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1.0 Executive Summary
An internal and external environmental analysis has been completed plus an evaluation of strategic options to establish how Torfaen Leisure Trust will offer a more personalised experience to the customer.
To  ensure future resilience  and sustainable competitive advantage, it is suggested the trust focus on three opportunities:- delivering a service wider than the current target area of the aging population and expand opportunities to families / household via pro-active health and fitness experience aimed towards the whole family and retain for a lifetime; Offer a tiered pricing structured dependant on a means testing system e.g. those who cant afford receive a discount; Establish of an integrated hyper personalization customer experience both electronically and physically.
A key performance indicator score card would be created to measure a triple bottom line for profit, people and the planet to ensure the changes are successful.
To achieve this, following a review of  Torfaen Leisure Trust strategic options it is suggested the organisation adopt a hybrid strategy offering a differentiated service at a low cost.
Recommendations
· Torfaen Leisure Trust adopt a hybrid strategy offering a differentiated service at a low cost.
· The trust introduce of an integrated Customer relation management system linked to an individually personalised hwb to record and monitor health and physical activities levels via wearable technologies to enhance a hyper personalization customer experience 
· Expand it product to families / household membership via pro-active health and fitness experience with a focus of retaining the family / household for a lifetime
· Introduce  a tiered pricing structured dependant on a means testing system e.g. those who cant afford receive a discount
· Introduce a key performance indicator triple level score card















2.0 Introduction
A review was commissioned by Torfaen Council in 2013  to establish the most effective and efficient way of delivering Sport and Leisure to the community. Following this review, Torfaen Leisure Trust was established (Torfaen County Council, 2013) as a Not for Profit Organisation (NPO). (BBC, 2013)
The Benefits of creating a Non for Profit organisation include realising significant  savings on Non Domestic Rates of 80 % plus a further 20% discretionary saving awarded by the local authority; The ability of applying for Funding from both the big lottery fund and Sport Wales which are available to local authorities or private business; Far greater autonomy allowing business decisions to make far quicker promoting greater agility to establish new services and product  (Third Sector, 2011) ;  The ability re-invest any surpluses into the business to remain competitive ( The Guardian, 2011).
The Trust entered into an agreement with the County Council to delivery sport and leisure activities at five Sport and Leisure Facilities; Pontypool Ski Slope, Pontypool Active Living Centre, Cwmbran Stadium, Fairwater Leisure Centre and Bowden Active Living Centre. The mission of the Trust is creating a more active and healthy Torfaen establishing sport and physical activity at the heart of the community (Charity Commission, 2020).
The Trust is Governed by nine trustees and employs a Chief Executive Officer to oversee the management of the strategic operation (Charity Commission, 2020).
[bookmark: _Hlk58181494]During 2020, the world has seen unpresented times as the Coronavirus has taken grip of peoples lives and business alike. The first case of Coronavirus 19 was first reported in Wales on the 28th of February 2020 (Welsh Government, 2020a). Some three weeks later Sports and Leisure facilities were closed on the 24th of March 2020 (Welsh Government, 2020b) with a lockdown introduced two days later on the 26th March 2020 (Welsh Government, 2020c ). 
Torfaen Leisure Trusts facilities remained closed for four and a half  month period and re-opened on the 7th of August 2020 (Welsh Government, 2020 d)  on the proviso of adhering to following strict guidelines (Welsh Government, 2020 e).
Whistle there has been financial support offered by the British Government via the furlough scheme (British Government, 2020) by way of paying toward 80% of employee wages. Further funding has been made available £8m sports resilience grant (Welsh Government, 2020 f) plus a further £14m for sport and leisure (Welsh Government, 2020 g)in September 2020.
The Senior Management team of Torfaen Leisure Trust have commissioned a sudden onset emergency project team to conduct a thorough strategic analysis following the onset of the Coronavirus 19 pandemic.
The project team was tasked with creatively reshaping the Trusts strategic direction with a view of discovering a new way  of delivering innovative customer care, ensuring future resilience  and sustainable competitive advantage.
The project team will undertake both an internal and external analysis as well as critically evaluate the strategic options for the offering of a more personalised experience to the customer.
Consideration with be given with regard to the wider implications of the proposed strategy on the different elements of the business.
Justification for the recommended strategy by using appropriate concepts, theoretical frameworks
Detailed research documentation are listed in the reference list which can be found at the end of the report. Interviews were held with the current Chief Executive of Torfaen Leisure Trust, the Health and Fitness Manager, the Business Development Manager and the Operations Manager.  (Jones,  2020)














3.0 Findings
Two leading strategy theorists both of Harvard Business School, firstly, Alfred D. Chandler defines strategy as the determination of the long-run goals and objectives of an enterprise and the adoption of courses of action and the allocation of resources necessary for carrying out thee goals and secondly, Michael Porter defines competitive strategy is about being different. It means deliberately choosing a different set of activities to deliver a unique value mix. (Johnson et al. 2017, p. 4)
Peter Drucker of Claremont university defines strategy as a firms theory about how to gain competitive advantage and Henry Mintzberg, McGill University, a pattern in a stream of decisions. (Johnson et al. 2017, p. 4)
Chandler talks about setting lasting goals, generating actions and allocating the necessary resources to achieve the goals, whereas Porter focuses on deliberate choices, differentiation and competition. Drucker focus’s is competitive advantage and winning. Mintzberg takes the view strategy is less structured and will emerge in an  ad hoc way (Johnson et al. 2017, p. 4)
Robert Lynch describes strategic management in Three different ways, a prescriptive view; can be described as the identification of the purpose of the organisation and the plans and actions to achieve that purpose (Lynch, 2018, p. 9) ; an emergent view, can be described as finding market opportunities, experimenting and developing a competitive advantage over time; A modern consensus view, deals with the major intended and emergent initiatives taken by general managers on behalf of the owners, involving utilisation of resources, to enhance the performance of firms in their external environments (Lynch, 2018, p. 10).
 It could be argued that each definition define a number of organisations who operate in differing competitive markets whether that be manufacturing, Information Technology or service industries. There is a common theme running through each definition which is establishing the long term direction of the organisation to establish competitive advantage (Johnson et al. 2017, p. 4) to enhanced performance whether in a structured or unstructured way.
(Johnson et al. 2017, p. 10) outlines three level of strategy, the corporate level of strategy; which discusses the scope of the organisation, Torfaen Leisure Trust corporate strategy is attached in appendix 1. The business Level strategy; details how the individual business compete in the particular markets. Functional Strategies; how the organisation delivers the corporate and business level strategies.
(Johnson et al. 2017, p.11) sets a strategy frame in three phases; Understanding the strategic position of the organisation; assessing strategic choices for the future and ; managing strategy in action. It must be recognised that the three phase frame work the definition derived and therefore an appropriate to adopt for this report.
3.1 Strategic Position  - Marco Environment 
The senior management team have specifically requested the project team compete a internal and external analysis effecting the trust.  (Johnson et al. 2017, p.20) When positioning, charitable not for profit organisations typically compete for funding from donors and public sector organisations often competing on measures such and quality and service. There may not be a clear purpose such as generating a profit, therefore the strategic choice may appear to be  narrower for Torfaen Leisure Trust than that of the private sector. In terms of financial performance, the Trust in 2018/19 generated £4.76m income and expended £5.14m and received a subsidised grant from Torfaen County Council of £1,77m. (Charity Commission, 2020).
Whilst receiving this grant, the trust also had to generate an additional income of £2.99m by charging customers for use of its services. It is therefore relevant to note for this income to be generated,  the Trust would be competing with the private sector health and fitness providers to attract and retain customers.
To analysis the external environment this report will utilise PESTEL model. The PESTEL framework six environmental factors in particular: political, economic, social, technological, ecological and legal. (Johnson et al. 2017, p.34)
3.2 External Analysis
Political
Local Government; Torfaen County Council.  The contract awarded to Torfaen Leisure Trust is renewed on a five year basis. A number of performance indicators are measured on an annual basis which include the number of people who take part in physical and leisure activities, financial performance ( The subsidy afforded to the trust from the council is reduced on an annual basis) customer satisfaction levels,  plus staff perception of the organisation. 
Welsh Government - The Well-being and Future Generation act (Wales) was legislated in Wales 2015 (Welsh Government, 2015) and sets out seven Well—being goals: A prosperous Wales; A Healthier Wales; A more equal Wales; A Wales of cohesive communities; A Wales of vibrant culture and thriving Welsh Language; A globally responsible Wales. This act will impose legislation of public authorities to deliver these seven aims, which lead to Torfaen Leisure Trusts expected deliverables set out by the local authority to change.
Welsh Government – The Coronavirus pandemic has enforced the closure of Torfaen Leisure Trust facilities for a four and a half month period, re-opening on the 7th of August ( Welsh Government, 2020 b-e). A firebreak was recently implemented enforcing a further closure of two weeks  commencing the 23rd of October 2020. (Welsh Government, 2020 g) With the pandemic numbers increasing it is likely the trust will be closed periodically until the virus is under control.
Economic
The Coronavirus pandemic has had a significant impact on the worlds economy. During the first two months of the pandemic, the United Kingdoms Gross Domestic Product fall by 5.8% in March 2020 and 20.4% in April 2020 indicating the largest fall since records began. To give these figures some prospective during the winter of discontent the GDP fall by 7% and the miners strike in 1972 by 8%. As a specific industry, the arts, entertainment and recreation service fall by 39.7%  (ONS, 2020). Whilst the GDP improved to -8% by September 2020, the United Kingdom is not forecast to achieve pre-coronavirus levels until the first quarter 2022 (House of Commons Library, 2020 a). It is also estimated the UK will spend approximately £210bn on Social Care and Health; public services and emergency responses; support for individuals and businesses during the pandemic.
In terms of the charity sector,  the  Financial times was reporting  projected shortfall of £10bn, and the possibility of 60,000 job loses (Financial Times, 2020 c).
To further compound the United Kingdoms economy, the British Prime Minister has announced for the Country to prepare for a no deal Brexit (Financial Times, 2020 d. The Financial Times reported  the value of the British pound dropped after is was reported large gaps remained in the negotiations between Europe and the United Kingdom (Financial Times, 2020 a) and standing on the edge of a precipice (Financial Times, 2020 b). If the United Kingdom does not agree a trading deal with the European Union the government have projected its long term impact with regard t the GDP reduction of 9.3%. If it agrees a deal the GDP will still be projected to reduce by 3.9% (House of Commons Library, 2018).In terms of public borrowing, it is forecast it will increase from £56.1bn in 2019/20 to 393bn in 2020/21. (House of Commons library, 2020).
Social
Torfaen is the third smallest council in Wales with a population of 91,800 covering an area of 126km2. The County has a higher than average crime rate compared to Wales with regard to Burglary, criminal damage, theft, violence and anti-social behaviour. Public Service Board (2017)
The County has lower than average levels of deprivation in the most deprived areas ( 10%) but higher than average levels in the most deprived areas (20-50% categories). Children living in workless household is greater than the Welsh average. Public Service Board (2017)
The main reasons of end of life include circulatory diseases, cancer and respiratory diseases. Torfaen has significantly lower life expectancy than Wales as a whole. One third of the adult population achieve the recommended activity levels, but one third is also inactive, again higher than the Welsh average. Concerningly there has been no improvement in these activity statistics in ten years. Public Service Board (2017)
 Torfaen residents have access to 329 km of right of way, 3567 hectares of open space Public Service Board (2017) Inhabitants in Torfaen have on average increased by 2.99 per year since 2011. (AdminStat, 2020). Aging population with over 65 is profiled to increase from 20.1% to 28.8% and those aged over 86 will double from 2772 to 5595 Public Service Board (2017)
National Assembly of Wales (2010) Of the adult population of 56,826,  38926 are in employment, 4717 are unemployment with 14,377 are economically inactive which includes: 3637 retired, 2614 students, 2841 stay at home, and 4206 long term sick or disabled.
The County largest hub and political centre is Cwmbran, followed by Pontypool and Blaenavon.
Technological
Emerging technology includes an increase use and development of Wearable Fitness technology in the Health and fitness industry which if adopted correctly can enhance the customer experience (Pizzo, A, D. et. Al. 2020) The wearables can track physical activity both indoors and outdoors whether organised or pure recreation. Also, the health tracking wearables the ability to measure diabetes levels, heart rate, plus the heart rhythm  via an electrocardiogram (ECG) plus measure calorie burnt.
There are a whole host of applications that can be downloaded to mobile devises such as phones and tablets to allow the person to monitor performance and set goals via a personalised health hub collecting all data.
Technological software for broadcasting has advanced allowing fitness classes to be delivered on line either live or as a catch up via such platforms as Zoom and YouTube. Customer experiences can be enhanced via Customer Relation Management Software aiding business development  such as sales, upselling plus supporting retention strategies by tracking usage a monitoring outcomes identifying customers who at risk of leaving. 
Quick assess fast track systems can be installed preventing cueing systems. Automated Net Promotor Score systems can monitor and measure customer satisfaction levels and utilise Artificial Intelligence to pre-empt and deliver customers expectations.
Social media can be utilised for marketing and promotional campaigns ulitising targeted customer persona’s and implementation of a sales funnel.
Ecological 
Sport and leisure facilities by nature are large and buildings. With the inclusion of heated swimming pools plus large air conditioned rooms affording comfort while customers exercise produce large amounts of Carbon Dioxide and water usage. With over 1 million  customer visits per year generates a considerable amount of  general waste. Within the Torfaen Public Service board response to the Well-being and Future Generations act the it outlines the need to improve air, water and ecology of the county. Public Service Board (2017)
Legal
There is no legal requirement to deliver Sport, Leisure or physical activities. The Trust will be governed by a number of legalisation requirements, including the Health and Safety Act 1974 and associated regulations; General Data Protection Regulation ; plus the articles associated the manging a Not for Profit Charitable trust.


3.3 Internal Analysis
In terms of an internal analysis the project team has chosen to adopt the SOAR analysis, that being establishing the organisations: Strengths, what can be built upon; Aspirations, what the trust deeply cares about; Opportunities, what are the stakeholders asking for; Results, determine how the Trust measure its success. The SOAR is a dynamic framework focusing on how the organisation can make a positive difference to strategic thinking. It is not simply a list of point which could be argued if the SWOT analysis was deployed. SOAR focuses on positive outcomes and measurable results.
Strengths
The organisation’s employees are particularly proud of providing physical activities  opportunities for customers and demonstrate a belief in changing lives for the positive. There a strong culture indoctrinated, displaying the core values of the trust: pride, passion, unity, innovation and integrity (Appendix 1). The team appear to be agile in thought and quickly adopt and implement change.
As an organisation the Torfaen Leisure Trust offers a unique mix of facilities and products that are unrivalled in Torfaen. Whilst competitors offer a health and fitness experience, the trust can too, not only to individuals but the whole of the family. The experience includes adventure playcentres, climbing walls plus outdoor skiing. The learn to swim scheme is linked to recreation and fun aquatics also offering a aquatics development programme in a competitive environment inclusive of swimming, water polo, diving or synchronised.
The Strategic partnership developed with the Local Health board provide structured health improvement activities aimed specifically at improving well-being plus supporting people recovering from Cardiovascular complications, cancer as well as people suffering with dementia. 
Physical literacy pathways are offered, teaching children the fundamental basics of human movement such as balance and eye ball co-ordination in readiness for a lifetime of fun physical activity as well as promoting well-being.
The trust of facilities for hire to community sporting groups as well as elite clubs . Facilities also include an International level athletics track, indoor and outdoor bowls plus an outdoor ski centre.
The trust has recently invested £2.8m refurbishing the facilities Health and Fitness clubs plus installing children playcentres and climbing walls. The trust is particularly proud of diversifying its offering by establishing an indoor and outdoor events calendar. This calendar of events include ‘stadium rock’ held at Cwmbran stadium attracting over 2000 visitors plus a number of concerts held at Pontypool Leisure Centre targeted at members of the trust to join a party and celebrate Christmas. 
The trust demonstrates an agility to change quickly to compete with its competition. Whilst this is seen as a strength, there also appears to be a lack of horizon thinking, the agility is applied appear to a reaction to the competition rather than forward planning to a linked business strategy. Whilst occasionally a reaction can be expected it should not become the normal.
The strength of the product fits into the market place on an individual level, that being most products are offered to individual customers similar to the trusts competition. At the moment the trust tries to compete as a cost leader. There appears to be limited joined up thinking with regards to differentiation, joining products together to make the most of the unique service the trust could offer such as family memberships.
The Organisation has developed effective partnership working with the local health board delivering health and wellness classes. This partnership is seen as a sector leading when benchmarked across the country. Without doubt with the  facilities, products and culture displayed throughout the Leisure Trust, there is an opportunity to establish itself as the benchmark organisation within the sport and leisure sector. By adopting the recommended strategic changes and implement forward planning strategies.
Opportunities
The trust has not always displayed the ability to make sense of opportunities provided by external forces and trends. There is no plan in place setting out how the trust will adopt to Future Generations and Well-being Act after it became legal in 2015. This is not necessary the fault of the trust as the commissioning organisation Torfaen County Council should provide delivery expectations via the partnership agreement. Having said that, it is  perfect opportunity for the trust to take the lead and pro-activity designate how it plans to deliver these expectations.
With regard to the Coronavirus 19 Pandemic the Trust has been pro-active. It has kept its customer base engaged via a news letter update, outlining what the trust is / has been doing. It has provided members with a suite of health and fitness classes via YouTube. The CEO took the lead with regard to operational practice in Wales by establishing a joint working party across all local authorities to share good practice with regards to Health and Safety. 
The outlook of the United Kingdoms financial situation is down beat. Both the Coronavirus and Brexit will effect the British Economy. This should present the trust with a wide range of opportunities. It has been established  the government has increased borrowing.  This will need to be paid back, possibly by austerity measures and increased taxes. This could result  with increased unemployment, plus less disposal income in customers pockets. This will need to viewed as an opportunity to re-focus what the trust offers and determine whether it can differentiate.
The Trusts offering at present is focused towards re-active health, providing a high percentage of structured physical activity provision to 4702 customers  (Appendix 3) who have perceived health problems.  There are a multitude of opportunities to expand the focus of the business. There are 14000 people who are economically inactive, future stakeholders who stay at home during the day. There are 74000 people (Appendix 3) who live in a shared household that being two or more people living in 22032 homes.
There is an opportunity for the trust to focus on preventative health, that is aiming to toward a younger audience with a focus of retaining these customers throughout the lifecycle.
In terms of technology, it is evident that the Trust has not embraced the emerging technologies. Opportunities include the introduction of an integrated Customer relation management system linked to an individually personalised hwb which would record and monitor health and physical activities levels via wearable technologies. The hwb would be utilised to hyper personalize the customer health experience utilising Artificial Intelligence (AI). Personalised communication can be established to motivate and retain the customer within the health ad fitness programme.
There is an opportunity introduction of live broadcasting fitness classes via a specifically prepared fitness studio with broadcast quality lighting. The strategically placed cameras will be controlled by the fitness instructor who deliver the class. The customer will be to access the class either live or on demand enabling to build the service around the customer needs.
An opportunity exists to reduce the carbon footprint by installing Solar Panels installed onto the facilities roof structures generating green energy for the Trust as well as selling back to the electricity companies. Ground water drilling to utilise where the water table levels are high as well as installing systems to capture grey water for re-using.
Opportunities also include reducing the use of paper by investing in digital technology to store and share information as well as utilising digital platforms for customer to pay, book and subscribe to membership schemes.
To summarise, the trust should focus on three opportunities:- delivering a service wider than the current target area of the aging population and expand opportunities household via pro-active health and fitness experience aimed towards the whole family and retain for a lifetime; Offering a tiered pricing structured dependant on a means testing system e.g. those who cant afford receive a discount; The establishment of an integrated hyper personalization customer experience both electronically and physically.
With Torfaen Leisure Trust adopting this recommended new offering, will help attract new customers. Its current membership base is 2000, that is 2.2 % of its population. As previously mentioned there are 22000 homes in Torfaen, targeting just 10% of these homes will at least expand the membership to 6600 member ( based on 3 people living in each home).
The trust can differentiate itself from existing and potential customers by offering a family experience available across five sites across the County for one price. No competitor is able to offer this. 
The trust can also offer a family or household membership, inclusive by choice as a ‘bolt on’ option of Health & fitness, swimming, swimming lessons, adventure play, physical literacy and sports club membership. The new product, would be supported by world a world class customer service processes  and cutting edge technology.
In summary, the Coronavirus Pandemic and Brexit should be perceived as a business opportunity to ensure the sustainability of the business in the future.
To support the change, all employees will be supported by a vocational training scheme to support the aspirations of the organisation to ensure its success.
Aspirations
Torfaen Leisure Trust is deeply passionate about making positive health changes to peoples lives within the community it serves, this is supported within the trusts core values; Pride,  Passion, Unity, Innovation and Integrity (Appendix one)
Reflecting on the organisations  strengths, and opportunities, conversations, it is clear that  the trust must continue to focus on improving the health and well-being of Torfaen’s community. It must expand the availability of its products to  wider variety of stakeholders inclusive of families and household at a cost that is affordable. The envisaged future would see a Father swimming, a mother in a fitness class, a daughter in swimming lessons and a son climbing a bouldering wall – all at the same time. The opportunities will be supported by a unique hyper-personalized customer service, with the ability to exercise on demand, anytime and any where. The family would exercise in the comfort and knowledge that Torfaen Leisure Trust is sensitive to the worlds ecology with every effort made for the service offered will burn less Carbon Dioxide, reduce landfill and water usage.
For this to happen, investment will need to be made into emerging technologies such as an effective Customer Management system, integration of wearable technical equipment linked  to a personal wellness hwb. On-line marketing will be utilised targeting established stakeholder persona’s via social media adopting the buyer funnel via an on-line portal. All processes, whether administration or operational will be developed to ensure the customer is at the heat of all decisions to ensure hyper-personalisation. A new type of employee will be establish to support the new vision, this will be achieved by tailored recruitment, onboarding and on-going training.
Results
Considering our strengths, opportunities and aspirations the trust will need to measure meaningful data to indicate whether it is on the right track to achieve its goals. Measurements would include, the effectiveness of the sales process, retention of customers, customer satisfaction levels and determine whether the service delivered improves peoples health and well being.
A key performance indicator score card would be created to measure a tripple bottom line for profit, people and the planet. These indicators would include:- Finance – Balance sheet  financial indicator outlining monthly performance and forecast yearend result; People -Monthly sales, retention rates and customer satisfaction via Net Promotor Score; The planet - amount of carbon dioxide reduction, water reduction and upscaling of recycling.
As previously discussed £2.8m has recently be invested refurbishing the leisure facilities, there will be a requirement to further invest into the emerging technologies. This will include a one off payment for hardware equipment plus an annual software licence cost. An application to the Carbon trust for both grants and loans will be made to invest on improving the ecology. The trust will engage with a vocational training company to support employee to development the skills to provide the hyper-personalised service. 
3.4 Strategic Choices
The information gather following the in depth eternal (PESTEL) and internal (SOAR) analysis review has been utilised to define which strategy will be applied with a view of creating resilient, sustainable  and competitive organisation.
There are three strategic choice the trust can make: Change Strategic direction where the trust can diversify into a different industry, market or deliver different  products. The Trusts Corporate Strategy (Appendix 1) outlines its mission as ‘Through our TLT Colleagues we will deliver services that improve wellbeing and value for money to our Customers’; its Vision - Living well, living longer by being active and having fun’. The Vision and Mission is aligned to the governance structure will continue to maintain charitable status (Charity Commission, 2020) therefore diversification in not an option at this time. The second choice, would be to determine the method in which way to pursue its strategy, whether that be organic, by acquisition or an alliance. Whilst not reviewed in the external and internal analysis this could be considered as an option in the distant future, but due to the current financial climate resulting from the Coronavirus Pandemic plus Brexit, this will not be pursued at this time. The third and final option, creating a business strategy, that being, how Torfaen Leisure Trust will position itself in the market to determine the business’s position in relation to competing with its competitors is the preferred choice. (Johnson et al. 2017, p.206)
To determine how to compete and gain competitive advantage, the report has adopted Porters Generic strategies.
It was outlined within the SOAR the top three opportunities presented are, broadening the Trusts target market to include families and households. Create a variable cost structure decided by means testing as well as introducing a variable ‘bolt on’ option similar to SKY TV, the more you the customer purchases the greater the discount on options. All supported by a innovative technological system supporting a hyper-personalised customer experience.
Porter talks about three strategies, cost leadership, differentiation and focus strategies. The focus strategy targets a narrow segment with a tailored product (Johnson et al. 2017, p.216)
Where as, the final two are aimed at a broad target audience; cost leadership strategy, offers the lowest cost (Johnson et al. 2017, p.210); or a differentiation strategy, offering a uniqueness thus allowing an organisation to charge a premium. (Johnson et al. 2017, p.210). Porter concluded that an organisation should choose one strategy, by choosing more would result in failure in achieving any of the strategic choices describing the situation as ‘by being stuck in the middle’  (Lynch, 2018, p. 272). Referring to these three opportunities, there is a suggestion of broadening the market by Targeting families and house holds but also competing on a cost leadership basis by offering a discount price to people who are financially disadvantaged, supported by a service offering  offering a unique, hyper-personalised service via innovative technology. At this point it is worth noted, the competitive edge created by introducing the innovative technology maybe eroded over time if research and development is reduced overtime.
It has since been argued that two strategic choices can be selected (Lynch, 2018, p. 272) and when applied successfully can improve business performance if a focus is maintained to continually review the effectiveness of the strategy.  A good example would be Benetton Clothing and shops both of which are differentiated yet have lost costs.
Therefore it is suggested that Torfaen Leisure Trust adopt a hybrid strategy offering a differentiated service at a low cost.
It is worth noting that a change is strategy will result in changes throughout the organisation. There would be a need to review the staffing structure to ensure it is aligned to deliver the strategy. As an example, there would be a need to review the  senior management team to establish whether current skills and capabilities can deliver the strategy or whether an investment is required for retraining, or further  recruitment of new Senior Managers. This may require additional financial resources for additional salaries or one off payments for redundancy.
It has already been determined there is a need to invest in technology system. To accompany this investment system and processes with need to be written, implemented, monitored and reviewed to ensure the complementary hyper personalisation of the customer experience is achieved.





4.0 Conclusion
To conclude, this report has determined that due to the  coronavirus pandemic the United Kingdoms  government will have to increase public borrowing from £56.1bn in 2020/21 to a projected £393bn in 2021/ 2022.  This will no doubt have an adverse effect on the British economy resulting in business closures, redundancies resulting in less expendable income in customers pockets.
The coronavirus will continue to effect the Trusts income until a vaccination has been successful administered to 80% of the population.
Torfaen has a higher than average crime rate when compared to Wales as well as a significantly lower life expectancy. Only one third of the population achieve recommended activities levels with one third not exercising at all.
The trust appears committed to improving peoples lives for the better. The organisation has an unique mix of facilities which competitors are unable to compete with.
Even though the outlook of the United Kingdoms economy is predicting a down turn, This should be seen as an opportunity.
The trust has 2000 current individual members, in the main target individual people who have Health related issues. If the Trust broaden it appeal to a family / household orientated product and flip its focus from re-active health provision to a preventative provision it can target 22000 households, up to 74000 people. The current target is 4700 people. 
Therefore, If the trust target 10% of the house holds that could result in an additional membership of 6600 members ( based on three people in each household)

It appears the Trust has not embraced emerging Technologies. Again, this should be viewed as an opportunity. The trust could introduce of an integrated Customer relation management system linked to an individually personalised hwb which would record and monitor health and physical activities levels via wearable technologies. The hwb would be utilised to hyper personalize the customer health experience utilising Artificial Intelligence (AI). Personalised communication can be established to motivate and retain the customer within the health ad fitness programme.
To  ensure future resilience  and sustainable competitive advantage, it is suggested the trust focus on three opportunities into total:- delivering a service wider than the current target area of the aging population and expand opportunities to families / household via pro-active health and fitness experience aimed towards the whole family and retain for a lifetime; Offer a tiered pricing structured dependant on a means testing system e.g. those who cant afford receive a discount; The establishment of an integrated hyper personalization customer experience both electronically and physically.
A key performance indicator score card would be created to measure a triple bottom line for profit, people and the planet to ensure the changes are successful.
To achieve this, following a review of  Torfaen Leisure Trust strategic options it is suggested the organisation adopt a hybrid strategy offering a differentiated service at a low cost.




5.0 Recommendations
· Torfaen Leisure Trust adopt a hybrid strategy offering a differentiated service at a low cost.
· The trust introduce of an integrated Customer relation management system linked to an individually personalised hwb to record and monitor health and physical activities levels via wearable technologies to enhance a hyper personalization customer experience 
· Expand it product to families / household membership via pro-active health and fitness experience with a focus of retaining the family / household for a lifetime
· Introduce  a tiered pricing structured dependant on a means testing system e.g. those who cant afford receive a discount
· Introduce a key performance indicator triple level score card
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Appendix 1
Torfaen Leisure Trust Corporate Strategic Plan
Our Organisation
Torfaen Leisure Trust is a company limited by guarantee with charitable status and is now entering it’s fifth year of trading. With a turnover of circa 4.5 million and 232 colleagues, TLT is responsible for the delivery of leisure services across the Borough of Torfaen. TLT delivers services through five sites; Pontypool Ski Slope, Pontypool Active Living Centre, Cwmbran Stadium, Fairwater Leisure Centre and Bowden Active Living Centre
We provide services to over 1,000,000 customers per annum through a wide range of activities delivered through a range of engaged and motivated partners and associations. TLT prides itself on relationships with Business, Charities and the Private Sector. This strategic Plan has been created to steer the Organisation through to 2021 and has been developed based on the sound knowledge gained throughout the first four years of trading and builds on the impact of the changes in the economy, the continued annual service fee reduction, the growth of competition in the area and other risks, challenges and opportunities. 
As an Organisation, our colleagues strive to provide excellent Customer Service, passion and pride in Health, Fitness and Community with the overall aim of ensuring the More, People are More Active, More Often whilst improving the health, well-being and aspirations of our Customers.
As a team have achieved a number of our ambitions over the last four years, but our Vision for the future of TLT and Leisure Services in Torfaen means that in order to achieve our long term ambitions of becoming fully sustainable and resilient, we must embed this new Strategy throughout the Organisation to ensure it’s success. Headline achievements against previous Business Plan:-
· Successful delivery of £2.8m of capital improvements
· A significant growth in visits from 832,000 in 2012-13 to just over 1m in 2016-17 and 2017-18 • 
· An efficient operating model delivering £500k in revenue savings to Torfaen County Borough Council since inception 
· Extensive programme of physical activity, sport and health interventions to meet public health outcomes 
· Improved offer to children, young people and families through exciting play and fun opportunities, School Holiday Camps, Swim School and the ‘Go’ branding activities


Our Mission
· Through our TLT Colleagues we will deliver services that improve wellbeing and value for money to our Customers
Our Vision
· Living well, living longer by being active and having fun
· Our Values
· • Pride • Passion • Unity • Innovation • Integrity
Our Strategic Plan contains three Pillars

Pillar One
Financial Stability
This is important because: We at TLT want to deliver a financially sustainable Organisation. We will ensure that excellent management of finances is a key foundation of the business. We will endeavour to deliver a growing financially sustainable business whilst delivering our charitable aims.
	We will
	Our Success will be measured by:-

	Increase Income
	· An increase in total operating income (net of Management Fee) from Torfaen County Borough Council by 20%.
 • Implementation of TLT control of direct debit administration across all memberships and swimming lessons
 • An increase in food and profitable beverage sales by 15% in year one, 12% in year two and 10% in year three 
• Generating additional external grant funding to deliver services across the trust 
• Demonstration of strong organisational processes to ensure we always make informed decisions and meet our legal obligations
 • Partnership working to encourage Economic Development and Tourism 
• The development of an annual events plan across Trust facilities to underpin existing trust income 
• A balanced or surplus budget year on year

	Reduce net cost per visit
	• We will undertake a net cost per visit analysis across all sites to benchmark areas of reduction available
 • We will streamline our services by reducing net cost per visit. In any areas identified we will implement a 50% reduction in paper handling assisting our responsibilities with GDPR compliance.

	Introduce an Environmental Strategy
	Reduction in the amount of waste to landfill within year one and ongoing to year two and three 
• Identification of areas with the most energy saving measures
 • Partnership working with Torfaen County Borough Council to deliver a carbon strategy to reduce energy consumption by 20%
 • The implementation of a three year energy saving/carbon reduction project delivering 60% reduction in energy costs by 2021
 • The implementation of a Recycling Strategy across all centres via engagement of the Environmental Staff Group



Pillar Two
Growing the TLT Brand
We will build on previous years successes and will maximise all opportunities to increase and promote our business.
	We will
	Our Success will be measured by:-

	Improve Customer Service and deliver increased customer satisfaction
	The creation of a Marketing, PR Strategy and Communication Strategy
• The creation of a Customer Promise 
• Continued monthly analysis of complaints and comments
• The implementation of our core values of the organisation to our TLT colleagues 
• The implementation a score card process across all departments 
• Listening to stakeholders and partners and providing them with opportunities to help shape future programmes

	Increase participation
	An increase in the number of customers joining TLT by 10% over 3 years 
• An increase in the number of customers accessing our swimming programme by 10% over 3 years 
• Increased usage of our facilities between the hours of 9am and 3pm 
• The development of a sound research and evidence base that identifies current and future trends or needs of our local communities

	Enhance and develop partnership working
	• The capture of existing partnerships and the ongoing support to partners with good quality facility provision 
• The creation of a Club Development programmes to ensure TLT Clubs are resilient and capable for the future 
• The documentation of agreements with key partners via a Memorandum of Understanding, thus providing financial sustainability 
• Aligning our Strategic Plans with the Wellbeing Strategy of Torfaen County Borough Council to meet desired outcomes of funding agreement

	Introduce new services and explore new opportunities
	Introduction of an events programme across the Trust with at least 4 events per annum 
• The introduction of a Staff Innovation Group to enable colleagues to explore new opportunities 
• The launch of Direct Debit Swimming Lessons

	Introduce new Technology
	• An increase the use of digital technology across all services improving customer experience



Pillar Three
Colleague Development
Our colleagues at TLT are our most important asset and our team connect with customers everyday promoting the values of our organisation. Our investment in our colleagues at TLT will ensure that as an organisation we have the capacity and capability to cope with future demands and embrace future opportunities as they become available. We will provide an environment that encourages a diverse, skilled and passionate workforce which empowers our colleagues to reach their full potential
	We will
	Our Success will be measured by:-

	Enhance our Workforce Development
	The implementation of an annual training plan for our colleagues to ensure that all learning and development opportunities are available for them 
• The implementation of a Reward and Recognition Strategy 
• The implementation of a new Management of Attendance Policy, along with support for any absence 
• The measurement of percentage of time lost through absence on a monthly basis 
• Constant communication with our colleagues on all aspects of the business

	Become recognised as an exemplar Employer
	• A staff survey 
• The delivery of a development plan from the results of the staff survey 
• The creation a new staff handbook containing all policies and procedures 
• Implementation of a detailed induction process for new colleagues

	Implement Values and Behaviour Framework
	The implementation of a Values and Behaviours Framework for our colleagues at TLT 
• A re-evaluation of the staff survey after year one

	Grow our TLT Apprenticeship Academy
	The expansion of our TLT Apprenticeship Academy giving young people the opportunity to grow within our TLT Brand

	Celebrate success as a team and reflect on failure and lessons learnt
	Celebration of successes with our colleagues and also link back to reward and recognition strategy 
• Learning lessons as a Team in a culture of openness and honesty
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