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Executive summary
The match between a firm’s internal assets and skills and its external environment is often the way strategy formulation is understood (Ibrahim and Harrison, 2020). This report intends to strategically analyse the external and internal influences on an organisation. More precisely, a team has been asked to evaluate Powys County Council’s Social Care Department and creatively reshape the strategy by recommending a new way of delivering customer care. 
By carrying out a strategic analysis it has been possible to make recommendations which can change the way customer care is delivered and allow the organisation to have a sustainable advantage in the time of a global pandemic. 

Introduction
Before discussing the internal and external influences on the organisation it would be useful to summarise their structure to make it easier to understand the factors affecting them. Powys County Council has a corporate structure of chief executive, who oversees the day to day running of the organisation, the chief executive manages the head of finance, head of legal and democratic services and the chief education officer. There is a director of children and adults who manages the head of children’s services, head of adult services and the head of commissioning. Corporate director of transformation who oversees the head of digital services, head of workforce and organisational development. There is also the corporate director of economy and environment who supports the head of property, planning and protection, head of highways and head of housing. The service reviewed here is the adult services department. Johnson et al (2016) define strategy as the long-term direction of an organisation. There are three levels of strategy which link to underline the importance of integrated strategy. Corporate level strategy where the strategy includes all products and services and how the resources will be distributed between all sections of the organisation. Business level strategy is how each section competes with its counterparts, and functional strategy which is concerned with the successful implementation of business and corporate strategy (Johnson et al, 2016).






Main findings of strategic analysis and critical evaluation of the strategic options
External factors can often be broken down into Macro and Micro levels.  Macro-level factors include political and economic stability, security and well-being in the social sphere, regional conformity in the political and economic climates. Micro-level factors include factors that determine and reflect the conditions of the financial and economic activities of the organization. Some of the most important internal factors of the structure that influence sustainable development are management, mission, goals and objectives of the organisation, its corporate structure and management methods, qualifications and composition of employees, and both the material and technological state of the industry (Morkovkin et al 2019). In general, it has been found that external factors have greater influence on performance than internal variations (Ibrahim and Harrison, 2020). In some cases, the external view of strategic planning in public sector organisations is static, due to the lack of change in the external context, council leaders tend to invest less time in external analysis as it is difficult to change public affairs (Ibrahim and Harrison, 2020). Due to the limited interest in investing time in analysing the external environment, fewer studies have examined the influences of external factors compared to the internal factors and the evidence behind the intervention itself (Hansen and Ferlie, 2014).
Organisations often use the pestle analysis tool to analyse the macro level of the external environment. A pestel analysis is “the analysis of the external influences on a firm, the acronym stands for political, economic, social, technological, legal, and environmental, issues that could significantly affect the strategic development of a firm” (Law, 2016). Similarly, In 1980, Michael Porter introduced a model of competitive strategy which is referred to as Porters Five Forces,  the five forces presented in this model are the degree of rivalry, the supplier power, the buyer power, barriers to entry, and the threat of substitution (Pines, 2006). The popular analytical tool used to analyse the internal environment in business is a SWOT analysis, this is the study of exploring various strengths, weaknesses, opportunities, and threats relating to the internal processes (Subrata et al 2020). For simplicity, this report will carry out a pestle analysis for the external environment and a SWOT analysis of the internal environment.   

Political factors
One of the biggest talking points in United Kingdom (UK) politics over recent years is Brexit. The united kingdom’s decision to leave the European Union is believed to have to potential of bringing large scale consequences to society, this includes public institutions such as social care in local government settings. The major concern is the reduced numbers of European care workers who will be allowed to work in the UK. Ninety thousand non-British EU workers currently work in the UK.  Brady (2019) states in a recent article that “years of underfunding have left adult social care services in England at crisis point. Any reduction in EU social care workers will make this even worse". Employers are struggling to recruit and retain suitable workers in the care sector. The demand for care and support for individuals with long term conditions linked with an ever-aging population are on the rise whilst wages and informal carers are in short supply Read and Fange, 2019). All public services in Wales, devolved or otherwise, are funded from a combination of tax, borrowing and income generation There are other sources of funding for public services in Wales. The largest has been the European Union which in Structural Funds alone is worth around £300 million a year (Auditor General for Wales, 2018). Rainey (2009) suggests that the public feel that public organisations are more change resistant and bureaucratic along with being more susceptible to political influence than private firms. A major political factor at present is the decision by government for the public to go into “lockdown”, physical distancing has been recommended as a way of managing the spread of the coronavirus. This has had an impact on society and had great strain on social care provision. Previously, informal carers would have visited people the care for such as relatives or neighbours. As a replacement for this informal care, these people now require statutory support to carry out the activities they were previously having support with (Chu et al, 2020). 

Economic Factors
Austerity measures as a result of economic downturn are economic factors impacting social care. In response to economic downturn, the UK government have been forced to introduce measure to cut down on public spending. Despite the fact the government does not tend to make direct cutbacks on social care budgets, there is more pressure on services to have more value for money. Salaries are not attractive enough to entice high quality experienced staff and which impacts the quality of the provision of care. Local authorities scrutinise policies where they have to cut back on quality improvement tasks such as staff supervision for more frontline tasks as they have to account for every working minute during times of austerity, there is also pressure to more drastically change working conditions during these times  (Cunningham and James, 2014). More recently the COVID-19 pandemic has caused more strain on the local economy. There has also been an impact on the social care sector due to the amount of staff having to isolate following contact with the virus. 

Sociocultural factors
Sociocultural factors impacting social care services are an aging population, it is a common phenomenon that the population is aging. As medicine improves, the average age is increasing. Even though this is a positive thing, an older population tends to have more care and support needs which puts more strain on social care services. Another sociocultural factor is high public expectations. With more people being able to share experiences on social media and improved education systems, expectations of care have become greater. The public have more information on what is available to them than previously. Whilst this is another positive aspect, it creates its own challenges. People are now actively involved in decisions about the care they receive more than ever before, new acts are in place which emphasise the importance of individuals being part of person-centred care planning. In recent surveys, people over the age of 60 were more concerned of the quality of care they might receive than the actual structures in places for care provision (Chapman, 2019).

Technological factors

Improved care and education for care providers and social care staff is a technological factor which is impacting social care services. New techniques are available to support care staff, new methods or training staff in their own locations rather than having to organise training sessions where the staff have to leave their work and they have to be replaced in their day jobs whilst they are on the training session. Now video link training and video recording of training sessions allow senior staff to and training courses and filter information to their own teams. Technology available to staff allow then to have more agile working arrangements. Tablet screens which allow staff to type their notes at the time of assessment, mobile phone applications that allow care staff to provide feedback with seniors at the time of an observation have improved quality of care but implementing this takes time and resources. There is also the possible introduction of interactive technology to allow social care service users to have social interaction (Dahl and Lofstrom, 2018).

Environmental factors
A major environmental factor impacting adult social care in Powys in the rurality. There have been many studies over the past few decades looking at the relationship between place and health and wellbeing, these studies look at how the place you live or need to access support impacts your wellbeing. These studies have closely looked at the definition of the word rural. Assumptions that rural living brings better health and wellbeing have been challenged (Myers and Best, 2019).


Legal factors
Litigation is a growing trend across all sectors. This is also affecting social care. Service users and their families who are unhappy with the quality of their care or who are not accessing services they want, are increasing taking these issues to the courts. The UK has seen a growing number of care related lawsuits over recent years. Another legal factor that has impacted adult social care is the changes of the Social services and wellbeing act during the coronavirus pandemic. Changes include relaxation of strict criteria such as no reusing medication is residential homes and the review process is no longer required be a face to face contact due to the risk of spreading or contracting Covid-19.  



The following SWOT analysis to explore the internal environment of Powys Adult Social Care department.

Strengths
· The advantages the organisation have are that they have already highly skilled staff. There is stability in senior management positions where staff have been in their current roles for a significant period.
· Occupational therapists have been praised for their work with single handed care. They have been approached by other areas and health boards to advise and train their occupational therapists.
· Due to Powys County not having a district general hospital, links have been made with surrounding health boards to allow for a smooth transition back into Powys when residents have had to go out of area for medical intervention and require support to return home.
· There are low levels of delayed transfer of care from district general hospitals and other localities have identified this as a strength of Powys county council.

 
Weaknesses

· Numbers of carers in the community are low. Internal care providers are having difficulty recruiting carers and retaining staff in lower paid jobs. Some service users must remain cared for by relatives for periods before a care provider can be sourced.
· Avoid outsourcing work unless there is a clear benefit to the service. Senior staff tend to look at outsourcing work before using their own resources.
· People see inconsistency in allocated workers as a weakness. On many occasions service users contact the service and find out that the case has been transferred to another worker. 
· There is no integrated approach in place between Powys County Council and Powys Teaching ealth BoardHealth Board.






Opportunities

· Opportunities to access specific funding which has been allocated for relief of the coronavirus pandemics impact. Business cases can be made to apply for access to this.
· Interesting trends that have appeared are that staff are now using more agile assessment tools. Social care staff are carrying out assessments using video links using various technology.
· The benefits for the service users are that they will have lower risk of contracting this virus.

Threats
· A potential obstacle faces by the service is the service user might not accept the new ways of working. Change management is difficult in public services as service user feel they are entitled to things the way they know.
· Other local authorities have began working with joint budgets between Health and social care provision. This allows finances to be distributed accordingly and resources to be shared. 
· It does not appear that any of the threats are putting the organisation at risk.
Strategic choices are often made by using bargaining, judgement or analysis to recommend alternative courses of action.  Judgement is used when decision makers use their expertise and experience in a service to make recommendations, this can become problematic if equally savvy individuals have reservations with the recommendations. In these circumstances, bargaining is often chosen over analysis, primarily because analysis could uncover aspects that go against the people the decision maker has to work alongside which can make their position untenable (Nutt, 2002).


Powys County council adult social care department have chosen to outsource some of their work to the private sector, where they have previously experienced difficulties. Outsourcing is sometimes understood as the method of subcontracting or externalisation, other authors view it as an item or service that an organisation is unable to produce in house. It has also been said that the process of acquiring service externally rather than using internal resource. “Vendor organizations (offering outsourcing products) usually have a highly specialized skill set and advanced knowledge, which often enable them to offer client organizations better service at a lower price” (Borodako et al, 2016). The benefits of outsourcing work in an industry are well documented. There are clear cost reduction benefits. There are also quality benefits, it has been claimed that external sub-contractors have higher quality work due to the fact their contracts are being monitored. This also works in the benefit of the sourcing organisation as they can select the work to be outsources to organisation with professional expertise. It has been argued that internal employees benefit from working alongside these specialists and pick up some skills from this, it Also improves employee moral as they feel their colleagues know what they are doing (Borodako et al, 2016).
There are no direct challenges to outsourcing services as there are many positives, questions tend to be asked why these benefits can not be introduced internally? These questions remain unanswered as there has not been enough interest in making these changes as a comparison.

The private sector takeover of activities entrusted to the public sector has come as a result of budgetary constraints expressly sought by the public operator. This organized penury obliges recourse to private operators through the outsourcing of work or invitations to tender (Andre et al, 2016).

Conclusions 
It seems the external environment is having an impact on adult social care in Powys. With financial restrictions, an aging population, Brexit complications and increased legal issues. There are positives with new technological factors and education in the social care sector increasing the skills of staff as well as making options for social integration with service users. It does appear to require more funding to be able to meet growing expectations.
The health and social care sectors are subject to many competitive forces, therefore, organisations must follow market-based strategies in order to survive. Porter offers three generic strategic options for responding to competitive forces. His classification scheme includes (a) a differentiation strategy whereby institutions charge more for high-quality services because of their distinctiveness; (b) an overall-cost leadership strategy where cost control allows for charging less than competitors; and (c) a focus strategy in which institutions target specific services/ buyers using either a differentiation focus or a low-cost focus ( Carsen et al, 1994).
The Great Recession of 2007–2009 has motivated the public sector to investigate ‘‘innovative financing” strategies to meet their budgetary shortfalls (Power et al, 2016). For public authorities, entering public–private partnerships can provide several benefits. First, while there are restrictions on public sector finances private firms have a greater capacity to access capital markets. The private sector offers economies of scale, financial innovation, a greater capacity for leverage (Power et al, 2016). It can potentially leverage state funds toward the intended project as private funding often has higher regard in the market than public funds (Power et al, 2016).  
It is a relatively new concept to use strategic planning in public sector organisations. It was virtually unheard of back in the 1980s. the basic concept behind strategic planning is to look at what an organisation is, what it does and why it does it (Poister, 2010). Many nations around the world face challenges about the role of the government. There have been anti-government trends over the past few decades but more recently there has been increased research on the link between private companies and public sector organisations, and how public sector organisations are now ran with private sector strategies (Rainey, 2009). 
All public services in Wales, devolved or otherwise, are funded from a combination of tax, borrowing and income generation. There are also grants that are provided from the UK government. 
For this reason, the same analytical tools can be used for both private and public sector organisations, but the strategies need to be more specific. Two widely used typologies of public organisations are by Wilson and Dunleavy. Wilson distinguishes between types of public organisations using two criteria: how observable is output and outcome. Dunleavy distinguishes between public organizations based on their budgeting. These two typologies focus on two fundamental aspects of public agency budgeting: Wilson focuses on output and outcome, which is a performance-oriented framework, and categorizes public organisations according to how their performance can be observed. Dunleavy focuses on the public organisation’s budget as the basis for what the organisation can achieve (Nutt, 2002).
While strategic planning and management is increasingly important, organisations should not lose sight of their core objectives. Whereas strategic management focuses on taking actions now to position the organisation to move into the future, performance management is largely concerned with managing ongoing programs and operations at present. Strategy is usually oriented to change that is aimed at enhancing an organisation's role in the larger environment or the way it pursues its mission. Implementing strategies is the province of strategic management, but when strategic initiatives have been completed and/or strategic goals have been attained, they typically should move off the strategic agenda (Poister, 2010).

Recommendations

Strategic management involves shaping, implementing, and managing an agency's strategic agenda on an ongoing rather than an episodic basis, in a way that is highly consistent with Quinn's description of a purposeful, incremental approach to strategy formulation (Mccan, 1982). Quinn argues that formal planning activities "often become bureaucratized, rigid, and costly paper shuffling exercises divorced from actual decision process” (Mccan, 1982). Therefore, strategically managed organisations may choose to delegate responsibility for filtering planning throughout the company in various areas which allows a combination of the advanced vision from the top level and the hands-on operational level ideas. Effective strategic management must also be concerned with monitoring external trends and forces as well as internal performance on an ongoing basis (Poister, 2010).
Managers can use many different tools to help work out the strategic direction, these tools should allow for a reasonable amount of effort to analyse whilst coming up with a good solution. Strategy tools are defined as “techniques, tools, methods, models, frameworks, approaches and methodologies which are available to support decision making within strategic management”.  An example of a useful tool is the VRIO framework. High quality decisions can be made whilst under time and financial constraints using this framework. (Bresser and Powalla,2012).
Barney (1991) explained that a firm is said to have competitive advantage when it is implementing a value which is not currently being offered by direct competitors, and a sustained competitive advantage is when the firm is offering this value which is not simultaneously being implemented by a competitor and they are unable to duplicate the value rather than the amount of time you sustain the advantage.
Generally, a company’s competitive advantage is as a result of their knowledge in external and internal factors. Organisations with better access to this information tend to have an advantage as they can make informed decisions over their competitors. (Macfarlane, 2014). Sustainable management strategy emerges when organisations imitate naturally sustainable cycles of growth, decay, and regeneration. For the adult social care department, sustainable strategies must reduce waste resulting from the production, use, and disuse of goods and services (Macfarlane, 2014).
Integrated health and social care strategy. There is evidence from all around the world that an integrated model of health and social care has many benefits to the service user and the service. Integration allows to continuity of care, allows for care planning and communication to be easily managed. Integration allows a higher quality of care for the individual where they can receive the right care at the right time rather than waiting for discussions between different services to establish who has capacity to see to the individual’s needs. There is also the benefit that the service user has a single point of contact for all service requirements. This has improved service user satisfaction with the service. People felt that services needed to work together, not just for efficiencies but also to improve outcomes (Pearson and Watson, 2018). The minimised duplication of integrated services allows service provision over a larger service area as services can assign geographical areas to teams. Multidisciplinary team working allows all team members to feel equal, the interprofessional working allows all roles and responsibilities to be clear, allowing a smooth transition between various professionals. A major benefit for integrated working is shared protocols and evidenced based practice, best practice guidelines and pathways of care (Suter et al, 2009). This recommendation would be to allow more innovative ways of managing the needs of the people receiving the service. There is clear evidence that service users would appreciate a more personalised way of managing their care and support needs. Wales has adopted policies which makes services more citizen centred. The prospect of family members providing care and support is a possible strategy to be explored. People often feel that they are a burden on their relatives and want this to be replaced with formal care. It might ease these worries if the service user can see that the informal carer is being supported by statutory services to carry out their roles (Chapman, 2019).
Despite the global pandemic still unfolding, there has already been a lot of literature published on the requirement for a sustainable strategy. A sustainable approach in these settings is one that appropriately organises and allocated resources. In public social care systems, a sustainable approach is needed to ensure delivery is a high quality and safe but also it needs to be accessible to all sections of society. This system will not be the sole key driver of health and wellbeing outcomes, it must be combined in a holistic approach along with other factors such as social, economic, environmental and cultural factors (Macassa and Tomaselli, 2020). Due to the COVID-19 pandemic, the social sustainability of a holistic approach will help as people have already been impacted by other factors, some people have been isolated, some people have lost their jobs, some people have lost family and their homes. The new strategy must also consider these factors as well as new government guidelines for social distancing. Social isolation has become a major challenge and a contentious subject. Social isolation is defined as the objective lack of social network (Chu et al, 2020). The social isolation of older people was a key issue identified long before the COVID-19 pandemic. Older people have reported feelings of loneliness, particularly those with care and support needs (Chu et al, 2020), these are the people who use the adult social care department.  
Seeing that social isolation is predicted to last more than a few months until herd immunity or a vaccine is rolled out, the sustainable strategy recommended here is essential. To give it the best opportunity be sustainable, solutions must be appropriate now and be able to be carried through when government guidelines change. Virtual interaction is one recommendation, technology to allow service users to have social interaction with who ever they want to whilst adhering to government advice. These resources can also be used for assessment purposes by adult social care staff.  Some of the population will have difficulty accessing these resources but there is grant funding to make these things available for people who need them, they can then be used for assessment purposes moving forward (Chu et al, 2020).
Virtual care is the new way forward. There are environmental benefits for the wider organisation, the lack of space requirements means other sections of the organisation can use this space. There is no need for patient travel, waiting areas and parking spaces. Standard paperwork will require adjusting and the lack of in person interaction may take more time to build trust. It might not be suitable for every service user at every assessment, but it contributes to the strategy of making services more accessible to a greater number of people. COVID-19 might push us to make change which is more sustainable that we thought would be possible (Vogler and Lightner, 2020). 
Looking at Powys County Council’s Adult Social Care Department’s strategy, there are many internal and external factors that are impacting on their overall performance. From carrying out a strategic analysis on these factors it is recommended that change is now required in the backdrop of a global pandemic to create services that are accessible to a wider range of people. Powys County councils adult social care department have previously outsourced as their “go to strategy” when facing challenges. It is now time to attempt to introduce change that is tried and tested in other areas throughout the world and are working successfully. An integrated approach between health and social care along with more virtual interaction can provide Powys County Council’s Adult social care team with a sustainable strategic plan 
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