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[bookmark: _Toc73175133][bookmark: _Toc73729089][bookmark: _Toc87909690]Introduction 
Before beginning, and to give context to this report; the student works as a member of teaching staff within the education sector. Specifically a primary school - teaching the age range 5-11. The school has on role 280 pupils and around 30 members of staff. The student will use this organisation as the basis of the workplace examples within this report.
The student will aim to give a critically in depth analysis of both the organisation’s internal and external environment, conduct a stakeholder analysis and evaluate stakeholder expectations. The student will apply a range of strategic management models and theories, while providing a critical appraisal of the organisations current strategic direction. Finally the student will give a depth of clarity of a proposed new strategy by formulating and verifying new strategies for sustainable growth.
[bookmark: _Toc87909691]What is strategic management?
The objective of management strategy is to effectively utilize corporate management resources, such as personnel and technology, in accordance with external environmental factors such as competition and customer needs. Motohashi (2015)
Strategy is the direction and scope of an organisation over the long term: which achieves advantage for an organisation trough its configuration of resources within a challenging environment, to meet the needs of markets and to fulfil stakeholder expectations. Johnson and Scholes (1993)
[bookmark: _Toc87909692]What is an SME?
For the purpose of Research and Development Tax Relief HMRC define an SME as a business with no more than 500 employees and an annual turnover not exceeding £100 million. However the rest of the UK government does not use this definition, more widely accepted is that an SME is simply put a business that has less than 250 employees.
[bookmark: _Toc87909693]Strategic Management in education
So what does strategic management look like in education? Why is it needed? 
The self-managing context in which educational institutions now operate mean that the responsibility for the direction, planning, purpose and change management fall firmly to the Headteacher, governors an senior leadership team. As the amount and pace of change in the educational world increases, for example the global pandemic of Covid-19 causing schools to move towards online learning; it is increasingly important for educational leaders to think strategically. Strategy in this instance being about managing change.
Often these sudden changes require emergent strategy as opposed to deliberate strategy. Emergent Strategy originates in the interaction of the organization with its environment. As events unfold and ideas about them coalesce, emergent strategies tend to converge, as ideas and actions from multiple sources are formed into a pattern. Clegg et al (2016)
Schools and colleges are not in an open market, free to change course according to sudden environmental changes; nor can they simply close down and being again, according to Middlewood and Lumby (1998) Their purposes are prescribed at the hand of government and legislation. This prescription causes limitations and funding control means that schools’ and colleges’ strategies and strategic plans operate within defined limits. This became apparent when schools had to change during the covid pandemic. Schools had to close and move to online learning after govt released guidelines to keep 2m apart. Schools were limited in the options to move to online learning with not only financial constraints, time constraints and being accountable to both the council and public scrutiny. 
The student uses this example to stress the difference between ordinary organisational strategy and that of an educational setting. It is tempting to view the idea of the business of education in a negative way (being placed in a market-orientated context which is alien to them). However, the positives are the demand for education is assured. While the environment may change the need for education will not, and therefore the possibilities for development and the need for strategy are unending.

[bookmark: _Toc87909694][bookmark: _Hlk87891872]Depth of critical analysis of your chosen organisation’s internal and external environment
Environmental scanning is the gathering, use, and monitoring of the company's environment, internal and external, to detect potential threats toward its future plans. 
Scanning helps to identify threats and opportunities to help avoid unpleasant surprises, gain a competitive advantage over others, and create more effective planning in both the long and short term. 
Techniques of environmental scanning are SWOT and PEST. The student will critically analyse the organisations internal environment using a SWOT.
[bookmark: _Toc87909695]Micro environment – SWOT
[bookmark: _Toc86851667]Strength – Great outdoor space and facilities. Experienced staff.
[bookmark: _Toc86851668]Weakness – High staff turnover. Poor OFSTED.
[bookmark: _Toc86851669]Opportunity – Potential to become a forest school.
[bookmark: _Toc86851670]Threat – Other primary schools  in the area. 
To critically analyse the organisations external environment the student will use a PESTEL analysis.
[bookmark: _Toc87909696]Macro environment – PESTEL
Political – Change to teacher qualifications.
Economic – School budget restraints.
Social – Declining numbers of pupils.
Technological – Move to E-learning. 
Environmental – Covid-19 pandemic.
Legal – Govt Legislation.
The SWOT and PESTEL show that the school has a high staff turnover, a strict school budget and declining numbers of pupils. Coupled with the fact that the school has a poor OFSTED report and competition from other primary schools in the area. These factors show the school is at risk of becoming unsustainable. 
While carrying out a SWOT and PESTEL analysis on the organisation’s internal and external environment may seem thorough, Fidler (1996) argues that analysis ‘must include an examination of the organisations culture’ as well. The student concurs, observing that the high staff turnover highlighted in the SWOT may be as a result of poor workplace culture within the organisation.
In order to become sustainable the school need to be aware of the weaknesses and threats and try to maximise the strengths and opportunities.
Based on the SWOT the student concludes the school should first seek to increase the number of pupils to maximum capacity, and subsequently look at reducing staff turnover. To do this the school needs to put a strategy of development in place. How will they achieve this? Among several ways of doing this are :
· Marketing – engaging with parents more, utilising technology (Facebook/twitter/school blog) improve the school website regularly updating it and working on the schools image/reputation; word of mouth is a valuable form of customer feedback and free advertising the school could utilise if their reputation was better.
· Improve OSTED reports will in turn increase reputation and thus help increase pupil numbers.
· Having a unique selling point or draw in for parents, such as becoming a forest school.
Abbot (1993) describes a comparable situation where a school with a negative reputation and declining pupil numbers suddenly had to face the opening of a new city technology college (CTC) in the area. It encouraged the school to come up with a strategy. One immediate and obvious response was the improve the quality of its provision and quantity of advertising material. The implication is that not only did the school realise that it needed to improve its provision but that advertising that provision had now become part of its strategy. 
In addition to this, the same school realised that if it was successful in attracting additional numbers, other schools were bound to suffer, the final outcome would be school closures or amalgamations. Clearly longer term strategy for survival preferably growth needed to be developed. 
Amalgamation is something that the student’s organisation has already been part of, on opening it was part of The Wellington Academy School Trust; but more recently it joined a far larger trust The Royal Wooton Basset Academy Trust. This is the way many smaller/rural schools are choosing to survive. They face the dilemma of loosing some of their control and power (similar to that of buyer/seller power in a buyers’ market) However on the other hand, the benefit that comes through mergers/amalgamations are shared facilities, financial advantages and shared expertise thereby giving a higher provision of learning conditions at a lower cost. 

[bookmark: _Toc87909697]Conduct a stakeholder analysis and an evaluation of stakeholder expectations
The success of any strategic management process within an organization depends greatly on its ability to manage stakeholders. Stakeholders with competing expectations and demands are actively involved in the implementation of strategy, have a vested interest in the success or failure of organizations, and most importantly, can derail your strategic efforts. Edmondson (2018)
In education the term stakeholder typically refers to anyone who is invested in the welfare and success of a school. The author identifies the stakeholders to be: students, their parents, staff members (including Teachers, TA’s and admin staff), OFSTED, board of governors, Trust/Academy network, local authority, local community surrounding school and to some degree the wider public (tax payers).
[bookmark: _Toc87909698]Stakeholder analysis
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As shown in the above matrix the key stakeholders are the pupils, their parents and teachers.
The expectations from both parents and children is:
· that they are kept safe, as per the guidelines ‘Keeping children safe in education’ Statutory guidance for schools and colleges on safeguarding children and safer recruitment from Department of Education most recently updated September 2021.
· That they receive a good standard of education. ‘'I believe all children, regardless of where they live or what their parents can afford for them, have the right to a good education and that belief is at the heart of our work at Ofsted.’ Ofsted (2012)
· That they are happy: ‘they are safe, happy and, ultimately, learning’ According to James Whitaker (2017) Blogger on Parent Hub. 
· ‘That they leave school as a well rounded person, confident and with high self-esteem.’ M.Johnson (2021) parent of 3. 
· ‘I want to come to school and have fun’ Unnamed pupil (2021) age 7.

The expectations from teachers is similarly a safe environment to work, as well as: 
· fair pay,
·  a manageable work load
·  benefits such as holiday entitlement and pensions. 
The student judges these expectations to be fair and realistic for all involved. 
Comparatively there is in return a level of expectation of the school from staff, a level of expected behaviour from pupils (behaviour policy which is displayed in classrooms and can be found on the school website - link in refs) and the expectations that parents will help their children to arrive punctually, in full uniform adhering to the school dress code and ready to learn. A full list of expectations employers have for employees suggested by Indeed (2021) can be found in Appendix 1 to expand on this comparison.
The student concludes clear expectations need to be made and these must be managed/met on both sides for success.
[bookmark: _Toc87909699]Application of a range of relevant theories/models.
[bookmark: _Toc87909700]Porters five forces
In 1980, Michael Porter published Competitive Strategy , a work that shaped the thinking of a generation of academics and managers. Crowther, (2008)
Porters five forces analysis helps analyse competitive rivalry. The five forces are the threats posed by competitive rivalry, powerful buyers, powerful suppliers, potential new entrants, and substitute products.
The practical application of the five forces framework however, has been more challenging as Porter (2008) himself admits, and describes there being common misapplications of the framework. The Porters five forces templates have evolved over time and modifications, extensions and significant alterations have been made to address observed confusion on the part of users and to strengthen their practical use.
If the student were to apply Porters framework to the micro environment of the organisation in the same way as the SWOT, is it likely to have an impact on the organisation?
The Five Forces are:
1. Bargaining power of suppliers
2. Threat of substitutes
3. Threat of new entrants
4. Bargaining power of buyers
5. Industry rivalry
The student feels elements of this model are useful and fit in with SWOT, such as industry rivalry (from other schools in the area) but this not necessarily the best model to use in an educational setting, as there is not so much a buyer/seller relationship. 
[bookmark: _Toc87909701]Porters value chain
The Porter’s value chain concept says that there is a chain of events which occur in a company right from the procurement of raw materials to the delivery of goods as well as the post sales service. Porter breaks value chain analysis into five primary activities. Then, he further breaks those down into four activities that help support primary activities. The primary activities of Michael Porter's value chain are inbound logistics, operations, outbound logistics, marketing and sales, and service. The goal of the five sets of activities is to create value that exceeds the cost of conducting that activity, therefore generating a higher profit. 
Porter’s Value Chain Primary Activities:
Inbound Logistics
Operations
Outbound Logistics
Marketing and Sales
Services
These activities are supported by:
Firm infrastructure
human resources management
technology development
procurement
The student adopts this method in the educational setting whereby the inbound logistics are the children, the operations aspect relates to teaching, the outbound logistics would be exam results and the end result for the children leaving education; have we added value i.e : enhanced the pedagogy of the child. The marketing and sales primary activities would be the schools website and finally the service or after service which doesn’t usually happen in primary schools but does in Higher Education settings such as universities where they have alumni, satisfaction surveys and reunions.
The student feels this model links better when thinking about an educational setting than Porters Fives Forces though perhaps this is still more geared towards product orientated organisations.
The student finds better suited a model of an effective planning process based on Hargreaves and Hopkins (1990) the cyclical process bears similarities to the Plan-Do-Check-Act cycle. See image in Appendix 2
The student would wish to explore further the ESCO model also in relation to this topic, but will not for the purpose of this paper.
[bookmark: _Toc87909702]Provide a critical appraisal of your chosen organisations current strategic direction
Strategic Direction is about:
· Vision	(the why)
· Mission	(the how)
· Satisfying stakeholders expectations and goals
According to Gov.uk (2021) specifically International Education Strategy: 2021 update, the UK government reiterates its commitment to support UK education more strongly than ever; but stresses that internationalisation of education is vital. The strategic direction to internationalise education will see a scheme will be backed by over £100 million, providing funding for around 35,000 students in universities, colleges and schools to go on placements overseas. Additionally, going beyond the original strategy, the education sector are setting out new ways in which growth can be promoted. One example is with teacher training providers establishing a new international teaching qualification, ‘International Qualified Teacher Status’ (iQTS). This will be based on world-renowned teacher training standards and methods, and is intended to be achievable in schools around the world. 
Secondly in another update of International Education Strategy: 2021 Supporting recovery, driving growth published by the DofE in Feb 2021; it reiterates that there is a huge emphasis on enhancing the international student experience with a view to move from recovery to sustainable growth.
But how does this translate into the students organisation? What is the schools vision, mission, and strategy and what are they doing to achieve this? Does this marry with meeting the expectation of stakeholders goals. 
The student believes the schools strategy does not follow suit that of the international education strategy but instead, the schools 3-5 year plan will be to increase pupil numbers so that the school is operating at maximum capacity (420). This presumption is based on the fact that the school needs a minimum of X children to be financially sustainable. The school currently has 281, and has in the past been forced to merge classes to save on the cost of teachers due to declining numbers. Should this continue the  school will not be financially viable and have to close. Declining numbers could be due to the movement of children with army postings (as the school is located within a large garrison town), or it could be down the fact that the school currently does not have a brilliant reputation among the community and poor OFSTED feedback. ‘inconsistencies in how reading is taught’ OFSTED (2017) achieving the ‘requires improvement’ rating in 2017 and again in 2019. 
However since the take over of new cluster Head, the school is working hard in all areas to improve and develop. The school is moving forward with a new set of visions and values. Clear goals and vision are important when developing strategy in business. Marsh (1993) links visions and mission as part of an organisations strategic ‘purpose statement’.
According to the Wellington Lions Primary website their visions and values are:
‘Our ambition for The Wellington Primaries is to provide an outstanding education for all our pupils, regardless of background or ability. In tune with our educational philosophy, we will place as much emphasis on developing our pupil’s character strengths as we will on delivering rigorous academic study.
At Wellington Primaries we aim to raise aspiration by giving our pupils a true all through 4 – 19 educational experience. We want our young people to be ready for the next stage in their educational journey and our strong pedagogical and pastoral links with the Wellington Academy make this mission very attainable.’ 
The drive is very much to create well rounded young people, that is evident on the website and within the school through a curriculum promotes a love for learning which has its foundation in literacy and cross curricula links. The school’s strategy to fully achieve this, and meet the expectations on all stakeholders is through the Children’s University programme; which is just being implemented at Wellington Lions Primary Academy and we aim to raise aspirations by using the ‘Compass For Life’ programme linked to our PSHE curriculum. 
How well is this working? The school’s direction of development has the aim to work With existing capabilities, moving beyond current expectations with new competencies. The implementation of this has seen Staff members meet with Floyd Woodrow, CEO of Super North Star and Compass for Life foundation; where they undertook training on how to embed ‘compass for life’ into the classroom. Compass for Life is described as being: ‘A truly inspirational programme for pupils, teachers and senior leadership teams and the wider community within education’. Compass for Life (2021) Though it is yet to be seen as to whether this has/will have an impact as, a) it has had little time to be implemented and, b) isn’t really measurable, therefor is hard to say whether this is a worth while and cost effective strategy. Not all staff were fully on board with this as a strategy – seeing it as ‘just something else we have been brought into’ Anon staff member (2021). Similarly Children’s University has been newly brought in by the Cluster Headteacher. Children’s University is a charity that works in partnership with schools to develop a love of learning in children. They do this by encouraging and celebrating participation in extra-curricular activities in and outside of school. Children’s University (2021) Wellington Lions have implemented this by asking Teaching Assistants from each year group to teach about / run an activity in an area they are knowledgeable/ passionate about on a Friday afternoon of each week; when class teachers take their PPA (Planning Preparation Assessment) time. While all staff were initially fully on board with this idea seeing the vision behind this change, staff were keen to put forward their ideas for activities and were ready to impart their knowledge. Sadly TA’s later found they were not well supported in the in the planning and resourcing of these activities ie lack of money for sewing equipment to run sewing club. Thus while a great idea does not seem like it will be run with the enthusiasm it was first met with and therefore unlikely to work well as a strategy long term to improve children’s pedagogy and move forward with the direction of the school. Again this is difficult to prove as a) it has had little time to be implemented, b) it isn’t really measurable. 
[bookmark: _Hlk86325624]Strategic implementation is concerned with the translation of strategy into action – we can think of this as the architecture of an organisation. The senior leadership team of the school should have been asking questions such as ‘who is responsible for carrying through the strategy? What are the key tasks to be performed, what resources do we need for this strategy to work and is there a need for new people or retraining of the workforce?’ The student concludes, had the leaders within the organisation asked these questions at the planning stage it may have been more successful.
Furthermore while the vision and mission were set out with good intentions the student ponders, could a more bold strategy have been put in place to both meet the needs of the stakeholders and really take the school forward. Andrew Pettigrew also stressed process and the way that strategy depended upon its implementation rather more than its design.
[bookmark: _Toc87909703]Strategic misalignment and failure
When previously highly successful firms fail, this could be a result of a lack of or poor strategy. For example, Blockbuster – the video hire company; once a household name failed to strategize, foresee and adapt to the influx of streaming services. As a result it went bankrupt. The deterministic view of corporate failure. Mellahi and Wilkinson (2004) focuses on the external environment and is mainly constituted by industrial organization and organizational ecology studies. From this perspective, corporate failure results largely from the impact of industry factors rather than from a firm’s internal factors. Barron (2001). 
[bookmark: _Toc87909704]Depth and clarity of the proposed new strategy
The student proposes to diversify beyond current expectations with new capabilities, by becoming a forest school/outdoor learning centre of excellence. Why choose this as a strategy for sustainable growth? Segmenting the market shows that families looking for schools teaching children in the age range of 5-11 and the geographical area of Tidworth have three options: The Wellington Lions Primary Academy, Zouch Primary school and The Clarendon primary schools. There are no local schools on the Database of FSA recognised Forest School Providers. Becoming a forest school or an outdoor learning centre would be a unique selling point for the school and thus an area to explore for development. Mintzberg (2018) in 5 Ps of Strategy, agrees that strategy is about competing to be unique.
Why would being a forest school be desirable to the stakeholders? As per the stakeholders wants/needs/expectations, ‘Forest School is an inspirational process, that offers children and young people opportunities to achieve, develop confidence and self esteem, through hands -on learning experiences in a local woodland environment' - National Definition: Forest School (England) Network. (2021)
 The student believes the organisation would have a head start in becoming a recognised Forest school from the view point of RBV; resource based firm - due to the school already currently employing two teachers; one who is a qualified forest school leader and one with a graduate diploma in outdoor and environmental education with years of experience as an outdoor learning subject lead.
 The student believes these members of staff to be inimitable resources giving the school a competitive advantage through their intangible knowledge. ‘Firms should try to develop inimitable resources over time. It is possession of these and these alone that will help produce meaningful and long-term competitive advantage’ Clegg (2011) According to Barney’s VRIN, trust can also be considered a resource within organisational culture that can also provide a competitive advantage. Forest school is a great way of children and adults building trust. ‘Forest School supports the development of the understanding of the whole child’s learning for all participants; leaders, parents, volunteers and teachers alike.’ – Tinderwood Trust (2021). 
With a clear vision the author must then set about with a thought out plan as per Mintzbergs 5 P’s of strategy (2018).
To do this the student word first brainstorm, and then reflects on the questions posed earlier… 
· Q. Who is responsible for carrying through the strategy? A. The headteacher for overseeing but ultimately the whole team. 
· Q. What are the key tasks to be performed? A. Risk assessment, Purchasing new resources, setting up new space, planning activities, leading activities/teaching, reviewing how this is working, planning based on assessment. (plan, do, check, act cycle)
· Q. What resources do we need for this strategy to work? A. More outdoor learning resources such as tools for woodwork, magnifying glasses, gloves and protective gear for children and staff.
· Q. Is there a need for new people or retraining of the workforce? A. All staff will require a basic level of training and updated health and safety training around using certain tools.
· Q. Is there any relevant Legislation, risk assessments, guidelines to check? A. The Department for Education’s statutory guidance publications for schools and local authorities.
· Q. What are the objectives? A. See below
The student sets out clear objectives similarly to those out in the GREAT ORMOND STREET INSTITUTE OF CHILD HEALTH - Education Strategy 2020-2025.
	Education Strategy
for GOS ICH 2020-2025

	Education strategy proposed for Forest school 2021-2026

	1. Developing an education culture at GOS ICH

	1. Develop a culture of outdoor learning

	2. Ensuring continued high quality research led teaching

	2. Ensure continued high quality learning based on the most up to date methods

	3. Strengthening links with GOSH and wider UCL

	3.Strengthen links with local community

	4. Developing metrics for teaching activities

	4. Develop new connections within community, invite external subject matter experts.

	5. Increasing educational provision at GOS ICH

	5. Increase educational provision

	6. Ensuring equality, diversity and inclusion

	6. Ensure equality, diversity and Inclusion making sure Forest school is accessible to all.

	7. Developing new technologies for education
	7. Use new technologies alongside outdoor learning for a well balanced approach.


 
The student must communicate the change to stakeholders including the reason for change in order for everybody to get on board with the shared vision and to create a good work place culture.
Once again the student would reiterate with academic evidence the drive for change:  “Participants in Outdoor Education Programmes presumably benefit from these programmes in terms of their social and personal development, academic achievement and physical activity.” Becker et al (2017)

[bookmark: _Toc87909705]Final thoughts
The student as drawn many conclusions throughout but would like to summarise. The student believes that strategic management involves taking a view of the whole organisation, its key purpose, its direction and its place in the environment. Strategic managers in education must carefully consider their accountability to a wide variety of stakeholders from tax payers and employers to parents and children. Strategic managers must have a clear vision, a plan of implementation and ultimately a plan to manage change in order to successfully develop an organisation regardless of industry/sector. Head teachers can use a range of tools/models to aid planning of strategy, The student found Hargreaves and Hopkins model fairly well suited to the strategic planning within the education industry. The student gave an in depth proposal of a strategy to diversify to become a Forest School as this would draw on the existing strengths of the school, using existing resources and would give the school a competitive advantage over other entrants. 










[bookmark: _Toc87909706]Appendix 1

https://www.indeed.com/career-advice/starting-new-job/expectations-of-employers?utm_campaign=earnedsocial%3Acareerguide%3Asharedirectshare%3AUS&utm_content=10%20Expectations%20Employers%20Have%20for%20Employees&utm_medium=social&utm_source=directshare
Above is a list of 10 expectations employers have for employees suggested by Indeed (2021) to expand on the expectation of stakeholders.

[bookmark: _Toc87909707]Appendix 2
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