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[bookmark: _Toc351585993]Executive Summary:
Diabetes has progressively become the silent killer in China over the past 30 years. We find that there is a growing percentage of the population, young and elderly that is effected by the disease. What’s really disheartening is that most of people living with it don’t realize they have it until they start noticing complications. By that time, it could already be too late. The International Diabetes Federation suggested, “China has the world’s largest diabetes epidemic, and it continues to grow at a fearsome pace. Rapidly rising rates of diabetes have been seen in previous studies, and the most recent research found that China has overtaken the USA in terms of diabetes prevalence: according to the latest data, 11.6% of Chinese adults have diabetes” (Xu, Wang & He, 2013).  11.6 % of China’s population roughly covers 110 million people. The size of the market is so big it’s hard to believe that the diseases affect so many people. What’s even more discouraging is that there is an estimated 500 million that are pre-diabetic. 
Discovering the opportunity to expand within China was not too difficult considering the recent epidemic of diabetes. The difficult part was selecting an entry strategy and mitigating the threats that may arise.  One threat that really could stand in the way of a successful entry is finding qualified personnel that are willing to deal with the conditions of the healthcare market in China. Being able to pay those personnel a competitive salary is key in determining whether the entry into China will be possible. Other threats that put pressure on UNH expansion efforts is the Chinese government. They intend on revitalizing their healthcare system, but where does that leave patients with diabetes? We understand that the governments care will be very cheap (if not free), but with such a growing demographic with the diseases it will be almost impossible for the government to manage the smallest of operations concerning diabetes. Now is the time for UNH to step in, develop a specialized program that will expand on the brands name, and service the people of China quickly and ethically. 
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[bookmark: _Toc351585994]Introduction:

As the market in China evolves, more and more healthcare companies will find a way to successfully enter the region. While UnitedHealth Group (UNH) has expanded to a number of the N11 countries, we find that China’s population and recent deregulation make the country a prime target for expansion. An increase in diabetes and high blood pressure cases around the world has increased the demand and costs of healthcare. With China contributing the 1/3 of all diabetic cases around the world, we find it imperative that UNH enter the region with a specific focus on diabetic care. This paper objective is to use the SWOT data to create a TOWS strategy table that will mitigate each of the identified risks (threats and weaknesses) associated with UNH’s entry into China and the efforts used to exploit the identified external opportunities.
UNH is the leading managed health care corporation in the United States, with total revenues of over $180 billion for FY2016 (“UnitedHealth Group Inc.”, 2016). Their offerings are split into two entities: UnitedHealthcare (UHC) and Optum, which focus on employer and individual health plans, government funded Medicare programs for age qualifying individuals and ways to reduce growing prescription cost for patients within the umbrella. Although there are many competitors, locally and globally, UHN has developed a strategic plan to capitalize on a growing niche segment within the market. 
China was selected for entry because of the endless opportunities and resources the country presents. China has the largest growing economy in the world with about 1.3 billion citizens. Not only is China growing at a rapid pace, the country offers the most up and coming middle class segment in the world. Although China boasts near-universal health insurance coverage, even consumers with government insurance have high medical expenses, (Britnell, 2015). Through research, we find that China’s population has a growing aversion for public healthcare due to a number of factors. Public care only offers the most basic of options, it’s still too expensive for most consumers, wait times have skyrocketed due to the doctor/patient ratios which also have a direct correlation to the type of care provided (preventative instead of long-term care). It is crucial for UHN to take advantage China’s emerging private insurance market. China's private insurance market is experiencing strong growth as citizens turn to the private sector to fill gaps in coverage by government plans, (Britnell, 2015).
[bookmark: _Toc351585995]Opportunity and Threat Factors (TOWS Table):
	The SWOT analysis serves as a great basis for UNHs TOWS table. The purpose of the TOWS table is to, “notice how the links are established between the internal and external factors” Suliman, 2016), when considering entry into China. Many companies are able to identify where they would like to move towards as a corporation but the TOWS analysis really offers a critical exanimation of the roadblocks that may be in the way and the action plan to get around said roadblocks. Determining what strengths will potentially help a corporation capitalize on the market and what weaknesses must be mitigated in order to obtain market success is vital in becoming a market leader in a new territory. 
[bookmark: _Toc351585996]List of Opportunity Factors:
A. Increase requirement by aging and maturing global populations in emerging markets require outputs such as revenue management, increased patient access, patient management, medical record management, patient record management. China largest population in the world.
B. Global digital health market expected value $233.3 billion USD by 2020 at CAGR of 21.2%.
C. Expectations to grow to be valued at $280 billion USD, rank among top three 2020, at CAGR 22.87 by 2020, while medical tourism is forecasted to see $6 billion USD by 2018.
D. China is working to reform its healthcare infrastructure to include people-centered quality integrated health care, improved healthcare quality, increasing patient health care knowledge, reforming public hospitals, altering incentives for providers, elevating the status of the health workforce, allowing qualified private health providers to deliver cost-effective services
E. Favorable legislation or incentives from various country governments for helping combat the problem of rising healthcare costs.
[bookmark: _Toc351585997]List of Threat Factors:
A. Foreign governments reluctant to ease the process of transferring licenses from international medical personnel such as doctors and nurses. Also hesitant at having supportive regulations for medical personnel wishing to practice at multiple sites. Taxes and Tariffs.
B. The rising cost of healthcare makes the selection of private health insurance unfavorable in countries that have universal healthcare or national health insurance available at a low or no cost to the population.
C. Countries that offer NHI, such as China, run the risk of its citizens relying solely on the free services and not looking into the potential benefits of the private health insurance
D. Poor air quality affecting the health of the populations. 8.6% of population living on degraded land. Highly dependent on fossil fuels for energy source (88.3% of population). High amount of carbon dioxide emissions per capita (top 90 in world).
E. China is investigating the universal healthcare for its citizens as part of the law. With the government offering health insurance to its citizens as law, the expansion may prove challenging for a private provider. Regulatory requirements.
[bookmark: _Toc351585998]Rationale of TOWS Strategies:
[bookmark: _Toc351585999]Focusing on servicing the growing demographic:
China’s elderly population is a growing segment within the market.  As the population increasingly gets older, it will be more and more important for citizens to have the best-specialized care to address their health needs. To fully capitalize, UNH must be ready (upon entry into China) to service the demographic within the diabetes niche market. Concentrating efforts to a larger demographic in a new market essentially builds UNHs portfolio and allows them to utilize and combine resources that will ultimately save and make the company more money. 
[bookmark: _Toc351586000]Strong brand presence should push UNH to top competitor (high demand):
While UNH has no presence currently in China, they are currently performing very well in other countries around the world. Obtaining the most market share in the United States is a major accomplishment but retaining a strong brand name and presence throughout many expansion efforts is what UNH is all about. Creating a strong brand essentially markets your offerings, in most cases before you ever meet the customer. I believe the brand presence will be enough to push the demand for the niche business to flourish in China.
[bookmark: _Toc351586001]Strong financial position helping China combat the problem of rising healthcare costs:
Healthcare globally has seen recent spikes in costs administered in public and private health that can be attributed to greedy corporations and unyielding governments. Particularly, China’s government is trying to reform its healthcare infrastructure to make it better on their citizens. To make sure UNH is in the forefront of approval for expansion into China, they should assist the Chinese government with all the data used in other expansion efforts. By helping the Chinese government, you are more likely to receive favorable legislation or incentives for combating the problem of rising healthcare costs. 
[bookmark: _Toc351586002]As the global digital health market is expected to grow, standardized clinical data for analytics via OptumInsight becomes the most valuable option
The global digital health market is expected to be valued at $233.3 billion USD by year 2020. This market is large and incorporates many aspects to the “digital” nature. Some companies are moving towards a model where patients can be addressed over the Internet. Some healthcare companies are currently are setting up mobile solutions to ensure care can be delivered at all times. UNH currently offers OptumInsight, which is way to standardize clinical data for analytics. This offering is a game changer in the industry and should be able to capture a portion of the growing global digital health market.
[bookmark: _Toc351586003]Mitigating strategies for China and industry threats:
[bookmark: _Toc351586004]Strong financial position should be able to attract the top personnel in the industry. 
The top personnel in any industry should be paid as such. Usually, personnel that have years of education mixed with years of experience within the niche market that UNH chooses to penetrate should be paid at the top of its class.  The strong financial presence of UNH should attract the top personnel around the world because their portfolio allows them to pay more for the position. Being strong financially gives UNH the power to be selective with its personnel choices and to take their time and really choose the right employee.
[bookmark: _Toc351586005]Efficient processes compared to rising cost of healthcare will explain why private health is worth the cost.
While there are many in need of diabetic care and medicine in China, many of the population will need to see the reason why the cost for care continues to rise. Efficient processes is one of the many things UNH offers its customer base but that alone will not be enough to sway the population towards private care; especially if it’s more expensive. That’s why focusing a the niche market is important, while it decreases the amount of people that will need our services, it increases our chances of gaining market share in one of China’s leading markets for health needs. Establishing a culture of great service and putting the customer first will be the basis for why private health in China will continue to cost more. 
[bookmark: _Toc351586006]Exploiting strategies for opportunity:
[bookmark: _Toc351586007]Focusing on building a relationship with the Chinese government
The key to any business expansion is to immerse yourself in the culture of the country you wish to enter. It is only then, will you find out if your business will truly flourish. Learn the customs and how people communicate. Find out the likes and dislikes of the community when it comes to your company’s expertise. Establish a healthy relationship with local government offices and members of the political spectrum to align your company’s interest. A joint venture usually works for companies entering a market because the agreement covers the liabilities of both parties. 
[bookmark: _Toc351586008]Specifically target certain demographics
China has the largest growing economy in the world. It also has the most densely populated countries in the world which means there is plenty markets that can be created. The aging demographic in China continues to expand every year. Coincidentally, the aging community comes with a number of health related problems due to environmental and genetic issues. It’s in UNHs best interest to focus on the aging demographic and specialize in diabetic care, another demand related market within China that needs attention. 
[bookmark: _Toc351586009]Most critical of potential strategies:
[bookmark: _Toc351586010]Strong financial position should be able to attract the top personnel in the industry:
The most critical of the potential strategies addressed is the need to be able to compete for the top personnel in the world for UNH organization. Particularly in China, it can be very dangerous to be a doctor. Often family members are disgruntled about the care their relatives received and in some cases, seek vengeance. Doctors in China encounter hate on a daily basis, which make it difficult for them to perform their duties. A Time magazine article discussing the atrocities doctors combat in China stated, "Doctors are obviously a disadvantaged group in society," says an orthopedist at a prestigious Beijing hospital who speaks on condition of anonymity. "We have spent so much of our youth on a medical degree that yields so little economic reward. And in the end, we become like a public enemy" (Jiang, 2011). Paying doctors above the standard levels will be what attracts the best professionals the world has to offer. With an updated staff core, UNH can change the climate of doctor/patient relationships and began a long road to restoring trust.
[bookmark: _Toc351586011]Strong brand and financial position included with a niche approach should explain benefits of private health:
The diabetes epidemic in China is growing crisis that the Chinese government have neglected to properly care for. Over the past 30 years, this disease can attribute for more death in China than any other factor. Adela Suliman wrote, “Now, due to rapid economic development, and the subsequent growth in availability of high-calorie diets, cars and sedentary lifestyles, China has the highest number of diabetics in the world, totaling 109 million people in 2015—roughly 11 percent of the population” (Suliman, 2016). Public hospitals are overcrowded and tend to offer short-term fixes for diseases, instead of current and preventative care. Private institutions like UNH offer the ability to strictly focus on the growing population of diabetic patients. Their strong brand presence and financial position within the healthcare industry has already established them as a viable solution outside of China. Taking in that reputation and the ability to connect and listen to the patient should excel UNH in the marketplace and make expansion viable solutions for the company and the populous of China. 
[bookmark: _Toc351586012]Conclusion:
This paper assessed the use of the SWOT analysis data and how it correlates to a TOWS strategy table. That TOWS strategy table broke down all the threats and opportunities UNH should think about before entering China’s market. Strategies used to mitigate each of the identified risks were labeled and there is a clear plan for entering China. While diabetes only plagues 11% of China’s population that still represents a large portion of the country. Focusing on this 11%, that seems to almost be forgotten by the government, will restore faith in the health care system and establish brand loyalty within China. Exploiting this opportunity is key to expansion and will eventually be the first step in gaining the trust of the customers. Once the brand prevails, more specialized programs should follow. 










[bookmark: _Toc351586013]References:

Britnell, M. (2015). In search of the perfect health system. Palgrave Macmillan.
Jiang, J. (2011, October 11). In Some Chinese Hospitals, Violence Is Out of Control and It's Doctors Who Are at Risk. Retrieved March 05, 2017, from http://content.time.com/time/world/article/0,8599,2096630,00.html
Suliman, A. (2016, August 14). The looming public health crises that could threaten to take down China's health care system. Retrieved March 19, 2017, from https://qz.com/756585/diabetes-is-chinas-next-public-health-crises/
UnitedHealth Group Inc. (2016). Form 10-K 2016. Retrieved from SEC EDGAR website  
http://www.sec.gov/edgar.shtml
Yu Xu, Limin Wang, Jiang He, et al. Prevalence and Control of Diabetes in Chinese Adults. JAMA 2013; 310(9): 948-59.
Yang W, Zhao W, Xiao J, et al. Medical care and payment for diabetes in China: enormous threat and great opportunity. PLoS ONE; 7: e39513..








[bookmark: _Toc351586014]Appendix:
[bookmark: _Toc351586015]1. TWOS Analysis Table 
	
	Strengths 
S1) Market position
S2) Strong brand
S3) Efficient processes compared to competitors: 
S4) Standardized clinical data for analytics via OptumInsight
S5) Mobile care delivery via OptumHealth
S6) Financial Position
	Weaknesses
W1) Focus mostly on smaller practices 
W2) Overwhelming amount of raw data.
W3) Technology, research, and development in the industry can be costly.
W4) Patents are costly to keep updated and own long term with the many participants in the marketplace.
W5) Government heavy regulation can impose on business.
W6) Starting from Scratch
W7) Time to market delay

	Opportunities
O1) Increase requirement by aging and maturing global populations. China largest population in the world.

O2) Global digital health market expected value $233.3 billion USD by 2020 at CAGR of 21.2%.

O3) Expectations to grow to be valued at $280 billion USD, rank among top three 2020, at CAGR 22.87 by 2020, while medical tourism is forecasted to see $6 billion USD by 2018.

O4) China is working to reform its healthcare infrastructure

O5) Favorable legislation or incentives from various country governments for helping combat the problem of rising healthcare costs.
O6) High Demand
	Strengths/Opportunities
1. S1 to O1, Positioned as the largest healthcare provider, UNH can concentrate operations to the aging population
2. S2 to O2, UNH’s strong brand name that can build loyalty moving into the digital health era.
3. S3 to O3, Company’s efficiency enables them to contain more of the medical tourism marketplace percentage.
4. S6 to O4, The strong financial position can be utilized while China reforms their healthcare infrastructure.
5. S6 to O6., Strong financial position will allow UNH to fill high demand for healthcare needs.


	Weaknesses/Opportunities
1. W1 to O1, Focusing on smaller practices will make it difficult to service the aging and maturing populations. Market is growing rapidly.
2. W2 to O2, The Overwhelming amount of raw data could slow down the expected growth in the Global digital health market.
3. W3 to O3, Cost of technology and R&D could affect medical tourism marketplace percentage.
4. W4 & W7 to O6, taking long to reach the market and costly patents can weaken long-term ability to fill the high demand in China’s growing infrastructure.
5. W1 to O3, by focusing on smaller practices it will be harder to establish a greater percentage of market share.

	Threats 
T1) Foreign governments reluctant to ease the process of transferring licenses from international medical personnel such as doctors and nurses. 

T2) The rising cost of healthcare makes the selection of private health insurance unfavorable.

T3) Countries that offer NHI, such as China, run the risk of its citizens relying solely on the free services and not looking into the potential benefits of the private health insurance
T4) Poor air quality affecting the health of the populations. High amount of carbon dioxide emissions per capita (top 90 in world).
T5) China is investigating the universal healthcare for its citizens as part of the law. 

	Strengths/Threats 
1. S1 to T5, Comprising market position if certain types of healthcare is mandated for citizens.
2. S2 & S6 to T3, Strong Brand and financial position included with a niche approach should explain benefits of private health. 
3. S3 to T2, Efficient processes compared to rising cost of healthcare will explain why private health is worth the cost.
4. S6 to T1, Strong financial position should be able to attract the top personnel in the industry. 

	Weaknesses/Threats 
1. W1 to T1, Focusing on smaller practices and reluctance from the Chinese government can make UNH non-competitive in the marketplace.
2. W3 to T2, High cost of technology coupled with the rising cost of healthcare will make private firms seem too expensive.
3. W5 to T1, heavy regulation of the government can be detrimental to UNHs entry in China.
4. W7 to T3, delays to market can increase the chance of citizens utilizing free services.



