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1. Executive Summary
[bookmark: _GoBack]The Pony Club, a UK based charity with linked centres across 17 counties is reaching a turning point. After 89 years of operation, it is committed to remaining relevant to young people in the 21st century, maximising its appeal, generate social and health benefits while becoming financially self-sustainable for the long term. The Pony Club seeks opportunity to expand its delivery, across the UK and internationally. This strategic analysis explores how to transform the charity, currently dependent on sponsorship, into one that generates sufficient revenue to develop new and relevant programs. The organisation’s mission, internal resources, capabilities and current strategy are reviewed in detail to assess its long-term viability. This report outlines and evaluates strategic alternatives to derive a recommended strategy. 
The analysis recommends that Product Development and Marketing Development Strategies, with a focus on sustainability, be pursued over the next five years to ensure that the organisation remains relevant and pulls in membership from new markets. Strengthening the charity’s brand and transitioning it from dependency on sponsorships will increase the organisations life-span. Furthermore, enlisting skills through third party organisations and collaborating with the wider equestrian workforce will enable the organisation to achieve its desired impact and offer every young person the opportunity to benefit from interaction with ponies. 












2. Introduction

2.1 [bookmark: _Hlk519335869]Report Purpose
In 2016 The Pony Club (TPC) launched the 2017 – 2020 strategy. Since the 1990’s TPC has seen a decline in membership. The purpose of this report is to analyse the strategic application of management within TPC in relation to this decline, critique the existing strategies and discuss future strategy recommendations. 

2.2 The Pony Club Background
TPC was formed in Great Britain on 1st November 1929 when the Institute of the Horse formed a youth branch of their organisation. It was formed to encourage children to start riding and offering the opportunity of higher instruction which they would not necessarily have access to individually (The Pony Club History, 2018).
The country was divided into Districts, each under a District Commissioner, delivering training and competition through localised branches. The Central Committee of all District Commissioners held its first meeting in London in January 1930 and at this time a membership of 700 members was recorded. The Royal Calpe Hunt Pony Club (Gibraltar) was formed, the first affiliated overseas branch.
In 1947 the Institute of the Horse joined with National Horse Association of Great Britain to form The British Horse Society, TPC was also incorporated. In 1963 and with a membership of over 31,500 TPC was accepted as a Member of the Standing Conference of National Voluntary Youth Organisations. Membership peaked in 1982 when numbers reached nearly 44,000 through 365 branches nationwide.
The 1990’s saw TPC’s first drop in membership with numbers falling to 38,500 by 1992. In 1997 TPC became an Independent Charity and by 1998 a pilot scheme for Centre Membership was introduced through which riders without their own ponies could benefit from TPC membership. By 2002 the membership had fallen to just over 32,500 and several branches had closed, yet centre membership was rising.  
By 2016 TPC had witnessed a steady annual drop in the overall membership, mostly effected by a fall in branch membership yet centre membership continued to see a slight increase through its 480 participating riding schools. A new Chief Executive was appointed in September 2017 with a view of refreshing TPC and establishing a new future focused vision. (The Pony Club History, 2018).

2.3 Mission and Values
Mission: To be the leading youth equestrian organisation in the U.K. 
Vision and Values: To encourage young people in all aspects of equestrianism. To provide coaching in riding and horsemanship and to educate all members in the proper care and welfare of animals. To promote the highest ideals of sportsmanship, citizenship and loyalty to create strength of character and self-discipline, health and well-being.



















3. Strategic Analysis and Maintaining Competitive Position.

3.1  Products and Customers
Products: Training. Proficiency Tests. Advice and guidance. Competition. Merchandise.
Customers: Members, under 25 years old. (Coaches are not considered to be members)

3.2 Industry Competition
The British Equestrian Federation (BEF) is the recognised Equestrian National Governing Body. TPC is a member of The BEF along with fourteen other organisations including the Olympic equestrian sports / disciplines and training and horse welfare organisations. The majority member bodies focus on one specific sport or activity, however the direct competition comes from the Association of British Riding Schools and The British Horse Society, each offering riding opportunities and training. 

3.3 Industry Environment
The industry is suffering from the general perception that riding is for the affluent and the associations are only interested in the elite. For many young people the decision to ride is taken in line with the decision to pursue a sport or recreational activity. According to Sport England’s Active People Survey (2017), 0.7% of England’s population participate in equestrian sport. The report also highlights that there has been a rise in the number of people participating in less commitment heavy activities such as mountaineering, recreational walking, surfing, boxing and fell running partly because more and more people are enjoying social and informal sessions. 
Eime et al (2015), examined leisure-time physical activity (LTPA) participation levels and trends over a decade and found participation rates increased significantly. However, this was not matched by increases in organised or club participation which implies that sport is contributing relatively less to overall population LTPA than recreational activity, which could have an impact on future government funding decisions.

3.4 Existing Strategy
[bookmark: _Hlk519535762]TPC has a 2017 – 2020 Strategy with the mission ‘To be the leading youth equestrian organisation in the U.K’ (The Pony Club Strategy, 2018). The strategy focusses on building on the awareness of TPC and increasing and diversifying its membership, building a world class youth training organisation, and to be financially secure and responsive to the needs of the organisation. 

3.5 Competitive Advantage
TPC traditionally classed itself as the entry point for all young people up to the age of 25, but with the Olympic Sport organisations attracting memberships as young as 15 TPC has considered this as competition and any progression from TPC membership to Olympic Sport membership considered as loss. 

3.6 Financial Performance
Membership sales and competition fees are the main source of TPC income. TPC produces a range of instructional books, videos, wall charts and horse related merchandise, sold worldwide. Merchandise is not only purchased by members and their family but by supporters of TPC who regard the publications as industry leading (Horse and Hound, 2018).
In 2016 TPC received subscriptions for 26,042 branch memberships, a 5.7% decrease from 2015. Subscriptions for Centre memberships saw a decrease of less than 1% from 2015 (The Pony Club Annual Report, 2018). 
TPC’s biggest and most prestigious competition is the National Championships. The event relies on sponsorship from Corporate Businesses including Champion, Howden Group, NFU Mutual, the Blue Cross and Land Rover. Despite sponsorship and entry fees from over 2,000 participants TPC National Championships runs to a £30,000 deficit.
Aside from the 25 full time paid staff TPC delivery is managed through department volunteer committees, each with their own annual budget. Projects are agreed based on committee members views and not aligned to the existing strategy. Committee lead project planning does not incorporate financial budgeting, where high cost projects are given approval based on the potential for sponsorship.       



4. Evaluation of Strategic Directions

4.1 Existing Strategy
The existing strategy is focused on TPC’s position in relation to other equestrian organisations and building a world class youth training organisation. Grant (2016), explains how strategy has moved away from a focus on what the competition are doing and concentrated on the resource-based view of an organisation, where the emphasis is on the internal resource and capabilities of an organisation which makes them different from competitors and design strategies that exploit these differences. What the strategy fails to consider is that the membership is on the decline. Failure to implement the correct strategy will result in a continued delivery of ad hoc services, a decline in membership and vulnerability to a youth focus from the competition. The strategy should therefor focus on implementing a diverse and inclusive membership drive and realigning programmes to customer need to achieve financially security. 

4.2 Key Rationale for Action
Given a strategy is in place the problem lies in the lack of direction and reporting. TPC’s paid workforce are not industry leaders but secretaries to the unpaid equestrian workforce. Delivery is lead through committee groups and does not deliver against the existing strategy. Trustees are not checking progress against a strategy and as long as committees are happy the work may continue, regardless of the end result. Success is measured by volunteer feedback and not customer feedback. Understanding of the target audience, 4 to 25 year olds, and a refocus on delivery to serve this demographic is key in making TPC age relevant. Alignment to a new strategy is required.  
The decline in membership is the key rationale for action. 





5. Strategic Analysis Model
5.1 SWOT Analysis 
	Strengths
	Weaknesses

	Brand loyalty
Training courses
Qualified and committed volunteers
UKCC Accredited 
Talent pathway support
Achievement badges
Rider achievement tests
Volunteer workforce
Centre membership growth


	Brand awareness
Weak strategy
No operational plan
Governance
Coaching / participant pathways
Paid workforce decision making
Old or no resources
Website
Membership database
Branch / Centre divide
Data and insight
Decisions lacking financial consideration
Processes and procedures

	Opportunities
	Threats

	Membership diversity
Non-pony owning membership (Online)
Flexible membership (centres)
Increasing Pony Club centres
UKCC Course income	
Department action plan
Clear defined roles
Office as source of leadership
Marketing strategy
Targeted marketing
Insight
Online courses
Cross departmental working – one team
Defined processes
Area targets and resource
Integrated IT system
Website opportunities
Schools delivery
Consultative committees
Wider equestrian organisation collaboration
Youth council / consultation groups
	Traditional mindset
Finances
Membership decline
Governance
Decision making
Relevance to 0-25 years
Focus on elite
Equestrian focused
Charitable status 
Departmental working 
Brand disfigurement 
Area rep autonomy
Interpretation of what ‘good’ looks like
Being everything to everyone
Role of committees
Informal v’s formal qualifications 
Coach experience v’s qualification?
Profit
Politics
Bad experiences
Aging volunteer workforce


Table 1. SWOT Analysis
6. Porter 5 Forces of Competition Model 
In the fight for market share it is important to consider the strengths against the competition, not in the organisations themselves but in the competitive forces from customers, suppliers, potential entrants, and substitute products. The collective strength of these forces determines the ultimate profit potential of an industry where the weaker the forces collectively the greater the opportunity for superior performance.
Porter (1980), suggested that ﬁve main forces, shown in Fig 1, shape competition and that a systematic analysis of each can help organisations identify the key to competitiveness in their industry. Whatever their collective strength, the goal is to find a position where the company can best defend itself against these forces or can influence them in its favour. This model is not merely of use to commercial organisations but can also be used by organisations in the public and not-for-proﬁt sectors to better understand their customers, suppliers and other organisations with whom they may be competing for support, ﬁnancial or otherwise (Hooley et al, 2012).
[image: ]






Figure. 1. Porters 5 forces (Van Dango, 2015)
6.1 Rivalry among existing competitors
Across any industry there will be a prime source of competition from the existing organisations. According to Hooley (2012), this rivalry is likely to be most intense when: the competitors in the industry are roughly evenly balanced in terms of size and/or market share; in periods of low market growth, when growth is achieved only at the expense of competitors; ﬁrms ﬁnding it difﬁcult to exit a market once they have entered; or when product differentiation is low. Within Equestrian, members can join more than one association, so market share is difficult to determine. The BEF and member bodies, including TPC, do not include commercial riding centres amongst its membership unless they are their own individually approved centres. This means that there is a large untapped market ready for any of the organisations to exploit should they look to differentiate their membership offer.   

6.2 Threat of new entrants
Any new entrant into an industry is considered a threat and often brings with them new capacity, the energy and desire to gain market share, and often bringing substantial resources. Companies like Virgin, who diversify from other markets through acquisition, often leverage their resources to cause a shake-up (Coleman, 2018).
The seriousness of the threat from new entrants depends on the barriers to entry present and the new organisations ability to overcome these versus existing organisations ability to retaliate. There are organisations delivering across the equestrian industry, but not specifically in the same youth market. This is not to say that another equestrian organisation will not decide to diversify and offer their service to this market. Obeng et al (2016), examined how competitive service impacts the vulnerability to new entrants. The study concluded that organisations cope better when offering a more unique service portfolio, and the impact of uniqueness most prominent when facing a discounter entrant, for example Tesco v’s Aldi entry. 
TPC membership fees are set for branches and centres, however both branches and centres are entitled to apply additional charges direct to their members. As overall cost is not directly managed by TPC the threat of discounter entrants is significant, especially as TPC do not have the financial control to react on a National scale. 


6.3 Bargaining power
Levels of competitiveness are significantly affected by the balance of power between the organisations within an industry, its suppliers and its customers. Hooley et al (2012), explains the balance as:
A buyer group is powerful if: the products it purchases from the industry are standard or undifferentiated; it earns low profits, which create great incentive to lower its purchasing costs; or the industry’s product does not save the buyer money.
A supplier group is powerful if: its product is unique or at least differentiated; it is not obliged to contend with other products for sale to the industry; or it poses a credible threat of integrating forward into the industry’s business. 
The service that TPC offers specifically to the under 25 age group is considered unique on the basis that, to date, the BEF member organisations have chosen not to. The supplier power is strengthened by lack of competition delivering to under 25’s as is the opportunity should TPC choose to extend membership to an older market.  


6.4 Substitute products
There is always a risk that a new entrant may use the existing product or service of an industry and attempt to revolutionise it.  This can increase competitiveness and possibly lead to existing products or services becoming redundant. Where products such as technologies are changing rapidly competition between organisations to stay ahead tends to be intense. With a young market it is vital that TPC remain up to date with technology and young peoples preferred format for communication. 
Substitute product and services could very quickly become an issue for TPC who relies on the strength of reputation and 90 year traditions to fend off competitors. Social media marketing platforms offer competitors a quick route into popularity. The views and recommendations from real life people catapulted to stardom through YouTube are valued and associated with brand awareness, which in turn influence purchase behaviour (Dehghani et al, 2016). A substitute currently operating outside of the equestrian market but hold relevant market popularity, such as an education organisation or chartered institute, could capitalise on membership. 





















7. Strategy Decision Analysis

Research into the extent to which Porter’s five forces drive the choice of response strategies adopted by Mathooko and Ogutu (2015), concluded that influence came from the threat from new entrants. Other response strategy influences came from pressure from stakeholders, changes in government policies and regulations, reforms, unethical response strategies and location.
To date the strategic direction of TPC has been focused on its mission ‘To be the leading youth equestrian organisation in the U.K’, but in practice has lost focus. Direction has therefore been reactive to the competition and services and products delivered to markets based on committee members influence, which has predominantly seen existing products developed for existing markets. TPC must determine its potential for growth, be it new product and service design or by entering into a new market and understand its strengths geographically. 

7.1 The Ansoff Matrix
[image: ]The Ansoff Matrix is a marketing planning tool which can be used to determine risk associated with product and market growth. The Matrix has four alternatives of marketing strategies; Market Penetration, Product Development, Market Development and Diversification. The output from the Ansoff Matrix is a series of suggested growth strategies which set the direction for the business strategy (Reed and Luffman, 1986).




Figure. 2. Ansoff’s Matrix
 (adapted from Mindtools, 2018)



A Market Penetration Strategy aims to sell more to existing customers or find new customers within the existing market. A Product Development Strategy develops new products for existing customers. A Market Development Strategy entails finding a new group of buyers for an existing product. A Diversification Strategy can be either Related: producing a new category of goods that complement the portfolio; or Unrelated: entering a new industry with little similarity to the original product (Johnson, Whittington, and Scholes, 2011)

7.2 Recommendation one: Product Development Strategy
It is essential that TPC review its existing products and services. 
Gmelin and Seuring (2014), suggest that sustainability is often neglected within product development strategies. TPC have historically developed products and services in reaction to a need and not understood the longevity of its needs nor future relevance.  Gmelin and Seuring (2014), recommend focusing on sustainability by considering the service or product life-cycle in line with potential change to customers needs. By implementing Product Lifecycle Management TPC can manage the products and services throughout their lifecycles; from the very first idea for a product all the way through until it is retired and disposed of (Stark, 2015). 
The online platform offers TPC an opportunity to relaunch electronic products and services to existing customers. Structured and controlled online training and development opportunities will provide the brand protection and consistency not currently available. Offering an online community for animal welfare and child protection advice and guidance will position TPC closer to its National and International members.  

7.3 Recommendation two: Market Development Strategy
Traditionally TPC has focused on the existing equestrian market with new members coming from existing member siblings and new parents who were once themselves a member. Riding centre membership was introduced over 20 years ago, opening up TPC to a new market of non-pony owning members. This is an example of Blue Ocean Strategy, one that needs re-visiting. 
Blue Ocean Strategy moves organisations away from the known market of saturated competitive waters, where competition turns bloody and the ocean red, to a new space with new fish and fewer competitors.  In Red Oceans the industry boundaries are defined and accepted with organisations attempting to outperform their rivals. The Blue Ocean is the untapped market space where boundaries are not yet known and opportunity for growth has no limit (Kim and Mauborgne, 2014).
TPC need to continue to compete in the Red Ocean but to address decline must venture into the Blue. The Department for Digital, Culture, Media and Sport encourages education establishments to provide opportunity to young people to participate in sport, health and wellbeing activities as part of its commitment to an active nation. TPC must investigate opportunity through a Market Development Strategy to capitalise on the Government plans and engage new markets through Blue Ocean Strategy.
The introduction of online products and services will open TPC to new markets. A diversified membership to include non-riding enthusiasts and the inclusion of coaches and volunteers will provide TPC with new opportunities to diversify the products and services offered in the future.  


7.4 Global Competitive Positioning
TPC has linked centres across 17 countries offering UK members the opportunity to benefit from exchange programmes and adding kudos to the global brand.  Whilst TPC global connections are applauded the focus on their development does not fit with the current mission. 
As TPC expands into foreign markets they face the challenge of how best to organise the activities on this scale. Currently there is little connection with the delivery overseas and no strategy for targeted growth. TPC should consider the four different strategies used by organisations looking to expand abroad: Localisation Strategy; International Strategy; Global Standardisation Strategy; or Transnational Strategy (Hill, Jones, and Schilling, 2014).
[bookmark: _Hlk519970279]Tradition and experience are at the core of TPC, therefore a Localisation Strategy of decentralising control to divisions within each Country would detract from the brand and potentially lead to localised competition. An International Strategy, where development is centralised at home and other value creation functions decentralised globally, would suit TPC’s growth. Strategic planning may however conclude that the 17 countries do not represent a basis for the further development and future success for TPC. Grünig and Morschett (2017), suggest that portfolio analysis, an extended version of the Ansoff Matrix, identifies growth opportunities and compares them through geographic diversification, allowing TPC to explore diversification bespoke to the international centres.  
TPC is not only about the rider but the welfare of the animal too. Any global expansion comes with risk that welfare may not remain as important. Iriyama et al (2016), suggest that multinational organisations need to understand that organisations in emerging countries may engage in corruption strategically to reduce their costs, therefore TPC may need to devise suitable strategies to reduce their costs if they wish to deliver to customers who do not focus on UK ethical issues. 
The existing strategy for global growth could place the brand at risk. With little strategic planning and lack of director level responsibility there is little attention to global politics or ethics. The traditional foreign exchange is a risk for TPC as volunteers escort young people overseas yet TPC hold the overall responsibility for their welfare.   



8. Conclusions and Recommendations Summary

TPC needs to reassess its very existence if they wish to remain relevant in 2020 and beyond. Whilst traditions and experiences are valuable the lack of industry progression and consideration of young peoples changing needs is damaging. “Sustained firm performance may result when a firm repeatedly introduces product development strategy that service customers ever changing needs” (Koks and Kilika, 2016).
The Strategic recommendations are broken down into short term and long term.

8.1 Short Term (6 months – 1 year)
· The Pony Club Mission and Vision: Revamp the mission and vision of TPC to ensure it captures the essence of the organisation and its future aims to engage both domestic and international members from a diverse market.
· Product Development Strategy: Carry out a Product Development Strategy to assess its products relevance in its current market. 
· Market Development Strategy: Focus on a Market Development Strategy, taking existing products and services and selling to a wider market. Equestrian sport is perceived to be elite and expensive. TPC need to capitalise on the total market share of young riders by focusing on the organisations role to raise awareness across the masses and engage interest from a broader demographic. TPC should focus on delivery through education establishments and community groups.     
· IT systems: Invest in IT systems for increased membership management efficiency and website functions for simplistic and global usability.
· Collaboration: Work with the BEF and its member bodies to create coaching and rider pathways that complement one another, ensuring simplicity for the end user. Establish TPC as the only youth focused organisation and look to support and influence the British Horse Society to remain as an adult focused organisation.   

8.2 Long Term (greater than 1 year)
· Product Development Strategy phase 2: Investigate options for online learning to engage at entry level, those without a pony, and maximise international traffic into main UK site.   
· Global Marketing Strategy – Brand awareness: Marketing is key to TPC’s growth. Takata (2016), examined the effects of marketing capabilities on business performance. The results suggested that marketing capabilities are the most important driver of performance, followed by competitive rivalry and power of suppliers. This suggests that a marketing strategy can overcome Porters five forces and ensure that TPC capitalise on brand positioning. Utilising McCarthy’s (1960), Four P's of the marketing mix: Product; Price; Place of distribution; and Promotion and breaking the products and services down will define how TPC can effectively grow each market, for example focusing on horse and pony care training into schools and A Test Efficiency training to equestrian universities. 






























9. Decision Analysis and Limitations

It is important to identify the implications of Strategic Management decision making, however with the ongoing decline in membership a change in Strategy is unquestionable, the current one is failing. The recommendations take TPC on a journey through two types of Strategy, Product Development and then Market Development. The Product Development phase gives TPC the opportunity to test the current market for relevance, delivering what is needed the way customers want to receive. The vital aspect of this phase is that any attempt to broaden the market with the incorrect product will fail. The second phase allows TPC to investigate new customers and their needs, again opening the doors to existing product evaluation. 
The approach required by TPC is inclusive of the entire organisation, where additional consideration for communication and engagement is vital. TPC should undergo a process of streamlining its delivery and ensuring that new initiatives from its committee structures is paused with immediate effect, while review takes place. The major implication for TPC is that 2019 is the 90th birthday. This can be considered as an opportunity to drive the new vision or could delay the buy in at trustee level, where change may be viewed as a distraction. 
Change rarely has the buy in and resources needed in the early days, which often forces organisations to reach externally. Outsourcing could be an option for TPC as its focus remains on its 90th year celebrations.  Drawing on case studies Marion et al (2015), found that emerging ventures tend to establish outsourcing relationships early with many progressing into alliances, key to the ventures success and in some cases forming strong socioemotional bonds. The study revealed that in many cases these socioemotional bonds clouded the organisations judgment of the outsourced partner's abilities. It is therefore crucial that the lifespan of any outsourcing be set early, before they are viewed as part of the organisation itself and holds it back. 
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In which broad strategic direction should the PC move? Ansoff’s Matrix
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What type of choice method will be used to evaluate the strategic alternatives?

4. Solution analysis
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