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1. Executive Summary
	 Fresenius Medical Care (FMC) is a leading dialysis product manufacturer and service provider. The company contributes significantly to the healthcare industry by offering critical products and solutions for treating chronic kidney failure and acute kidney injury. This report proposes a new product and business model to create new growth opportunities for the Care Enablement business in Singapore. There are three businesses in the Care Enablement business unit: In-centre, Home Therapy and Critical Care. For many years, emphasis has been placed on growth in FMC's in-centre and critical care business. There is a need to change the product portfolio and focus on other growth opportunities. The home Therapy business in FMC has been stagnant and less profitable with the current product portfolio. For the past years, the strategic priority for the home therapy business has been to improve profitability as the cost of goods has risen over the years. The current products available are no longer competitive due to rapid technological changes. Home Therapy is dominated by one competitor with nearly 85% of the market share. There is a need for FMC to be the leader in all renal-related businesses and not just in the In-centre business. Therefore, the change proposed in this report will allow FMC to be competitive in the Home Therapy business segment. At the same time, capitalise on the current market situation where the government is exploring alternate home dialysis therapy. There is now an opportunity in the market due to increased interest in home therapy post-COVID from the Ministry of Health. Dialysis patients are immunocompromised, which may affect their health worse during a pandemic outbreak, addressing nursing shortages and high dialysis centres' operational cost challenges.
Home HD is common in countries like Australia, the United States, and Germany (Braden2019). There is an excellent opportunity for FMC SG to be the first mover in home HD therapy using the latest technology, NxStage. Research by McKinsey & Company shows that companies that innovate through the crisis by focusing on new growth outperform competition that is just reactive to the situation (Furstenthal, 2021). Innovation is vital to growth, as highlighted by Cathie Woods (YouTube,2019). Businesses should continuously look for gaps to grow. The strategy of Home Therapy to maintain business and improve margin needs to be reviewed. It is essential to launch Nxstage, which is a product that has a competitive advantage (Porter & Millar, 1985)
This report will highlight the market trend, analysis, marketing mix, and detailed launching plan to examine the potential impact on dialysis patient care in a home environment. PESTLE analysis tools, which are widely used in highly dynamic situations (Gupta,2013), were used to evaluate the business proposal. The renal landscape in Singapore will transform with the introduction of Nxstage dialysis machines, as the HD segment at home has been overlooked. 









Chapter 1: The Need for Innovation in Dialysis Treatment in Singapore
	Chronic Kidney Disease (CKD) has been progressing fast in Singapore since 2011 (Singapore Registry Data,2021). The leading cause of CKD is diabetes, and Singapore has one of the highest incidence rates of diabetes (Yoon,2022). Every two to three cases of CKD are diabetes-related, as reported by Diabetes Singapore (Refer to Appendix to Figure 1). The increasing ageing population of Singapore, with the proportion of people aged 60 and above, is expected to grow significantly in the next few years, and this will further add burden to the healthcare system. This situation will lead to increased medical expenses and productivity loss (Diabetes SG,2022). There are five stages of CKD, with the most severe CKD5 needing dialysis therapy. Currently, there are a total of 9000 patients on dialysis in Singapore (Singapore Registry Data,2021). Dialysis services can prolong lifespans and improve quality of life, and they are easily accessible in Singapore (One Health,2023). Two types of dialysis modalities are available in Singapore: Hemodialysis (HD) and Peritoneal Dialysis (PD) if transplantation is not the choice.
         Hemodialysis (HD) involves removing wastewater products from the patient’s blood through dialysis machines. This procedure is usually performed at a dialysis centre or hospital. The patient has to undergo dialysis three times a week as prescribed by their Nephrologist, depending on their condition.         
         Peritoneal Dialysis (PD) removes waste products from the body using the peritoneum inside the abdomen as a filter (Healthgrades,2022). PD is performed at home, giving patients more flexibility and autonomy. However, not all patients are suitable for peritoneal dialysis, for example, obese, abdominal scarring and older patients.
[image: Image result for peritoneal dialysis images]            
                                         Figure 1. Comparison of HD and PD. Source: Internet            
	There are no differences in terms of mortality rate between HD and PD modality (Wong,2018). Hemodialysis is mostly done at centres in Voluntary Welfare organisations (62.6%), Private Dialysis Centres (35.3%) and hospitals (2.1%). Very few patients are doing hemodialysis at home due to higher cost, home space and self-cannulation (Chan,2018). Some patients opted for home therapy using PD due to work commitment and flexibility. Dialysis needs long-term treatment and commitment. The patients and caregivers will go through a lot of stress and frustrations over cost, pain, transportation, nursing care, food intake and lifestyle modification. Dialysis patients' concerns are cost, quality of life, and flexibility. Meanwhile, the main concerns of health care professionals (HCPs) are the effectiveness of the treatment, the risk of infection, and the overall quality of life for the patient. It has been proven clinically that frequent Haemodialysis treatment results in better clinical outcomes (Ouwendyk,2023). With home dialysis, patients can do their dialysis more frequently at their convenience (Rayment,2008). Studies have shown that home hemodialysis gives the patient a greater sense of autonomy and satisfaction (Perl, J., 2009). Although peritoneal dialysis is done at home, only 13% of the dialysis population is on PD (The Straits Times,2022). There are various reasons and factors causing the low uptake of home dialysis, such as local resources, higher cost, easy accessibility to dialysis centres in Singapore, fear of self-cannulation, a good transport system in Singapore, etc. Not all CKD patients are suitable for PD. Hence, there is a need to explore Home HD for patients who are not clinically suitable for PD but would like the flexibility and increased frequency. 
[image: ]                                                               Figure 2. Benefits of home HD. Source: Internal.

Chapter 2: Market Dynamics 
	The home therapy market has been dominated by Baxter Healthcare, which uses the Home Choice Claria machines for the peritoneal dialysis modality (Baxter website). The total Home Therapy market is about SGD 20M. Home hemodialysis is costlier due to machine costs and involves home renovation for the use of the current HD machine. There is a need for a disruptive innovation for home therapy. Disruptive innovation is when the product offering is not only sophisticated but also accessible to more patients (Twin,2023). NxStage would be a new-market disruptor to both the HD and PD markets by offering a significantly better value/price ratio when compared to Home choice Claria (PD) provided by Baxter Healthcare, Sleep Safe Harmony (PD) provided by FMC and current HD machines. The introduction of NxStage will allow FMC to compete with Baxter, which is currently dominating 85% of the PD market share. NxStage offers a different technology from Home Choice Claria. The launch will increase FMC's market share of home therapy. The strategy is to increase Home dialysis by creating awareness and influencing policy change. Once the Nxstage enters the market and more demand is adopted, a disruption occurs ( Refer to Figure 2). The launch of NxStage will create a new market for Home HD dialysis, where HD is currently only available in hospitals and dialysis centres. Currently, very few rich dialysis patients can afford to do Home HD. According to Professor Clayton, disruptive innovation involves low-end footholds or new market footholds ( Christensen,2015). There are currently only two patients in Singapore who are doing Home HD, which is not significant in the market. The strategy of NxStage is to create new-market footholes to turn dialysis patients to do home dialysis. The plan is to open up the Home HD market instead of competing with Baxter in the PD home therapy market.
                [image: ]
                                       Figure 3. The Disruptive Innovation models. Source: Internet
2.1. PESTLE ANALYSIS
	In this report, the PESTLE analysis of political, economic, social, technological, legal, and environmental factors was examined here to give an overview and ensure that the proposed launch plan is well thought through and planned. The PESTLE analysis provides a microeconomic overview and has been proven to be a great source for identifying opportunities and threats for an organisation (Alanzi,2018). In the current VUCA situation, organisations must be quick to recognise potential changes in the market industry in order to react more proactively compared to the competition. Leaders must be aware of the hyper-volatile, uncertain, complicated and ambiguous nature of the 21st century.
         In the political factor, we explore the current government policy, analyse the direction of future policy, and identify potential initiatives that the government may initiate. Singapore’s healthcare system is ranked one of the best in the world (Jacobs,2020). Both the Public and Private healthcare providers are regulated by the government. An individual’s health care is funded partially by taxes, individual and employer contributions in the form of insurance and Central Provident Funds. Health care can be funded by Voluntary Welfare Organisations in some instances. It is essential for FMC to stay vigilant on policy changes and trends, i.e., to improve health, early education, concerns about the ageing population, and shortages in nursing manpower to anticipate threats and identify opportunities. We anticipated an interest in Home Dialysis learning from the COVID-19 pandemic. The incidence of respiratory infection and mortality rate is higher among dialysis patients. The same article shows that home dialysis reduces the risk of infections (Rostoker, 2021).
Kidney failure causes an economic burden, with a total spend of $300 million annually in dialysis treatment (NKF’s Key statistic,2022). Singapore’s National Health Expenditure is projected to increase from SGD22 billion in 2018 to SGD 59 billion in 2030 due to the ageing population (MOH,2022). Kidney dialysis is a long-term treatment. The option of organ transplantation is low as the waiting time for deceased donor kidney transplants is around 9.3 years (National Organ Transplant Unit,2021). FMC can use this information to analyse pricing.
         Home HD allows more flexibility and frequency, which is more physiological compared to three times dialysis in the dialysis centres. Frequent dialysis is shown to have better clinical outcomes through improvement in the dialysis parameters (Karkar,2015). Despite the benefits of clinical outcomes, home HD uptake remains low due to higher costs, housing constraints, social isolation, self-care confidence level, and family burden (Young,2012). Family plays an important role in the decision to adopt dialysis modalities. In Singapore, most of the population stays in high-rise public housing due to scarcity of land. Home modification will be needed if a conventional HD machine is used. Therefore, there is a need for social disruption to shift behaviour through accepting HD dialysis at home (Furstenthal,2021).
Singapore is considered a high-technology market which values sophisticated machines. Providing innovative product features became a critical decision factor when switching to new products (Msaed et al., 2016; Al-kwifi & McNaughton, 2011; Pae & Hyun, 2006). The NxStage System One is the first and most precise portable haemodialysis machine regulated for home use in the United States (FMC Website). It is designed to be used in small houses and can be easily transported for travel. It is also imperative to invest in AI and technological tools to make quicker and more decisive decisions (Li, TED) (Module 1, assignment 2),
         Singapore’s medical device registration is regulated under the Health Products Act (HPA) and Health Products (Medical Devices) Regulations 2010. The process of registration is six to eight months upon submission. The timing of the product launch will need to take into consideration the registration approval timing.
         The environment is a key factor in choosing home dialysis. There must be a dedicated place for the machine to be placed, and the place must be kept clean to prevent infection. Based on a study by Singapore General Hospital (SGH), the environment was a key consideration in home dialysis in terms of cleanliness and sufficient space (Ang,2022). The patient also raised concerns about a support system. Literature has shown that consumers are more open to new innovative products during a turbulent market (Fraenkel, Haftor and Pashkevich, 2016).

2.2 SWOT Analysis 
	 SWOT analysis was used to differentiate internal and external factors to identify opportunities and to protect from threats (Edwards, 2014.p167). A SWOT analysis helps identify potential roadblocks and mitigate risk (Morris,2023). FMC is a leading renal provider, and it is recognised as an expert in the field. This further strengthens their position as a trusted provider in the renal field. NxStage has the potential in the Singapore home HD space as it fills the current gap in home dialysis in terms of space constraints, flexibility, and frequent dialysis at the patient’s convenience, and it helps to relieve nursing manpower constraints. The launch of NxStage allows FMC to expand its product portfolio and penetrate the home therapy segment, which is close to 20M.
                [image: ]
                                                         Figure 4. SWOT Analysis. Source: Internal

	Based on the SGH survey (Ang,2022), the patients verbalised the importance of support. FMC already has a robust support system in place for their current PD patient. There is dedicated customer service and 24/7 clinical and technical support, which the patient can call if they face any issues/challenges during dialysis. Other support resources available include patient consultation and caregiver training (Refer to Appendix to Figures 2 and 3). As discussed in Module 1, FMC needs diversification to minimise over-dependence on the in-centre business, which may cause FMC to be vulnerable to changes in the market and advancements in alternative kidney therapy (Refer to Appendix to Figure 4).
Chapter 3: Introduction of NxStage Dialysis Machines – A Technological Marvel
	FMC has a market share of 15% in the Home Therapy space. Disruptive change is when the market followers become the market leader by transforming the current home business to find new growth areas (Scotts, 2017). Disruptive change is not a terrifying situation and should be looked upon as an opportunity. The Home Therapy have been dominated by PD. Since the majority of the modality is HD, there is an opportunity for growth in Home HD. A survey by McKinsey & Company shows that 90% of the company’s executives believe that post-COVID will change the way businesses are conducted in the next five years and over 70% growth opportunities for the medical industries (Jordan,2020). Nxstage Home HD is designed to provide dialysis patients with simple and practical options to self-dialyse at home. Patients can take control of their dialysis treatment at their convenience, reduce travelling time to dialysis centres, and have a greater sense of achievement. Studies have also shown that frequent dialysis produces better outcomes compared to three times a week in the dialysis centre ((Ouwendyk & Pierratos, 2008; Perl & Chan, 2009; Rayment & Bonner, 2008).
         The NxStage system comprises of a portable cycle with simple interface and easy to use cycler. The size of the machine is smaller and less than 80% of the current haemodialysis machine’s size. It can be dialysed anywhere due to its compact size. Unlike the current HD machine, the system can still operate during electricity and water source interruption. The system can use a compact generator and disposable pre-mixed solutions to dialyse. 
[image: ]       
						Figure 5. NxStage machine vs HD Machine









3.1 Marketing Strategies
[image: ]
                                                   Figure 6. Strategic Marketing Plan. Source: Internal            
	As a first step for any marketer, a clear understanding of customer needs and market analysis were outlined (Kotler, 2017). Marketing strategy is discussed in this report to ensure that the target market positively influences the product demand in the long term. According to Kotller and Amstrong, a marketing mix is a set of tools that helps organisations accomplish their marketing objectives (7). Marketing Mix comprises marketing tactics/activities that the company does to fulfil the needs of the customers. There are seven elements in a marketing mix to ensure that customer’s needs are met in the short and long term (8).
Product
         Peritoneal dialysis are the main modality in the Home Therapy segment. The market is dominated by the competition. In this report, a new product and business model are propose in order to race ahead of the competition. NxStage is a new invention using state of the art technology to provide a more flexible and clinically proven approach to offer home dialysis for patients in the long run.
People
         Before the launch, there will be an elaborate discussion with HCP experts and researchers in the home HD fields ( Refer to Appendix to Figure 5&6). Interdisciplinary collaboration was used to instil creativity and solutions. Learning from the human-centred management concept, multi-stakeholder communications, and the interconnection of ethical, social, economic, and institutional factors was applied(Module L01, assignment 2). External experts from the National University of Hospital (NUH), Khoo Teck Phuat Hospital (KTPH), and internal colleagues are involved. NxStage will be launched in phases with the following targeted customers. This will ensure that the launch is a success, as it will require training to ensure the right techniques are applied and the right patients are selected. National University Hosptial and Khoo Teck Phuat Hospital as both Dr S, Dr A and Dr G ( Refer to Appendix to Figure7&8)had experience using NxStage when they both attached to Hammersmith Hospital in the UK and United Christian Hospital in Hong Kong. This report also emphasises the change management method, which looks at an outcome-driven approach where leaders are willing to disrupt the current ways and replace ways that do not work anymore. The Business Plan ( Refer to Appendix to Figure 9 ) was proposed, and Experts were introduced to Key Stakeholders within the FMC Home Therapy leaders to gain receptivity and support for this launch. Surveys were conducted internally on the feasibility test ( Refer to Appendix to Figure 10 ). A project team were set up comprising Sales, Marketing, Technical and Supply Chain team members. Every team member takes ownership and is accountable for their actions in order to succeed in the change. As shared by Li (TED), creating a culture of sharing builds strong networks. 
Price 
Pricing consideration is one of the important steps in the launch of a new product (Kotler, 2017. p 638). Usually, a price-penetrating strategy is frequently applied to new entrants (Christensen,2015). However, there are several factors to consider when setting the right pricing. Different strategies and approaches are applied to different types of innovation and industries (Christensen,2015). In the Medical industry, low prices may be perceived as lower quality and inferior effectiveness. Generally, dialysis costs are covered by insurance schemes such as MediShield Life, government subsidies, and out-of-pocket payments or funds from charitable organisations. Currently, the costs of PD, Home HD, and In-centre HD are very different. Finding the right cost without cannibalising the in-centre HD business and adding to the financial burden is crucial to this launch. According to (Gijsbrechts, 1993), developing the right pricing strategy is both critical and complicated. Various factors must be considered, such as the environment ((Diamantopoulos, 1991), customers (Tellis,1986) and pricing situation (Noble & Gruca,1999). A detailed plan and discussion were initiated between the finance and sales team to propose the right pricing to the market (Figure 6) and remain profitable for the business (Morris, 1987, p. 79).

[image: ]Figure 7. Pricing calculation and analysis. $$$ intentionally shaded for this report. Source: Internal.

Promotion & Place
	The Chartered Institute of Marketing (2009) defined a place as a location where it is convenient and feasible for customers to buy the products. NxStage is a medical device that can be prescribed by a nephrologist. It will only be distributed and delivered to the patient’s house upon prescription by a nephrologist in the hospital. Promotion of NxStage includes sales promotion of communication, product demonstration, workshops, and training for health care professionals. Promotion is a crucial process where accurate information is provided to the target audience so that they can make decisions (Daniel,2018. 
Phase 1 Target: National University Hospital and Khoo Teck Phuat Hospital
Phase 2 Target: Singapore General Hospital
Process
	The launch process has been determine as a successful driver within an organisation. Literature has shown link between management moitvation, internal cooperation, market orientation and successful product launch (Kuhn,2007). Therefore it is important to have both the management support and ground support in order to successfully launch NxStage.
         In SSBR Module 2, L04, the importance of collaborative problem-solving and decision-making were studied and reported extensively as part of learning. The collaborative problem-solving framework by scholars (Cannon-Bowers et al., 2005) identifies eight core competencies: adaptability, shared understanding of the situation, performance review and sharing, leadership, interpersonal relations, coordination, communication, and decision-making. Another scholar (Cooke et al.,2000) includes the ability to mutually interpret cues, allocate resources and make compatible decisions as essential capabilities. Collaborative problem-solving and decision-making is a dynamic process. The skill of decision-making is vital and indispensable (Mather, 2006). The skill of decision-making plays a pivotal role in daily life, serving as a central aspect essential for adapting to the environment and achieving autonomy. It involves the capacity to select from among two or more options (Morelli, 2022). For the NxStage launch plan, there is an emphasis on collaboration and generating ideas for a successful launch plan among the project team members. Any potential challenges were discussed and outlined in a Problem-solving and decision-making framework. The process involves defining the problem by analysing, developing, and executing the plan with a long-term solution in mind through close monitoring and continuous improvement of the process.  
Resources
	As a leading provider of renal products in the industry, there is constant pressure to review product pipelines and anticipate any changes by challenging assumptions. Doing a reverse P&L exercise helps to anticipate any hurdle in carrying out the NxStage launch and the necessary revenue needed. This will help in resource-allocation decisions and determine that the launching of NxStage yields higher value and shows potential growth opportunities (Furstenthal,2021).
[image: ]
Figure 8. Pricing calculation and analysis. $$$ intentionally covered for this report. Source: Internal.
3.2 Competition
	The home therapy market is dominated by Baxter, which offers Home Choice Claria for peritoneal dialysis patients. The total market is about 20M. It is a substantial market for a renal business. Not all patients are suitable for Peritoneal dialysis. NxStage will be targeting patients who are suitable to do hemodialysis in the home setting. There is potential competition for home HD in coming years, for example, NextKidney using sorbent technology ( Nextkidney,2022). NextKidney is currently doing a human trial and expects to launch its product in Europe in 2024. The machine is not FDA approved, and CE marked. FMC must decide to launch Nxstage in Singapore in order to gain the first mover advantage in this business (Lieberman & Montgomery, 1998).
[image: ]
Figure . 9. Competition NextKidney. Source: Internet


3.3 Advantages and Benefits of NxStage Dialysis Machines
	 The COVID-19 pandemic has taken the world by surprise. Post-Covid challenges due to nursing shortages (Begum,2021), dialysis centres not designed for the pandemic (Khoo,2021), and increased cost of rental in Singapore have increased interest and discussion on Home HD by HCPs and policymakers in the Ministry of Health. The treatment areas in the dialysis centres are small and close to one another due to space constraints. To meet the increased interest and potential demand, dialysis providers must embrace new technologies and capture the growth opportunities. The launch of NxStage will help alleviate healthcare infrastructure challenges. In this chapter, the advantages, risks, and challenges of Home HD are outlined.
Advantages of Nxstage Dialysis Machine
· Enhanced flexibility for patients without following strict schedule in the dialysis centre.
· Improved quality of care
· Relieve the demand for new dialysis centres in a small country like Singapore.
· Reduce nursing workload.
· Literature have shown that frequent HD treatment have better clinical outcome (Ouwendyk & Pierratos, 2008; Perl & Chan, 2009; Rayment & Bonner, 2008)
· Patient can travel and improve family bonding.
Despite the advantages of Home HD, there are risks involved which includes:
· Infection
· Space constraints
· Clinical and Technical support
· Care giver Support
Challenges of Home HD
· Lack of incentives for Nephrologist
· Fear of self-cannulation
· High cost of compact machine and consumables
· Reimbursement framework and funding policy for Home HD is not in placed.
One of the key successes of Home HD is patient motivation (Bieber et al.,2021). Such behaviour can be further reinforced through patient education, appropriate counselling, and support from HCP and Nxstage machine providers. Fresenius can play an active role in training and supporting the patient by providing a 24/7 nurse hotline, technical support, and home visits. Fresenius can modify its business model by offering a mobile home HD service using an Nxstage machine and Nurse. The patient can activate the services through pre-booking as and when they want. This will solve the challenges of fear of self-canulation and occupying space and provide flexibility.
                   [image: ]
                                         Figure 10. Clinical Outcomes Benefit. Source: Internal
3.4 Unique Value Proposition (UVP)
	Based on the extensive understanding of the market and customers, a unique value proposition was developed. Kotler (2018) highlighted the importance of A unique value proposition (UVP), which is a statement that helps to differentiate Nxstage from the competition. It addresses the current pains the customer is experiencing by describing the benefit the patients can expect from Nxstage (Osterwalden et al., 2014). Crafting a compelling UVP further enhances Nxstage's superiority over the competition. NxStage helps improve treatment outcomes and gives patients more freedom to live their lives their way. Normally, haemodialysis patients have a fixed schedule with dialysis centres at the frequency of three times per week, and it might take six to eight hours per patient for a dialysis treatment per day, including travelling and/or waiting time. As a result, this frequency can prevent patients from working properly. With NxStage, patients can dialyse almost anywhere in their homes and at their convenience. This flexibility contributes to minimising the interruption of dialysis treatment in patients' daily lives. 
In terms of economic benefits during dialysis treatment, applying NxStage into treatment for HHD patients could lead to significant cost-saving, while the financial burden brings a negative impact on the patient's well-being (Ng et al., 2021). Particularly, Helen and colleagues (2002) showed an annual saving of USD 9,159 for patients using self-care haemodialysis (USD 42,057) compared to patients treated with in-centre haemodialysis therapy (USD 51,252). Thus, using NxStage would be an optimal solution for dialysis patients with financial difficulties and help decrease the negative influence on their physical and mental health.
[image: ]
                                                                Figure 11. Nxstage offering. Source: Internal




3.5 Marketing and Communication strategy
	 A robust marketing and communication strategy is developed to create awareness and generate interest around the launch of Nxstage. Various marketing channels were used to reach the target audience. This will ensure long-lasting branding for Nxstage. This report focuses on an omnichannel approach of five marketing channels: social media marketing, events, customer engagement tools, content marketing, sales toolkit and KOL engagement. Because the utilisation of NxStage provides new conceptions of home therapy to HD patients, a broad range of events such as product launches, educational workshops or training sessions are necessary for target groups: nephrologists and HHD patients. Besides, equipping the sales team with essential knowledge and tools by applying the sales toolkit will establish a long-term foundation to promote NxStage to customers, especially nephrologists, to assign NxStage utilisation for patient treatment. Regarding Key Opinion Leader (KOL) engagement, setting up a network of advocates is important in a knowledge-based industry like healthcare. The recommendation from KOLs with an authoritative voice, such as the Head of the Nephrology Department in a national hospital, will help promote NxStage to other nephrologist colleagues in Singapore. With respect to online channels, applying digital marketing, including social media or email marketing in healthcare, would be an effective method to reach a large number of target audiences. According to Pasaribu et al. (2022), digital marketing in the healthcare industry has suffered from exponential growth due to the COVID-19 pandemic. Thus, digital marketing via social media and email/content marketing will help FMC reach out to more customers in the digital age.
[image: ]
                                                           Figure 12. Marketing channels. Source: Internal
Chapter 4: Strategic Decision-making Plan
In strategic decisions, the leader must focus on key factors, which include people, resources, and competition, to meet the business goals (Mintzberg, 1976). These key factors are instrumental to the success of meeting the desired outcome. The decision to launch Nxstage is based on careful analysis of all the collected information. This is aligned with the decision-making process where analysis, evaluation, and best value for the desired goal are involved (Mcshane et al.,2015). The detailed process includes market analysis, capital spending, investment planning, and availability of other options (KuKalls,1991). Once the decision is approved, a strategy plan is outlined.
Chapter 5: Strategic Plan
A strategy plan is a roadmap to reach its goal. SSBR Module 1’s report focuses on the FMC business level strategy and operational strategies in the Singapore market, which is aligned with the corporate strategy goals. The operational strategies are the support level in terms of resources, processes, and people. Both the business strategy and operational strategy must be integrated to form a successful strategy (Johnson & Scholes,2008, p.11). Three key strategic priorities were outlined in the Module 1 report. One of the strategic priorities was to improve the profitability of the home therapy business (Refer to Appendix, Figure 11). The launch of NxStage will align with the key strategic priorities for the Home Therapy business.
[image: ]
                               Figure 12. Strategic Priorities for Home Therapy. Source: Internal
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                                            Figure 13. Key Objectives and Tracking Source: Internal
Chapter 6: Potential challenges and reactions
To achieve a competitive advantage, FMC must look to build capabilities within the organisation to ensure that there is consistency in performance. There must be investment in people, processes, and technology (McKinsey survey, 2023 report).
External
Healthcare challenges faced by caregivers are real, as they play an instrumental role in caring for and ensuring the quality of care for patients. A caregiver is responsible for the basic needs of the patient and assisting in the patient’s dialysis at home. Financial burdens, ill-equipped machines, and lack of knowledge are factors that contribute to the stress faced by caregivers (Mara,2023). In Fresenius Medical Care, there are dedicated trained nurses who can provide clinical and training support. This will address the challenges faced by caregivers and patients. Besides, FMC continuously improves and introduces technological innovations to make NxStage more user-friendly to patients. To be specific, in 2023, FMC launched the next generation of NxStage with GuideMe Software in some markets. This new software offers walk-through guidance to make the training experience become more simple for all types of new users, including patients and nurses.
[image: ]
                                Figure 14. Home Therapy services. Source: Internal
[image: ]                                      Home Therapy Team

                                                 Figure 15. Home Support Model. Source: Internal
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                            Figure 16. Type of Home Therapy services. Source: Internal
The launch of NxStage will address the challenges faced by the Ministry of Health in terms of Nursing and increase in Chronic Kidney Failure incidence. In the Minister of Health’s opening speech during the Internal Society for Peritoneal Dialysis Congress 2022 opening ceremony, he stresses on the improvement of disease management and explore home therapy as an option (MOH, 2022).
Internal
To launch NxStage in Singapore, a business plan proposal has to be forwarded to the Head of Home Therapy for approval. It is important to have extensive market research on the industry, current and anticipated trend to propose a business plan which is sustainable and profitable for the business. NxStage is considered a strategic launch as it is using technology and innovation to move into new markets in the Home Therapy segment (Erik, 2000).
Closing
As we face economic instability, most organisations, and in this report, FMC, look for new businesses as strategic priorities to accelerate growth. This report focuses on deep analysis and potential pitfalls to make sure the launch plan is successful. NxStage may not be a disruptive innovation in countries like Australia and the United States, as Home HD is common in those countries due to their geographical size. In Singapore, the small size of the country and the accessibility to dialysis centres make Home HD not a popular choice. However, since the pandemic, we have experienced challenges in dialysis centres where the design is not suitable for the pandemic due to the small size of dialysis centres. Singapore is experiencing a shortage supply of nurses and an increased incidence of chronic kidney disease. Based on MOH guidelines for setting up a dialysis centre, it is mandatory for a dialysis centre to fulfil a 1:5 Nurse-to-patient ratio. The launch of NxStage may change the renal landscape of Singapore by creating more awareness and patients opting to do dialysis at home.
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[image: ]
                                                                    Figure 8. KOL’ s Profile. Source: Internal.
[image: ]
                                                                    Figure 9. Business Plan. Source: Internal.
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                      Figure 11. Strategic Implementation plan. Source: Module 1. Page 19.
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1 Machine rental XXX XXX exclude consumables
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Consumables Ptx to purchase direct fm hospital

Depreciation (3 yrs) XXX XXX machine cost depn over 3 years

R&M Technical cost XXX XXX

Interest cost  XXX XXX

Profit XX XX

Margin XX XX

Direct Sale  Cost Sell Margin

Option 1 5 Machines

Machine - Pure Flow XXX XXX #VALUE!

Machine - Pre Mix XXX XXX #VALUE!

Option 2 5 + 1  Machines Starter Package Cost Sell Margin If commit 5 units, foc 1 unit

Machine - Pure Flow XX XX #VALUE! Valid only once

Machine - Pre Mix XX XX #VALUE!

Consumables Sale (Pure flow and Pre Mix) Cost Sell Margin

CAR-172-C NXSTAGE CARTRIDGE WITH LOCKSITES XX XX #VALUE!

ANC-200 DRAIN LINE EXTENSION, ANC-200 XX XX #VALUE!

SAK-304-A DIALYSATE 60L 45 LACT 2K 3CA 1MG, 13.29 XX XX #VALUE!

ANC-200 DRAIN LINE EXTENSION, ANC-200 XX XX #VALUE!

CAR-172-C NXSTAGE CARTRIDGE WITH LOCKSITES XX XX #VALUE!

FWS-308 EXPRESS FLUID WARMER DISPOSABLE, 8 XX XX #VALUE!

RFP-209-WW PREMIX DIALYSATE, 5000ML, 45 LACT XX XX #VALUE!
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Market Intelligence

Healthcaresingapore

SINGAPORE HEALTHCARE KIDNEY DISEASE

Singapore’s plan is a holistic approach for lowering and tracking chronic kidney disease.

Kidney failure has been identified as a major health challenge globally; the Asia Pacific region has one of the highest rates of kidney failure. Singapore is among the ten countries with the highest incidences of treated end-stage kidney failure. Other
Southeast Asian countries in the top ten countries include Thailand and Indonesia.

To improve disease management, Singapore has implemented the “Holistic Approach in Lowering and Tracking Chronic Kidney Disease” program across all public healthcare institutions. The program aims to prevent and slow down the progression
of chronic kidney disease to kidney failure. Risk factors such as high blood pressure, diabetes and obesity must be addressed and to date, over 87,000 patients have participated in this program.

A complement is the adoption of “Peritoneal Dialysis-preferred” (PD) approach to kidney disease management, which allows the patient to be dialyzed at home. This offers greater convenience, promotes self-empowerment, and maintains good
outcomes. At present, hemodialysis remains the main method of kidney dialysis. The Singapore Ministry of Health is looking to increase the uptake of PD to 30% amongst new dialysis patients by 2025. An average of 5.5 patients are diagnosed daily
with End-Stage Renal Disease (ESRD) in Singapore, and it is projected that by 2035, about one-quarter of Singapore residents aged 21+ years are expected to have chronic kidney disease. Singapore also ranks first in the world for diabetes-induced
kidney failure, according to the USRDS (United States Renal Data System) Annual report 2022. A key objective of the ISPD (International Society for Peritoneal Dialysis) is to increase the utilization of peritoneal dialysis around the world and improve
the health outcome of these patients.

The Singapore Government’s efforts and commitment to tackle this growing public health issue is all part of the “Healthier SG” initiative. This is a major healthcare transformation strategy focused on preventive care. To this end, health screenings,
vaccinations and the promotion of a healthy lifestyle are encouraged.
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Background

With the competing requirements for land resources in a limited land area of approximately 700 km2 , promoting home-based dialysis will alleviate the strain on dialysis facilities and provide a more sustainable dialysis care delivery system in
Singapore [17, 19].
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Strategic Implementation Plan ( 260 words )

Home Therapy To increase Profitability

Critical Care To Increase Market share

In-centre

To Maintain Market 

Leadership position


Microsoft_Excel_Worksheet.xlsx
Sheet1

				6 activties on creation of value by Mckinsey & company		Resources and Capabilities 		Specifications 		Value
Able to exploit oppt/neutralise competition		Rare
Hard to find		Imitability
Expensive to duplicate		Organisation
Organised mgmt system		GOAL
Competitive Advantage

				Technology Development		Research and Development		Innovation, Intellectual Property		YES		YES		YES		YES		Sustainable competitive advantage

						Technology		Advancement, Innovation		YES		YES		YES		YES		Temporary

				Manufacturing		Manufacturing Plants		Location, raw material, Automation		YES		NO		NO		NO		Competitive parity

				Distribution		Logistic		Supplies, Efficiency, Automation		NO		NO		NO		NO		Competitvely Disadvantage

				Product Design		Products		Biofine, Polysulfones, Propriety Products Marketing mix 4P's, Therapy		YES		YES		NO/YES		YES		Sustained and Temporary

				Marketing		Marketing		Training, Activities, Awards		YES		NO		NO		NO		Temporary

				Service		Sales		Culture, Reputation, Structure, Network, 		YES		NO		NO		NO		Temporary

						Technical, Customer Service		Maintenance, Customer response		NO		NO		NO		NO		Competitvely Disadvantage
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														260

				Strategic Implementation Plan ( 260 words )

				Business
- In-centre
- Home Therapy
- Critical Care		Strategic Priorities 
-Should reinforce one another to ensure different teams are moving in tandem
-coherent story on how FMC as a whole will create value in future		Strategic Agenda
Opportunities 
- Automation
- Artificial Intelligence
Threats
- Cost optimisation
- Talent Management		Metrics/Target
- Quantitative measure $%		Key Actions
- Mgmt/Team Leaders
- Team members
Support Team

				In-centre		To Maintain Market Leadership position		a. Maintain Pricing competitiveness		Financial Target		a. Promote HXX Therapy
b. Pricing Restructuring
c. New product launch; eco-friendly 
d. Invest in Technology
e. Introduce Automation

								b. To capture HD Consumables Market		GM improvement		a.Source for alternative suppliers.
b.Automation 
c. Protect propriety products

								c. To expand the renal continuum of care		New revenue generation		a. New product launch XX, XXX, XXX,XV


								d. Sales Eco-system		New revenue generation		a. Lean structure
b. Automation CS and Logistic

				Home Therapy		To increase Profitability		a. Expand to new territory 		Financial Target		a. Education
b. Customised programs
c. New Product Launch

								b. To improve margin		GM improvement		a. Alternative supplier
b. Prive revision exercise

								c. To expand to CAPD 		Financial Target		a. Education
b. Remote monitoring

								d. Public awareness		Financial Target		a. Education
b. Customised programs

				Critical Care		To Increase Market share		a. To increase utlisation rate		Financial Target		a. Increase user base

								b. To expand coverage		New revenue generation		a. Expand territory

								c. To increase Cica Therapy		Financial Target		a. Increase user base, New therapy

								d. Sales Eco-system		Financial Target and New revenue generation		a. Restructure
b. New Product Launch

														429

				Monitoring and Evaluation of the Plans (429 words)

				Strategic Agenda
Opportunities 
- Automation
- Artificial Intelligence
Threats
- Cost optimisation
- Talent Management		Metrics/Target
- Quantitative measure $%		Tracking 
- Action Plan
- Launches
- Actitivies
- Presentations		Timeline
- This report focusus on the Years 2023-2025		Approximate Investment €		Responsible Person

				a. Maintain Pricing competitiveness		Financial Target		a. CONVINCE Trial, AREP. Auto sub
b. Watse reduction; 6008, K3, eco savings Water Treatment Systems
c. Optimise AR & VR usage
d. Sales Structure, CS, Logistic		a. 2023-2024
b. 2024
c. 2020-2023
d. 2024
e. 2024-2025		a. 5K
b. CAPEX 10K
c. Automation Development cost 50K		Sales & Clinical

				b. To capture HD Consumables Market		GM improvement		a. Project Part A
b. Sales Structure, CS, Logistic
c. Contract-based model		a. 2023-2024
b. 2024-2025
c. started in 2022
		0		Sales & Marketing

				c. To expand renal continuum of care		New revenue generation		a. Continuous Education Programs
b. Leverage on Digital Marketing, Social Media
c. Collaboration with CD
d. Build KOLs
e. Green Dialysis		2022-2025		20K		Sales & Marketing

				d. Sales Eco-system		New revenue generation		a&b. Restructuring		2024-2025		50K		Mgmt & Sales

				a. Expand to new territory 		Financial Target		a. Innovative Education
b. Digital Marketing, Social Media
c. New product
d. combPDHD		a. 2023-2024
b. Started in 2021
c. started in 2022
d. 2024		Keep to minimal.                           CAPD Remote monitoring costs 20K		Sales & Marketing

				b. To improve margin		GM improvement		a. XXX, Icodextrin Manufacturer
b. Last revision 2023		a. 2024
b. 2025		Savings 300K		Mgmt 

				c. To expand to CAPD 		Financial Target		a.Masterclass, CNE
b. CAPD Health Tracking App + Remote Therapy Management Solution. 
		a.2023-2024		20K		Marketing&Clinical

				d. Public awareness		Financial Target		a. Renal Coordinator Workshop
b. Social Media
c. Public Forum, Awareness Campaign - Collaboration with CD		a. started in 2021
b. started in 2021
c. 2023-2025		20K		Marketing&Clinical

				a. To increase utlisation rate		Financial Target		a. Key Account Management
b. Increase MOH machines utilisation		a. 2023-2024		0		Sales & Clinical

				b. To expand coverage		New revenue generation		a. Back to The Basic Selling Skills /Field Force Effectivenss program
b. Private sector/ Collaboration with CD
c. Improve processes
d. Build KOL
e. COE, Fellowship program		a. 2023-2024
b. 2023-2024
c. 2023-2024
d. 2023-2024
e. 2023-2025		COE 30K		Sales & Clinical

				c. To increase Cica Therapy		Financial Target		a. MOH donation
b. Private sector		a. 2023-2024
b. 2023-2024
c. 2023-2024		0		Clinical

				d. Sales Eco-system		Financial Target and New revenue generation		a. CME, Acct Mgmt
b. Complementary solution. Injection calcium, Low-flow CO2 removal, Ampheresis Therapy
		a. 2024
b. 2025		0		Sales & Clinical
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