dispose of weaker members of management facing challenges at a hospital level in particular, the nature of the diverse workforce was such that the team would support the manager encountering the challenge and provide team support until the challenge had been surmounted.  The “Beautiful Mind” theory whereby growth was not encouraged at the detriment of another was mentioned (Bedford, 2012) as was the concept of “Ubuntu” which did not condone anyone being left behind in any process.  In keeping with other findings of the 2011 Survey, the feeling (Bedford, 2012) was that career development required attention, as opposed to the criteria and characteristics of inclusive leadership per se.

In keeping with the sentiments of Bedford (2012), Goble (2012)reaffirmed the Survey results and confirmed that where people saw their competencies and their efforts being recognised and rewarded the Company would reap the rewards of positive results such as those displayed by the Survey.  When people felt “part of the solution” as it were, the outcomes were successful and this the Survey had demonstrated (Goble, 2012)(Van Der Merwe, 2012).  In the view of Goble (2012), the key to success was also employing managers with the requisite drive and sense of pride in the first instance.  There was a sense (reinforced by the findings of the Survey also) that failure was not an option which was a key indicator of Netcare “culture” reinforced further by the fact that staff felt part of the Company, would recommend Netcare as an employer of choice, would go the extra mile for the Company and would be highly motivated to do extra work to provide quality care and service to patients.  From the Survey data, it appeared that staff from the Asian group were less satisfied with engagement issues across the board, an issue which had not been interrogated by any further study to date.  This data had also presented historically (Goble, 2012).  From a Company perspective, Netcare was focused on ensuring that all cultures were embraced and there was no differentiation between genders and racial groups as previously defined (Goble, 2012).  Transformation was actively driven for both moral reasons against the backdrop of our Values ( as discussed in the contextual introduction of this Paper) and to correct the historical imbalances of the country’s past (Goble, 2012).

The recent intervention “The Netcare Way” had resulted in a reinforcement of leaders “walking the talk” and had certainly contributed to the scores around being treated with respect within the Company and more significantly within the context of inclusive leadership, feeling part of the decision making process (Goble, 2012).  The results would contribute significantly to stakeholder satisfaction as within the healthcare sector happy employees created happy customers (patients) which in turn generated better profits.  The financial results of 2011 were proof of same with significant increases in operating profit (18.3% on 2010), revenue (6.5% on 2010), headline earnings per share and distributions per share (Netcare Annual Report, 2011).

A combination of who the leadership was, the self pride and competency of the staff and what drove them to provide quality care and derive satisfaction from same, underpinned the success of the Company within the private healthcare industry in South Africa (Goble, 2012).  Against this framework, providing quality care in turn grew “the bottom line”, once again reinforcing the value of inclusive leadership practice and the Company ethos that supported people as the most precious asset – and an asset to be respected and valued (Goble, 2012).

3. Conclusion and Research Implications

Employee engagement should be measured regularly and the measures deployed to measure such engagement should be dynamic and include both qualitative and quantitative measures as displayed by the Surveys analysed, the results achieved  and the discussions  in this paper.

Against the backdrop of staff shortages particularly in the area of the nursing which services the core of the business, Netcare has continued to forge ahead and create improved working models, many of which can be applied to the entire healthcare sector both public and private.  The findings shared in this paper demonstrate that by creating “passion” and commitment and hence an inclusive workplace, a business can be strengthened and a brand enhanced beyond measure.  With 76% of staff considering themselves to be part of Netcare and 82% reacting to their daily work lives as if Netcare was their own business, the findings go on to demonstrate the importance of Company values and how values become an intrinsic part of a Company and are lived by all, regardless of position.  An inclusive workplace goes on to showcase an employer as an “Employer of Choice”, further enhancing the value of the brand in the marketplace (and building on the concept of the service profit chain).  The value of the inclusive workplace was further extrapolated by patients rating service at an excellent value of  88.4% in 2011, placing Netcare as the industry leader in terms of customer service.

The findings and opportunities/ learnings can be applied to the public health sector which is currently upgrading its management and facilities to provide for the proposed National Health Insurance (NHI).  The findings can be applied to the private health care sector internationally and locally in South Africa in general.

At this time, the leadership of Netcare (South Africa) was already in discussion with government to develop systems in support of the proposed National Health Insurance and these discussions included technical process detail as well as best practice lessons which dealt with attitudinal issues, widely identified and reported as being perhaps the most significant challenge for the public health sector as it faced the introduction of the NHI framework.
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