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[bookmark: _Toc100655251]Introduction 
This report will be identifying a small and medium sized business enterprise (SME) which is the Positive Outcomes chain of care homes. The report will be focusing on how different stakeholders have different needs, and the how the management of the care home is only focusing on the financial side. Further, the study will be examining and representing an understanding of strategic management by applying the use various theories, tools and models including Porter's 5 forces, PESTEL, SWOT to assess where the company stands in their current situation with their internal/external factors and the tool of VRIO, VMOST, Ansoff matrix and SAF to assess the strategic growth and choose the best option for the organisation. During this assignment, members of staff in the organisation contributed with some information anonymously.
The following section will be dissecting the company’s overview in complete depth.
[bookmark: _Toc100655252]Company’s Overview  
Positive Outcomes Limited is a chain of children homes which are based in West Midlands and Wales, the very first home established in 2007 is the Birches which is based in Halesowen. The director of this chain homes originally was raised in a children home and decided to give back to the community with this chain homes. The organisation takes the children from various backgrounds of domestic abuse, child sex abuse, child sexual exploitation and any safeguarding concerns (Positive Outcomes, 2022).
The organisation’s mission is to advance confidence through acknowledgment of accomplishment and applause. On their website (ibid) they also stated that for their vision “We represent considerable authority in care of young people who might have social, conduct and inner challenges through disregard or injury, and have fostered a progression of projects intended to tutor and help the young people conveyed by our accomplished group and compensate them with a better care and help them to build their future.”
Positive Outcomes according to the director of the organisation, believes that their current strategy across all their homes has the outstanding blend of industry experts and business acumen to enable them to offer a more comprehensive service with significant cost reductions to those found in the public sector, which is in reality does not match to their current financial outcomes as the Birches home itself is falling behind the expected profit target by spending more on staff and having a smaller number of children (service users) which are the main source of obtaining the income from the government.
However, according to the manager of the organisation, the turnover of the Birches home is estimated by £336,000 per annum, which is far behind the expected target to make the profits and to meet the company’s full expectations, this is obviously due to not fulfilling the supply of children from the council, as the management of the Birches always being very selective with what kind of children they can accept based on the company’s ethos of accepting only children on a low level behaviour and not on a medium/high behaviour level to comply with Ofsted regulations. Also, the number of the employees in the Birches home are 8 members of staff in total who are the register manager, the deputy manager, 2 senior managers and 4 residential support workers.
The above issue of the turnover not meeting the company’s target is also linked to managing the workforce, which means having more staff and less children (service users). This report will be highlighting the profit turnover, managing the workforce as well as meeting the needs of young people by introducing a strategic plan to control the cost leadership as well as introducing a trial of vocational classes to children to gain the competitive advantage of the sector.  . 
According to the member of staff in the organisation, the company is achieving their vision and is delivering the set missions and principles. The focus should be on developing young people who have the right skills sets and experience to apply in the future challenges. Perhaps, this could be achieved through the provision of vocational education, training and skills and perhaps using role models to empower them. 
However, when focusing on the children during and after being in their care against what was set in their mission and vision, it will seem like that the company lacks certain areas of management, such as keeping the children engaged in different activities or at least getting introduced into trail classes to learn practical skills like carpentry, mechanics, tailoring and embroidery to test their interests to support and influence them to gain a vocational skill/s for their career after they leave the home and become independents.
This is a very crucial matter as the desires of stakeholders collide in terms of cost reduction and aiming to achieve the expected profit figure on the one hand, and on the other hand, society looks forward from this role of children care home to produce self-reliant individuals who benefit themselves in particular and benefit society in general.
The study will also be focusing on the above areas and suggest a strategic plan on how to deliver and achieve them to serve the best interest of both young people as well as to achieve the expected profits figure.
[bookmark: _Toc100655253]The Organisation’s Current Strategy
Organizational strategy is a very crucial arrangement that indicates how the business will distribute assets such as cash, work, and stock to help framework, creation, promoting, stock, and other business exercises (Miles et al, 1978). 
The company’s current strategy, according to the registered manager, to have the right skilled workforce to do the job, the basic facilities to serve the service users, and the funds they get from the councils. Furthermore, the company stresses on keeping keep the children unharmed all the time. If children request the need to purchase new phones, computers, or any other technical gadget, or if they want to go on break/holiday, it should be organised by the company. Clearly, the company always concentrates on fulfilling the very basic needs of the company to keep it survived, and on the financial needs for the young people. However, it is noticeable that no attention seems to be paid towards the teaching, or influencing, of the children towards vocational skills which may benefit them in their career after leaving care. 
The following section will be dissecting Porter’s 5 Forces tool in complete depth.
[bookmark: _Toc100655254]Porter’s Five Forces
Five Forces tool is regularly used to distinguish an industry's design, services, and practices against their rivals to decide their corporate strategy (Sirat, Asvial and Adyawardhani, 2009). Below is the 5 Forces table to analyse the most threating factors against the Birches home, such as the power of suppliers to measure the threats and its impacts.

	Force
	Threat
	Impact
	Mitigation

	Power of Customers
	High/Medium
	High
	Start by only registering one home and not to open many homes at once

	Power of suppliers
	High
	High
	Sign a contract with different councils

	Rivals
	Medium/low
	Low
	To have variety registered homes to increase the capacity of various levels of children 

	New entrant
	Medium
	Low
	The home to offer a bespoke service tailored to the young person’s needs 

	The threat of substitute




	Medium/low
	Low
	Fostering scheme can be the potential substitute.


Table 1, Porter’s 5 forces
                                               
· The power of suppliers 
In this case both the social service and the councils will be consider as the power of supplier because they place the children and fund the homes. In the care industry the power of supplier is considered extremely high. This industry has a massive demand for children in care to be housed into a residential care home, the reason is due to not have enough children’s home to accommodate for their needs as this reflects on the kind of licence registration that a home applies for by Ofsted. This can be addressed but it may take time as one would have to see the available funding that the local authority has for the child. Once this is established then they would know where to allocate the child to. The best way to balance this threat and guarantee the supply of the children is to use the children's services portals and sign contracts of supply with councils of different cities outside of the city where the child is based to avoid the risk of the child being absconding or being involved in any safeguarding issues (Mettler and Rohner, 2009). 
· Rivals
The level of the rival threat to the Positive Outcomes in particular and the within the sector overall medium-low, as if we talk about the fostering families for example, they do not resist and fail most of the time to manage that fostered child due to his/her high level of behavioural challenging and end up returning the child to the local authority, and this means, that child will be transferred to a children home to manage them. All the alike service companies of the care sector do take their fair share of the children distribution from the council based on their type of licence registrations. Therefore, to mitigate the above medium/low threat of rivals is by to have variety registered homes to increase the capacity of various levels of children as it is shown on the above table 1, and this will automatically increase and enhance the power of supplier to the company and guarantee a regular income. 
However, some of the social care companies like the Priory Group, which is one of the leading companies of the sector have a huge share of this market, they do have rivals with quite high level of threat and impact because their services not just limited on the social care, but also have private schools, health centres. Therefore, their rivals are from other market competitors unlike the Positive Outcomes, and this explains the reason of the miner level of the threat/impact showed on the above table 1 of the 5 Forces (Prasad, 2011). For further info refer to appendix page 29.
[bookmark: _Toc100655255]PESTLE analysis
	Factors 
	Potential impact
	Time frame 
	Type 
	Impact 
	Importance 

	Political
· Brexit impacted the entire care sector on losing the skilled EU workforce.
· Ukraine-Russia war has inflated the costs of living such as energy bills, food, and fuel.
· Government type and stability
· Local authority Funds
· Tax policy- the rise of taxation can inflate service cost and impact the whole sector 
· Increase of a living wage 
· National lockdown 

	
Medium
	
24m+
	
Unknown
	
Unknown 
	
Important 

	Economical
· Recession 
· Interest rate increase 

	
Medium/high
	
24m+
	
Negative
	  
Unknown
	
Important 

	Social

· Demands/expectation of the young people in care

· Skilled staff to provide the standard care
 
	
Medium
	
24m+

	
Natural
	
Increasing
	
Important

	Technological
· The major influence of the technology
· The significant impact of the internet, decrease in correspondences costs and
· expanded remote working

	
High
	
24m+
	
Positive 
	
Unknown 
	
Important 

	Legal
· Complying with government regulation such as Ofsted, GDPR, health and safety, Regulation 44, 45 (the internal inspection).

	
High 
	
24m+
	
Positive 
	
Unchanged 
	
Important 

	Environmental
· New generation to build up and look after the environment 
· The rising of energy price 
· Environmental awareness for the young people 
	
High 
	
24m+
	
Natural 
	
Increasing 
	
Important 


Table 2, PESTLE analysis 
The most impacted factors upon the children home are the Political (Bakri et al, 2012) as this side is always changeable and unpredictable such as Brexit and the Ukraine- Russian war. The level of this impact medium according to the home’s registered manager as nothing will be changing against the sector. However, the potential consequences are the cost inflation of the entire living cost/energy bills will add a burden on the current income of the company and the period for it does not seem to be predictable and the type of that influence is unknown in terms of increasing or not, same with how important or not is it. 
In addition, the social factor (Saudi et al, 2021) is another crucial side to focus on, as it reflects on how the society is looking at that children home in terms of their expectation of quality service that is provided to the young people, the impact of society demands for the provided service is medium as the public feel they are contributing towards it in one way or another by paying the tax which is in some way get given towards these homes and their demand is increasing. Therefore, the time frame of it is open and the impact is neutral as it is not affecting the home directly because it is general expectation of the public and it is fairly positive as the main purpose of the establishment is to bring up these young people to best level possible to benefit both themselves as well as the entire society. 
Further, another high player factor against the company is the legal (Moro Visconti, 2016) it impacts the business very highly as these regulations are important, very tough and firm with no specific period as for how long they have to be fulfilled, and unchanged with no chance of not being fulfilled such as Ofsted, GDPR as well as health and safety. However, it is incredibly positive overall for the entire sector to secure the rights of all stakeholders.
[bookmark: _Toc100655256]SWOT 
SWOT analysis is essential for the Positive Outcomes in general and for the Birches in particular. It is illustrated in the table below to examine their internal factors which are the strengths and weaknesses such as their good reputation among the sector and the issue with the over staffing. However, the external factors of opportunities and threats are the chance to introduce activities classes to the children and the risk of the young people to refuse and resist these classes. Identifying SWOT factors will make the company stand on a solid ground to draw their strategy by emphasising the required facilities and work the need to expand the establishment (Leiber, Stensaker and Harvey, 2018).
	Factors
	Importance
	Rating
	Score

	Strengths 
	

	Established home chains with good reputation 
	4
	2
	8

	Birches has low level of behaviour license 
	5
	2
	10

	Positive Outcomes have several types of behavioural license 
	4
	3
	12

	Company registered with many councils across the UK
	5
	3
	15

	Weaknesses 
	

	Over staffed
	4
	3
	12

	Children not learning skills to benefit them after care 
	5
	3
	15

	Level of communication among staff not consistence 
	5
	2
	10

	Opportunities 
	
	
	

	Introducing the new activities classes
	5
	3
	15

	Increase the licences capacity to have larger chances of all types of children behaviour.
	3
	3
	9

	Introduced a zero-hour contract 
	5
	2
	10

	Threats 
	

	Children might refuse the introduced activities classes

	4
	3
	12

	Local councils might refuse to place young people to the home

	3
	2
	6


Table 3, SWOT analysis
The above SWOT clearly stating all the external/external factors (Vlados and Chatzinikolaou, 2019) to identify the ones with highest score of the importance and rating to consider it in the long-term plan for the growth of the establishment. For example, the highest score on the strengths according to the table, is the company registered with many councils across the UK to increase the capacity of the supply and funds. On the other hand, with the weaknesses is that the young people in their care are not learning vocational skills to benefit them after leaving care at the age of 17 years old and some of them do not even go to school and the management not acting against the situation which will affect the reputation of the chain in the soon future in one way or another. 
Along with the opportunities (AlMarwani, 2020), they can take advantage of killing two birds in one stone by utilising the time while children refusing to go to school and instead introduce them to some trial of vocational classes such as cooking, hair dressing etc, to test their interests to benefit them with a vocational skills for life for their career after leaving care and boost the reputation of the chain to gain the competitive advantage of the sector. Undoubtedly, on the threats, the most vital factors are that there is a risk of the children to refuse the proposed activity classes. However, in that occasion it is still a win situation for the company as it will show the dedication of their serious hard work to the councils as well as to the entire society towards these young children. 
[bookmark: _Toc100655257]Stakeholders Analysis Examining the stakeholders of the Birches home is very essential as it considers the expanding acknowledgment on how every one of the stakeholders can impact the decision making (Brugha and Varvasovszky, 2000). The table below proves the level of power and interest from the high/medium and low over the Birches home and its impact on the company.
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Table 4 stakeholder's grid                   
The above grid evidently indicates all the level of stakeholders in relation to their power/interest over the home. For instance, the directors, they are at the top corner of high power/interest as they the owners of the establishment and their best interest is to make sure the whole operation is operating efficiently (Gordon et al 2020). Also, a part of the government regulation that directors must be on a role of (RI) Responsible Individual for the children, plus they have the power over all the employees if they feel they are not doing their job properly, they can easily fire them. Therefore, the management of the home have to manage the directors closely and keep them up to date with the expected level of performance. 
In addition, slightly same level of power and interest that Ofsted have over the entire sector of this children's homes (Hood and Goldacre, 2021), they can shut down the house on the day of the inspection if their inspection indicates any concern for the well-being of the young people or even the condition of the house. 
Moreover, the local council according to one of the member of staff, has high power over the supply to the home, and medium interest, which means if they inspect the child’s financial needs not matching what they fund, they can remove the child/children to another home or to a fostering family via the social service to save money, in this case the home management have to keep the council satisfied with the way they utilise the fund to the best interest of the young people. 
Further, the member of the staff added that the parents of young people, most of the time they have no say over the decision taken over their children, as they are looked at as unreliable parents who failed to safeguard their children from first place, that is why they have very low power and interest in such case and only need minimal effort with informing them of where their children are kept unharmed with limited access of visits.
Finally, the young people themselves who are the heart of the main purpose and the service users of the entire establishment, they have a power to a certain degree as they can request the social service to remove them from the home if they are not comfortable for any reason and request to be taken to a fostering family, or they can easily make an accusation against a member of staff and get them suspended/ given a written warning or even fired in some cases. On the other hand, their level of interest is above medium as they need to know on a regular basis if member of staff is leaving or if there will be a new activity to be introduced to them. therefore, they have to be monitored with a little above minimum of effort. 
[bookmark: _Toc100655258]Porter’s Value Chain Analysis
The VC is an interaction where a firm distinguishes its essential and backing exercises that enhance its eventual outcome and afterward dissect these exercises to lessen expenses or increment separation (Kaplinsky, 2000).
The VC process according to Elloumi (2004), are broken into primary and support activities to assess what to add value to the chain and generate profits and how to achieve it. Below are the VC tables to fully assess the current both activities for Birches home in particular and the entire chain overall. 
Primary Activities
Table 5 will be illustrating the primary activities of the inbounding/out bounding logistic of the home.
	Inbounding
Logistic
	Operations
	Out bounding
logistic
	Marketing & sales
	Services

	The Positive Outcomes in general have different registration licences to cover all level of children’s behaviour and the Birches in particular   have their home registration licence for low level children and the company have registered with many councils across the UK to have the maximum opportunity of the supply. Also, they have exceptionally good, trained staff team to do the job and manage the children.
	Monitoring, keeping the children safe by keeping the regular risk assessment up to date. Influencing the children positively for different activities. 
The organisation structure is the main affective factor of the entire company’s operations.
	Children in their home (the Birches) are well managed.
	The organisation’s marketing relies on 
registering/promoting themselves to different councils and by social media.
	The organisation strives to achieve a high quality of a care to the children and provide their employees with in-depth training in multiple sites and so they can deliver the high standard of care to the children.



Table 5, VC primary activities 
The above table may seem ideal with no lacks in any aspect whatsoever. However, it was notable that the company spending so much money on training their employees in different sites which justifies the figure of their recent profits turnover target falling behind the expectation, as when these employees go for the training then the company has to rely on hiring external supply to cover up for the day which costs more per hour rate. Instead, the company can utilise the use of the advance technology to do the regular mandatory training via setting up an online portal to serve the purpose and save them a huge cost. 
Not just that, they have unnecessary numbers of staff attending and not really serving anything such as 2 seniors to attend daily whereas they can have only 1 of the seniors on zero-hour contract to run the daily planned operation and save the company 1 year worth of a full-time salary.
Secondary Activities
Below is table 3 to demonstrates the current secondary/support activities of the Birches, which is according to Hofbauer and Sangl (2018), cost a lot of money to achieve it as building the establishment infrastructure is expensive. However, it guarantees a solid foundation for the company, and eventually, it recovers all the money spent and turns it into a satisfactory profit. 
	Firm infrastructure
	HR Management 
	Technology development 
	Procurement 
	Margin


	· Have a capital to establish the company.
· The home registration and licence.
·  Location and research (crime record of the area, local places of worship, public transport).


	· Recruiting the right team with the required skills set.


· The organisation structure plays a vital role of running the entire operation of the company. 
	· All the vacancies adverts are on the company’s website
  with the   link to submit CV. 
· Then the next step is to contact the applicant to proceed the next stage etc.
	The home buys the weekly food shopping from the local stores such as Aldi, Lidle.
They buy furniture from Ikea.
Pocket money get given to children after accomplishing chores.
	The pressure of having an unoccupied room as the council pays less by 50% than if it was occupied



Table 6, the support activities
Clearly, the above table is highlighting all the foundation factors to build up the establishment, which is the core of the company’s concrete foundation, without it they cannot achieve the primary activities whatsoever. For example, the firm infrastructure like the capital to establish the company, the HR management to recruit the right skilled workforce for the standard of the home and how they should utilise the power of the technology of advertising the available vacancies to the public or to other virtual job vacancies platform such as CV Library.
[bookmark: _Toc100655259]VRIO 
The VRIO (Cardeal and Antonio, 2012) structure is an inner examination method, it is essential for the Birches to identify their assets in view of whether they hold specific attributes illustrated in the system. This order then, at that point, permits the company to recognize the organization assets that are upper hands. There are four aspects that make up the system, which make the abbreviation VRIO Valuable, Rare, Inimitable, Organized. Below is VRIO table to assess the current strategic plan of the Birches to analyse the quality of the service, position in the market, skilled and knowledgeable employees, the establishment, basic facilities, and capital/funds.
	Resources or capacity
	Value
	Rare
	Inimitable
	Organised
	Impact on competitive advantage

	The quality of the service

	Yes 
	Yes/no
	No 
	Yes 
	Short-term competitive advantage is above average 

	Position in the market

	Yes 
	No 
	Yes 
	No 
	Competitive parity is average 

	Skilled and knowledgeable employees

	Yes 
	Yes 
	Yes 
	Yes 
	Sustained competitive advantage is above normal

	The establishment

	Yes 
	No 
	No 
	Yes 
	Competitive parity is average 

	Basic facilities

	Yes 
	No 
	No 
	Yes 
	Competitive parity is average

	Capital/funds

	Yes 
	No 
	No
	Yes 
	Competitive parity is average


Table 7, VRIO analysis of the Birches
The above table demonstrates that the company is doing well with most aspects of the current performance based on their long-term plan (Lynch, 2018) in terms of quality of the business, the skilled workforce, which shows that they are already have a concrete sustainable foundation for a potential overtaking to the competitive advantage of the sector. However, they are not unique with what they are providing in terms of the service rarity and their recourses not hard for their rivals to imitate it. Therefore, they need is to produce an outstanding quality care for the young people by introducing the trail of the vocational skills classes to them as well as introducing the zero-hour contract to control the working hours of their current skilled employees to avoid the overstaffing matter as well as not losing them.
The following table demonstrates the analysis of the proposed strategic plan of introducing the Zero-hour contract for their employees as well as introducing the activity classes to the Birches’ young people:
				  R 
Yes 
Competitive advantages 
O
Yes 
I 
Yes 
V
Yes  

VRIO diagram 
[bookmark: _Toc100655260]Strategic Growth
[bookmark: _Toc100655261]VMOST 
It is vital to apply the use of the VMOST tool (Dominic and Shenoy, 2018) in the Birches home to recognise the structure of the entire strategic growth to assess the procedure for the key preparation in the company. This sort of Analysis guarantees stakeholders in the organisation gains dependable knowledge into the ideal changes in their care home.
Vision 


Influencing the young people in care to gain professional and practical skills to achieve their potential to the maximum extent



Inspire and reassure the society that the young people in their care home will be an efficient generation that takes responsibility and builds the future and carrier competence to serve community & preserve environment  
Ensure future growth and sustainability of the same standard of professional care for young people  
Mission 



To introduce trials of the vocational classes to teach children crafted skills such as carpentry, hair dressing, tailoring, computing, cooking.
Objectives 



Strategy 

· Make the classes more encouraging and interesting by involving the children in the decision making of certain skills they are interested in.
· Encourage children to join these classes by setting up a budget to reward them every week.


· Utilise the current relevant skills of the employees if applicable and reward them with incentives every term (12 weeks).
· Hire the right people to do the classes.
Tactics



VMOST Diagram
[bookmark: _Toc100655262]Ansoff Matrix 
Applying Ansoff (Hussain et al, 2013) tool which is an essential strategic method that gives a structure to help organisations, directors, and retailers devise methodologies for future development. It can help the Birches and the entire chain in general to foster new type of a service or extending new business sectors, each association faces tough choices while choosing how to develop. It is troublesome for a firm to know which choice is ideal. Indeed, it is not easy for the company to decide what and how to develop the best strategy to go ahead with. Therefore, Ansoff matrix is the best tool to expect dangers of every choice with regards to direction, to devise the most appropriate arrangement considering the circumstance as it shown in the table below (Yin, 2016).INCREASING RISKS

	


EXISTING MARKRTS  







NEW MARKETS
	EXSISTING PRODUCTS                       NEW PRODUCTS

	
	Market Penetration
Birches provide a care service for the young people


	Product development
The chain has various range of the licenses capacity to cover all types of behaviour 

	
	Market development
· Merge with the council to expand an activity club/s to teach/train young people practical skills
· set a partnership with established clubs which do provide this service.
	Diversification
· Introduce the activities class to influence the young people to develop skills for their future career
· Introduce zero-hours contract  




INCREASING RISKS


Table 8, Ansoff Matrix
The above matrix of Ansoff validates the structure of the proposed strategic plan for Positive Outcomes as a chain in general, and focusing more on the Birches as they will the first home of the chain to adopt this plan of the activity classes and put it into a practise, and it is as following:
· Market Penetration: The Birches is already an established successful children home and have the skilled team to provide good service the youngsters.
· Product development: the chain in general has various range of licence to cover the maximum capacity of the young people level of behaviour, and registered with many councils across the UK to guarantee the maximum supply (Auma and Waithaka, 2020).
· Market development: the chain can merge with council/s by proposing vocational activity clubs for the children to train/teach them practical skills such as cooking, hairdressing, carpentering classes to benefit them after they leave care to guarantee funds.
· Diversification: developing the vocational activity classes will be a new service to be introduce to the care sector and have positive potentials of growth on the long go (Hussain et al, 2013).

Following the macro assessment of Positive Outcomes internally and externally, certain essential advancement ways have been recognized for the organization. There are three potential successful procedures for Birches are examined below:
Option one: Diversification
According to above Ansoff (Le, 2019) assessment, it has been recognized that Birches has already an established foundation within the care market with good reputation. However, for them to grow further, gain the comparative advantage and takeover the biggest share of the sector, they have to provide a unique service for the young people in their care. As per the home manager, most of the care leaver children end up being unemployed because they do not possess vocational skills to benefit them and relying on the government income support. The vocational activity clubs will have long-term benefits for the children themselves after leaving care, and for the society in general, as they will be proactive independent adults to benefit themselves professionally and financially as well as serve the entire society through the crafts they master. 
Option Two: Cost Reduction (Zero-hour contract)
The Positive Outcomes should introduce the zero-hours contract to their employees to control their hours and gain the cost leadership. 
Option three: Market Development (Merger the Acquisition)
Positive Outcomes can develop their market  by utilizing the M&A (Singh and Das, 2018) as a strategy of growth, they can set the series of the vocational classes in the house couple of sessions a week by bringing the required tutors to run it or approach an established club of that kind of skills teaching and sign up a contract of a partnership with them initially then, potentially there is a great opportunity to acquire this field and merge it to their chain to serve the entire purpose of the Positive Outcome chain of children homes. Obviously, the fund will be provided by the local authority partially or with some percentage depends on their policy.
[bookmark: _Toc100655263]SFA Matrix
The Birches has few strategic recommendations as it shown above. Therefore, to make the decision of which one to go ahead with, the tool of SFA Matrix which is stands for Sustainability, Feasibility, and acceptability, is the best to assess the situation as it is a structure that assists organizations with assessing vital choices. The SFA network was designed to assist organizations with assessing their essential choices prior to submitting (Dexter and Hughes, 2011).
	SFA Matrix
	Strategic options

	
	Option 1
Diversification
	Option 2
Cost Leadership
(zero-hour contract)
	Option 3
Merger Acquisition 

	Sustainability 
	5
	5
	4

	Feasibility 
	4
	3
	4

	Acceptability 
	3
	3
	2

	Total 
	12
	11
	10


Table 9, SFA Matrix of the Birches
The above SFA Matrix table establishes the 3 best strategic growth options for the Birches to grow in the sector of the children care. Noticeably, the option with the highest score is the diversification of introducing the vocational activity skills to the young people in their care, as it is very new service into the entire children care and clearly it is a risk (Khorana and Nelling, 1997), as it will require big capital to establish it and the outcomes of it are unknown.
Sustainability 
Option 1 will help the Birches to meet their goals and vision of making the most of their strength according to SWOT analysis table 3, as they already have an established reputation and the children in that house are on the low level of behaviour. Also, it will help to overcome the main factor of their weaknesses as the children will be gaining professional crafted skills by these vocational classes and meet their goals, vision and will increase the level of their sustainable growth in the care market.
Feasibility
In terms of practicability, the best way to assess it is by applying the tool of M-Word Model (Johnson et al, 2020):
	Machinery 
	Birches has the suitable capacity for the activity club

	Management 
	The current management of the house is capable to carry out this strategy

	Money 
	The organisation has enough capital to cover this strategy

	Manpower 
	Birches already has the right skilled team to carry out the strategy and they are willing to hire more skilled staff.

	Markets
	The market of the Positive Outcomes is well established and has outstanding reputation across the chain

	Materials
	They have the local authority to allocate children in their homes  

	Make-up
	The organisation structure is adequate for the purpose 


Table 9, M-Word Model
The above table of M-Model seems to show that it is feasible to proceed with option one of the strategic options, as the chain has the capacity to set the club within the children home or hire another place for the purpose and they have the suitable management to bring the right people in place. Also, they are financially capable to initiate it independently. Further, Positive Outcomes have good reputation in their market of care and can gain the trust of the stakeholders, such as the local authority, to achieve this strategy. In terms of materials, the chain always has the supply of the young people to be accommodated in their homes of all types of behavioural levels. 
Acceptability 
The acceptability level of the proposed option one is debatable but acceptable, as the risk is minor compared to the return of this investment will be reacted to positively, equally, they will be rewarded in all aspects and all shareholders will be benefited by this investment whether the society, the young people as well as the local authority.
Alternatively, the company can take into consideration option 2 which is the cost leadership, by introducing the zero-hours contract as it has the second highest score to implement it after a year time to gain the edge of the care sector from a different financial aspect.
[bookmark: _Toc100655264]Implementation 
With the aim of the change to take place within the Birches and to go ahead with option one of the proposed strategies, the company should apply the use of Lewin’s change model (Bhayangkara et al, 2020), which addresses an extremely straightforward and pragmatic model for understanding the authoritative change process which is including three stages: unfreezing, changing, and refreezing.
Unfreezing: first step is to set a meeting to inform all stakeholders of the new strategy of the vocational classes for the children, starting with the directors, local authority all the way to the company’s employees as well as the young people, showing them all the beneficial dimensions of proceeding this strategy on the short and the long term. Influencing the young people with well-known characters to encourage them to participate in these classes (Medley and Akan, 2008).
Changing(transition): this is the most crucial stage of practising this model (Archer et al, 2019), as not every person will agree to or accept change, but the young people need to be made aware of the great future benefit of going ahead with such activities and show them the bright side of gaining these vocational skills socially, professionally, and financially. 
Refreeze: this stage is where the changes have become officially permanent, and the organisations is on stable phase on practising the proposed strategy. However, this may involve a positive reinforcement for the young people to support them accepting the new norm for the best of their interest. Perhaps, set incentive scheme for the children and increase the weekly pocket money to keep them motivated and proactive (Burnes, 2020). 
[bookmark: _Toc100655265]Competitors Reaction
The Birches can accomplish the upper hand position in the business by chasing after an enhancement methodology. the chain contenders, then again, may before long impersonate this procedure for their own organizations. Competitors that attempt to duplicate this model for themselves could harm their business if they cannot stay aware of Birches specifically and the Positive Outcomes overall, since they have a dependable client base, enough capital, and assets to become market pioneer, and put resources into assets and innovation to arrive, in contrast to their rivals.
[bookmark: _Toc100655266]Conclusion 
The social care sector is one of the most sensitive and important sectors in our society, the techniques and standards recorded above are for the most part and rules that Birches, or some other association, can utilize. It characterizes achievement and distinguishes the undertakings that Positive Outcomes ought to focus on to accomplish their objectives. It is important to assess the internal/external factors which may have current or potential impacts such as Porter’s 5 Forces and the main key elements of this tool within the company was the power of supplier. On the other hand, PESTEL helped the organisation to identify the most impacted factor by the home which is the legal. 
[bookmark: _Hlk100584466]Without a doubt, SWOT tool heighted the most crucial internal factors which is the strengths as it has the highest score and how it impacts the organisation.
Stakeholders analysis is undoubtedly extremely important, as it draws the position of the power and interest of every single stakeholder within the organisation and shows the management how to deal with them.
Moreover, the tools of the strategic growth such as the Value chain, VRIO, VMOS, Ansoff Matrix, SAF lattice and Lewin’s change model were used to get a total image of the current and future position to accomplish a strategic advantage, as the VRIO instance, it exemplified how would the proposed strategic plan bring value to the chain, represented the rarity of it, and represented if the plan is imitable as well as if the company is organised to coop with it.
Nevertheless, Ansoff matrix and SAF both align at some extent to defend the presented three strategic growth plans and how each one of them has its own characteristic to sustain the Birches home.
Ultimately, applying the implementation of the above strategic plans was presented via utilising the tool of Lewin’s model to seal the selected plan option. Besides, each of the procedures utilized give some understanding into how Birches could gain the biggest market share by zeroing in, on key qualities and limiting inadequacies. The prescribed techniques will empower the entire chain of the Positive Outcomes to get ready for what is to come, assist it withstanding apart from contenders. Hence, Birches will have the competitive advantage edge and will have a superior possibility turning into the leader of market.
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Porter’s 5 forces
New entrant
Although entering (Sørensen, 1994) the field of the social care might sound extremely hard as it has to comply with the Ofsted’s regulations in terms of accommodation condition, health and safety etc. Indeed, it is still not very impossible or extremely complex for the new investors, as anyone with medium financial capacity can rent a property and set it up for the purpose. It still does not pose a big threat to the existing care homes, and the reason is that the local authorities have many children who were taken of their families due to any form of abuse and transfer them to these homes, accordingly, based on the level of the child’s behaviour and the capacity of the home registration licence.
For example, according to the director of the Birches, if the local authority has 10000 children that need to go into care, but there are only 600 homes in a city to accommodate for their needs. Therefore, the market is open for new investors to establish a bespoke service for the young person so they can enter this business with confidence, which means the Positive Outcomes chain not too worried about new entrants taking their market, as they are well established company with different types of home registrations and have well trained staff to deliver the service. There is a huge demand for this sector in terms of the number of children going into the care and less residential homes to allocate them.
One might argue, that if the government encouraging new investors with a guaranteed supply to enter that field, not complicating the procedures to fulfil the high demands and only require to fulfil the Ofsted regulations which is not extremely hard. Furthermore, rent a property instead of possessing one for the purpose or even buy a share in an existing company so they expand, then new entrants would think to go ahead with it. 
However, the reality is way more complex as that sector needs to have the skilled workforce especially managers for the purpose and obviously pay them more than what other homes pay to encourage them to stay, plus keep them on top of the rest rivals’ workforce with the regular training and this is particularly for children's homes as they are the most challenging. 
If the above practical criteria do not get fulfilled, then the real threat would be taken place on a care home, as if any issues occur with a member of staff failing to protect a child or any relevant problem that means one of the Ofsted’s hidden or in between the lines regulations failed to be fulfilled for a safety of the children, in this case the home get either a serious warning with penalty or completely shut down, which will result in a huge financial lose.
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