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Executive Summary

The author of the following report sets out firstly to consider the management theorist’s definition of strategy before detailing his own; an introduction to Pathways Training NPTC (PWT) an organisation with a complicated structure being part of NPTC Group of Colleges and the Skills Academy Wales Consortium (SAW) details the vision for the future a starting point for developing any competitive strategy.
A number of techniques for analysing the organisation and the environment in which it operates are considered and discussed. A basic SWOT Analysis provides a foundation for a detailed TOWS, Value Chain and PESTLE Analysis with factors ranked to aid focus and prioritisation. Porter’s Five Forces and SOAR are also discussed.
PWT income is mainly derived from EU funding through the Welsh Government, so much research is conducted with regard to Welsh Government publications detailing their aims and plans for after Brexit. 
With government funding comes governance through a myriad of audits and inspections details of these are also analysed and how they can aid with strategy for example, in the area of marketing.
Frameworks for developing a strategy providing a sustainable future are evaluated inclusive of Life Cycle and Blue Ocean approaches. The need to consider ethical solutions and to alleviate resistance is discussed, including of use of Kotter’s eight steps to counter the loss of morale and time demonstrated by the Kübler-Ross and John Fisher Change Curves.
The TOWS Analysis demonstrates with great clarity the two main issues faced by the organisation during the pandemic. The need for a remote working strategy and the need to offset the risk of funding reduction as a result of Brexit. These are both high risk factors to maintaining a sustainable future but also real opportunities for successful growth.











Introduction

This report will introduce a Training organisation called NPTC Pathways Training. 
Following a Welsh Government drive to significantly reduce the number of funded training providers in Wales, the consortium Skills Academy Wales (SAW) was formed. Led by NPTC Group for the delivery of WBL programmes, it consists of 8 partners and became the first WBL consortia in Wales and now operates as a single contract with the Welsh Government. Pathways Training are the work based learning arm of NPTC Group of Colleges and part of the SAW Consortium.























Main findings of strategic analysis and critical evaluation of the strategic options

The report begins with the question, ‘what is strategy?’  
Often considered the first strategist Carl Von Clauswitz described strategy as ‘the economy of force’, The word strategy is derived from the Greek word for leadership, “strategos” [Kotler, P., Berger, R. and Bickhoff, 2016].
In the book “Playing to win”, strategy is defined as a coordinated and integrated set of where-to-play, how-to-win, core capability, and management system choices that uniquely meet a customer's needs [Lafley, A. and Martin, R. 2013]. 
Michael Porter, in an article in the Harvard Business Review, described strategy as: Performing different activities from rivals’ or performing similar activities in different ways. Porter therefore considers that competitive advantage can be gained through maintained differentiation. In his opinion he feels that most companies strive for operational effectiveness but should provide greater value to their customers or create equal value at lower cost [Porter, M., 1996].
The author of this report would argue that strategy could be simply described as: ‘Analysing today to establish an informed plan for a successful tomorrow’. This of course suggests that strategy is ongoing because today and tomorrow are infinite. Deming’s Plan Do Check Act (PDCA) Cycle, often used in operational planning, fits nicely with this statement emphasising that the model could comfortably be useful at strategy level if an organisation doesn’t wish to remain static.
In a Self-Assessment Report (SAR) prepared by SAW in preparation for an Estyn visit, the Mission of Skills Academy Wales (SAW) is outlined -
“To deliver high quality provision for learners, employers and the wider community, to support sustainable economic growth and regeneration, through effective partnership working.”
The Vision of SAW is:
· To achieve excellence;
· To transform provision through effective collaboration;
· To be the first choice for learners, employers and other stakeholders; and
· To be the leading work-based learning partnership in Wales.
This is interesting because not only does it aspire to deliver first class training and education but to form collaborative relationships that improve and sustain the local economy. There is great emphasis on stakeholder engagement.
There were many key features and priorities identified in the Self-Assessment Report (SAR) which were analysed using valid, reliable and sufficient evidence sources that included: information from the Maytas database incorporating all data relevant to the learner journey and therefore value chain; individual SARs of the SAW members; management and focus group meeting minutes and progress reports; executive board minutes; learner and employer surveys; results of the quality review conducted; internal and external audits inclusive of awarding bodies and PAGS and Estyn link inspection visits. 
A small proportion of these features and priorities included, good outcomes across all programmes; excellent relationships between training staff and learners, which promote learner engagement; achievement and development; a broad range of progression opportunities; a culture of openness and trust; effective use of data to drive performance improvement and inform quality development planning.
Priorities at the time of writing were deemed to relate mainly to provision and the learner journey, with timely completion rates and outcomes across all programmes ranking quite highly. The SAW Self-Assessment Report can be obtained by contacting them via the website. Skills Academy Wales, (2016). 
Pathways Training adopt the ethical aims of SAW. In terms of undertaking the functions of management many organisations develop a strategy that includes Corporate Social Responsibility (CSR). Often utilised for marketing, CSR now has a pivotal role in corporate behaviour and is deemed by many necessary for sustainable success in aligning the needs of the business with the needs of society in general. Policies must provide a path for responsible, sustainable business operation that meets legal responsibility [Samuel O. Idowu, Nicholas Capaldi, Liangrong Zu, Ananda Das Gupta, 2013].
As much as at any other time, the pandemic has brought ethical considerations into focus. For in the words of Henri Fayol (1916), ‘Industrial and General Administration’ in 1930 saw the functions of management as planning, organising, staffing, directing, and controlling. Ethical consideration has come to the forefront.
Management does not become more demanding than if you are leading a country and in his speech to Wales on Friday 12th December 2020, Mark Drakeford the First Minister outlined the difficult decisions that have to be made with regard to protecting the NHS, the economy and public mental health. Further lockdowns and restrictions can have an adverse effect on the economy, businesses, jobs and mental health. However, they could save lives and ease the strain on the NHS. It’s a fine balancing act that must be analysed in great detail before any strategy is adopted. When considered more deeply, this in fact is a lesson in the importance of prioritising staff and stakeholder wellbeing and welfare before making any decision.
An analysis of SAW’s SAR and their strategies reveals how much effort has been made to incorporate their code of ethics into all management functions. Policies and procedures in place on the organisations Sharepoint, which are easily accessible to all staff, set out diversity and ethical aims in their planning. 
Equality monitoring is conducted as part of the staff and learner recruitment policies. There is a drive to attract more females into engineering craft apprenticeships to meet the demand brought about by a shortage of skilled craftspeople across South Wales. Benchmarking of applications is regularly conducted and all staff are trained in ethical issues on an ongoing basis for example; Safeguarding, PREVENT, learning disabilities etc. 
The pandemic creates a change in emphasis. Management have more difficulty in maintaining the functions of management i.e. directing and controlling staff if they are working from home. There is a need for trust and provision of training. High levels of communication is needed if staff are to maintain morale. Monitoring of mental health of employees has come to the forefront. If monitoring methods during a pandemic are intrusive this could lead to poor morale of staff and mental health deterioration. There has to be changes but these must be carefully managed and new ethical considerations understood, prioritised and upheld.
Most organisations have grievance and disciplinary policies and procedures that fall under the directing and controlling functions of management. This is more difficult to conduct during a pandemic where monitoring is far more difficult.
An example of a dilemma faced by management in funded training during this pandemic is one of providing an update of the requirements of Welsh Government. Due to the pandemic the government allowed all learners to have a suspension of learning. Funded training organisations were faced with a decision of whether or not to withhold this information from the trainers and assessors responsible for delivery and thereby from the learners themselves. 
To take a decision to withhold the information would be to ensure that training still went ahead and regular contact and review was made between trainers and learners. Of course during a pandemic work based learners face highly stressful situations and many have difficulty in advancing their training portfolios. Trainers under pressure to ensure progress is being made, in turn continue to apply pressure on learners. This is not a good situation. Many months later the truth must come out and the effect of this is that trainers/assessors can feel angry. It would demonstrate a complete lack of trust. A case in point is that of care homes. Management of these facilities would be under the impression that learning was required to continue as per their agreement with Welsh Government. They would have to plan training for their staff when they are barely managing to keep on top of the work due to self-isolation issues with staff. When lockdown is eased they would also feel obliged to allow trainers on site when it was not really required thus allowing unnecessary risk of spreading the virus to their own staff and service users.
The result of an Estyn Audit undertaken in 2018 is quoted below:
“The partnership is well established and mature with clear strategic direction and leadership. The partnership operates in a transparent, inclusive way, recognising and using the expertise of each partner well. The provider’s self-assessment and quality improvement processes are comprehensive. As a result of the close partnership working arrangements, the provider has secured consistency in the quality of training across partners with strong learner standards.” All outcomes were graded Good [Estyn, 2018]. 
In its 256 page document the Welsh Government sets out requirements that contractors in the delivery of funded programmes must adhere to. The Welsh Government deems this document to form part of the Agreement between the contractor and the Welsh Ministers for the delivery and funding of Apprenticeships, Traineeships and Jobs Growth Wales programmes collectively Work Based Learning (WBL). Therefore, any analysis with a view to strategic planning must start with this document particularly if Welsh Government funding is the main income of the organisation [Gov.Wales 2019].



With regard to governance and as the lead partner, NPTC Group of Colleges is accountable to the Board of Governors of the College for the monitoring of performance and the quality of provision, on behalf of Skills Academy Wales.  As such, SAW is also subject to the additional quality monitoring and audit cycle which forms part of the College’s Internal Audit process.
NPTC Pathways Training is the work based learning arm of NPTC Group of Colleges and as mentioned above is part of the SAW Consortium delivering apprenticeships and traineeships across the M4 corridor into Mid Wales [NPTC Group of Colleges, 2020]. 
With the current changes in the external environment unlike any in the previous decade the following report will concentrate on NPTC Pathways Training (PWT) with a view to analysing the organisation and the environment it operates in so that a strategy can be developed that provides a sustainable future. As such, in addition to a desk study of the Welsh Government WBL Programme Specification detailed above, the SAW Self-Assessment Report (SAR) and SAW Quality Development Plan (QDP), consideration will be given to the frameworks and models best suited to provide a basis for developing future plans to alleviate any risk to the organisation and take advantage of the new climate.
Frameworks or models for consideration are not exhaustive but can include: SWOT Analysis, TOWS Analysis, Appreciative Intent (AI), SOAR Analysis, PESTLE Analysis, Porters Five Forces and Value Chain.

The AI framework is designed to aid the creation of a desired future and relies upon the input of both internal and external stakeholders to understand their values and what has been successful in the past that could provide a foundation for the future.

A combination of AI and SWOT Analysis delivers a SOAR Analysis. SOAR is a strategic planning tool that is very useful in that it considers aspirations and results in terms of strengths and opportunities. The ability to focus on important issues and the future is advantageous. As with AI, SOAR is most useful when carried out with a cross section of stakeholders. When utilising the model, the current situation is considered by identifying the strengths and opportunities. Aspirations and results then aid consideration of the desired future. The framework provides a really good platform for brainstorming and drilling down to consider innovative goals and objectives. Everyone takes ownership and contributes, thus it can be invaluable for tapping into ideas and clearing a path for change with morale upheld and less resistance [Kelley, D., Cooperrider, D. and Stavros, J., 2003].

In the book by Michael Porter’s former editor at Harvard Business Review Magretta, J. (2011), Porter’s 5 Forces are described and outlined in terms of:

Competitive Rivalry, i.e. how strong is the competition, how many competitors are there and how do they compare? 
Supplier Power, identifying how easy suppliers can raise prices. 
Buyer Power, how easy it is for customers to dictate price? 
Threat of Substitution, which identifies how easy it is for your customers to switch to another supplier with a product or service that matches their needs even if it is not the same. 
Ease of entry, identifying the barriers of entering the industry an example of high barrier to entry is the pharmaceutical industry. The cost to bring a drug to market and the time involved is high, this means that huge working capital is required. The profits in this industry are also high however.

Porter’s 5 Forces are very useful when assessing the attractiveness of an industry, for example, if considering a takeover or amalgamation but for the purpose of this report other models will be initially more useful, unless findings suggest a strategy of new markets and therefore further analysis. 

A life-cycle approach (portfolio management) to strategic planning, for example the BCG Matrix, is often adopted and prioritises assessing the market to lead competitive strategy often through differentiation. Arthur D. Little (ADL), a management consulting firm out of Boston, developed a matrix that plots industry life cycle (the environment over time and in stages of introduction, growth, maturity then decline) against competitive position. The environmental analysis indicates the industry life cycle as time passes over the four stages of embryonic, growth, mature, and ageing, although different words of similar meaning are sometimes used to describe them. The business strength is merely an indication of competitive position, i.e. is the organisation dominant, strong, favourable, tenable, weak or non-viable? [Udo-Imeh, P., Edet, W. and Anani, R., 2012].

Porter saw many drawbacks to this approach and considered that the duration of the life cycle stages vary according to industry and the industry maturity is not always a nice S shape. He also considered that stages can be skipped and the economy can affect the developmental stage [Porter, M. E. 1980]. 

This lifecycle approach could be very useful if during the strategic planning process for PWT an innovative solution that differentiates from the competition is considered. 

Widely used today with many competitors Netflix is a great example of a strategy known as Blue Ocean which is a more recent competitive approach. First written in 2004, and recently expanded: ‘Blue Ocean Strategy, Expanded Edition, How to Create Uncontested Market Space and Make the Competition Irrelevant’ emphasises innovative thinking and considers strategy in two colours; Red Ocean which is the traditional way to do business and accepts that the organisation needs to share the market with its competitors and Blue Ocean, which focuses on value innovation and differentiation as opposed to bettering the competition. It has eight principles which include: focusing on the big picture, not accepting the boundaries of the market and aiming beyond the current demand, creating a plan to execute the strategy by correctly managing change whilst aligning values, profit, and people propositions are important. The hurdles to overcome discussed by the authors include: cognitive, resource, motivational and political hurdles, whilst also renewing risk factors constantly [W Chan Kim and Renee Mauborgne 2015].

Netflix are a good example of innovatively capturing a market by making the competition irrelevant. There are many books documenting their competitive strategy. It was innovative in that it changed the way that films were rented and challenged the likes of Blockbuster who at that time were amongst the market leaders in the home entertainment industry. Blockbuster would purchase DVDs the moment they were released. The demand would be high for a few weeks and needed to be met. Within a short timeframe this demand for a new film would drop and Blockbuster would be left holding high levels of stock. Alternatively, not meeting initial demand meant that the Blockbuster customer would be disappointed. The DVDs themselves had a life cycle. The cost of renting and maintaining shops was high. Netflix became a worthy alternative with far less operating costs and a market of old films including classics. The customer didn’t need to leave the home and more importantly pay a late fee. Netflix along with Redbox used differentiation to capture Blockbusters market and although they later rallied and went online themselves, Netflix continued to be innovative with their streaming service [Keating, G. 2012].

Another example of Blue Ocean thinking would be that of Tesla who were able to differentiate in the Supercar market with a cost to build of around 50% less than the competition and a product that ticked the environmental concern box of the public. The Model S currently on sale has a 0-60mph in an incredible 2.3 seconds and a driving range of 405 miles a distance that fossil fuelled super cars have no chance of competing with, then topped with best in class storage. These are astounding figures and when priced far lower than the direct competition it is clear why the company has been so successful [Tesla, 2020].

It is questionable whether or not Blue Ocean strategy is rebranding the idea of niche markets. In the case of PWT it could be difficult to adopt the strategy with training heavily regulated and standardisation being the operative word for quality. Of course Blue Oceans are something every organisation would like to achieve but even the likes of Netflix and Tesla will need to understand how to compete in Red Oceans eventually. Andrew Burke, who is a professor at the Cranfield School of Management together with André van Stel, and Roy Thurik, concluded in an article comparing Blue Sky to Porter’s 5 Forces for Harvard Business Review that Competition eventually erodes the profits from innovation over approximately ten to fifteen years [Burke A. and Van Stel A. and Thurik R. 2010].

SWOT
SWOT an acronym for Strengths, Weaknesses, Opportunities and Threats is a basic tool for identifying the internal and external factors of an organisation. The weighted SWOT factors assist in formulating strategies using a TOWS matrix [Oreski, D. 2012]. 
In an article Pickton, D. and Wright, S., (1998). The authors consider that analysing the environment is of great importance to strategic planning and the SWOT Framework is easy to understand and practical. The article considers it to be so simplistic that it could lead to errors in strategy unless used with other frameworks to enhance the SWOT factors and utilise them more efficiently. The TOWS Analysis is a case in point and builds nicely on the SWOT. 
It is a general consensus that the SWOT can be open to interpretation and what one person might deem to be a weakness another might see as a threat. However, it can be argued that it provides a good starting point that provides room for plenty of discussion for any team brought together to analyse the organisation with a view to improvement. This report will consider a SWOT Analysis then combine it into a TOWS Analysis to provide a more detailed and focussed analysis that records many of the thoughts of the author concerning the interaction between factors rather than them remaining unfocussed and be subsequently forgotten.










Figure 1

SWOT Analysis of Pathways Training (PWT)
	
	Helpful
	
	Harmful
	

	Internal (Often within organisation)
	Strengths

Well educated staff with good training in their subject areas

Most staff I.T. Literate

A bespoke I.T. Department with I.T. resources such as Moodle

A diverse range of courses available

Part of Neath Port Talbot Group of Colleges
(Work Based Learning side)

Good Estyn Report

Focus groups in place

Outcomes across most programmes exceed national comparator

Marketing Department
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9
	Weaknesses

Heavily reliant on EU funding in conjunction with Welsh Government

Reliant on face to face contact

No plans in place for remote working and limited online platform in use

Some staff with poor I.T. Skills

Most courses are using paper based portfolio and delivery

The only E-portfolio currently in use by some staff is developed by C&G and not suitable for all courses.

Work based learning (Proving occupational competence) Traditional method of observation is difficult to operate remotely.

Welsh Language Skills and bilingualism
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	External (Often outside of organisation)
	Opportunities

Development of online courses

Remote working using existing and new communication platforms such as Skype, Teams, Zoom etc.

Introduction of new e-portfolio platform expanded to cover induction and all associated paperwork inclusive of review of progress

Reduce carbon footprint of staff

Reduce travel time and cost

Commercial Courses
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	Threats

Brexit – Loss of EU funding

Reduction of government funding 

Lack of commercial intake

Pandemic could lead to:

Poor access to technology/ technology failure - Digital connectivity


Stakeholder engagement with no interaction with learners and employers

Inability to conduct H&S audits for new organisations

Inconsistency of delivery with changing pandemic regulations

Competition adapting more quickly to pandemic conditions

Government expect training providers to move towards e-portfolio

Stakeholder motivation

Restricted engagement with other training providers 
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The TOWS analysis follows on from SWOT but is more thorough. Weihrich (1982) developed TOWS as the next step of SWOT in developing alternative strategies. 
The TOWS matrix is useful for developing strategies by combining the internal strengths and weaknesses of the organisation with the opportunities and threats identified in the SWOT Analysis. It analyses four combinations of internal and external factors which are Strength- Opportunity (SO), Strength-Threats (ST), Weaknesses-Opportunities (WO), and Weaknesses- Threats (WT), which help in identifying strategies. 
Using internal strengths to create a plan for taking advantage of external opportunities is the most obvious starting point for analysis, but it is usually just as important to reduce weaknesses to take advantage of opportunities, particularly in cases where this can easily be achieved with careful planning. Using an organisation’s strengths to counter any threats seems to be another logical step, but very often innovative thinking can turn such threats into real opportunities because it is not unusual for an organisation’s competitors to be facing the same threats and an innovative strategy could lead to a real step forward. Analysing Weaknesses to threats is a significant challenge and thought to require defensive tactics in order to counteract any risk. 
In a case study conducted by Ravanavar, G. and Charantimath, P., (2012), it was considered that prioritising the SWOT factors to influence strategy was advantageous whilst combinations such as strengths to weaknesses or opportunities to threats are not used and are a disadvantage. It can be argued however, that using weaknesses to counteract threats (W to T) as described above is a subliminal way of analysing and developing strategy to turn a weakness into a strength to gain competitive advantage. This of course is dependent on the situation.
For the purpose of this report the author considered that a TOWS Analysis coupled with a Value Chain Analysis would be of benefit to identify the important factors that will need consideration and organise them effectively to provide a clear picture of the situation before any strategic planning is carried out. 
It is then hoped that options revealed by the TOWS and Value Chain Analysis can be considered in light of PESTLE and ranked so that Lewin’s weighted Force Field Analysis first discussed in his book, Lewin K. (1951) can be used to assess the driving and restraining forces of the ideas generated to gain clearer insight into the risks of any proposals.
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	Figure 2
	Internal Factors

	Tows Analysis of Pathways Training - Pandemic Considered.                                                                                 (Highest ranked factors were obtained from the SWOT Analysis. A PESTLE Macro-Environmental analysis  will be undertaken to look at the strategic options derived by the TOWS Analysis)
	Strengths
	Weaknesses

	
	S1
	Well educated staff with good training in their subject areas, many with PGCE
	W1
	Heavily reliant on EU funding in conjunction with Welsh Government

	
	S2
	A bespoke I.T. department with resources such as Moodle
	W2
	Work based learning by its very nature is heavily reliant on face to face contact

	
	S3
	Good Estyn Report
	W3
	No plans in place for remote working

	
	S4
	Marketing Department
	W4
	Most courses using Paperbased portfolio and delivery

	
	S5
	Well developed historical stakeholder relationships
	W5
	Work based learning (proving occupational competence is usually best evidenced by observation in the workplace (relates to W2)

	Opportunities (Pandemic considered)
	S-O Strategies
	W-O Strategies

	O1
	Possibility of remote working with the aid of existing and new communication platforms such as: Teams, Skype, Zoom etc.
	S-O1
	S1 and S2 to O1
	W-O1
	W2, W3 and W4 to O1

	O2
	Availability of new all encompassing e-portfolio platform
	S-O2
	S2 to O2
	W-O2
	W2, W3, W4 and W5 to O2

	O3
	Possibility of ncreasing commercial market and tapping into alternative funding streams and initiatives
	S-O3
	S3 and S4 to O3
	W-O3
	W1 to O3

	O4
	Possibility to reduce travel time, cost of delivery and carbon footprint
	S-O4
	S2 to O4
	W-O4
	W2, W3 and W4 to O1

	O5
	Possibility to develop online and commercial courses inclusive of accreditation for short courses and International delivery to emerging markets
	S-O5
	S1,S2, S3, S4, and S5 to O5
	W-O5
	W1, W2,W3, W4, W5 to O5

	 
	 
	 
	 
	 
	 

	Threats (Pandemic considered)
	S-T Strategies
	W-T Strategies

	T1
	Brexit – Loss of EU funding
	S-T1
	,S1, S2, S3,S4 to T1
	W-T1
	W1 to T1

	T2
	Poor access to technology/ technology failure
	S-T2
	S2 to T2
	W-T2
	W2,W3,W4,W5 to T2

	T3
	Government expect training providers to move towards e-portfolio
	S-T3
	S1 and S2 to T3
	W-T3
	W2,W3,W4,W5 to T3

	T4
	Possibility of reduction in stakeholder motivation
	S-T4
	S2 and S5 to T4
	W-T4
	W2,W3,W4,W5 to T4

	T5
	Currently limited availability of commercial and online courses
	S-T5
	,S1, S2, S3,S4 to T5
	W-T5
	W1 and W2 to T5
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	Inbound logistics

Administration supplies and costs
Technology costs e.g. printing. Photocopying, hardware, software, telephones and hotspots

Time

Facilities, Cleaning, Heating, lighting, travel and associated expenses, 

Buildings

Preparing for Tender
	 Operations


Skill Scanning

Vetting

Induction and sign up inclusive of GDPR and Evidencing of Prior Learning

Registry with Maytas Database and the awarding body






	Outbound Logistics

Monthly reviews

Face to face contact

Workshop and knowledge delivery

Competency observations and discussion
	Marketing and Sales

Assessor Led Development
And Progression

Marketing Department Led Development

Employer Events

Open Days 

Try it Yourself
	Service

Preparing for audit

CPD

Standardisation Meetings

Learner and Employer surveys

Certification

	Procurement – Inventory, Certificates, Supplies and Materials


	I.T and Technology Development - E-Portfolio Development, Marketing information


	HRM - Recruitment, Selection, CPD, Training

	Firm Infrastructure – Management of PWT, NPTC, SAW. GDPR Legal, Planning Admin Dept.



Margin

















Work based learning has traditionally been undertaken at the premises of the apprentice’s employer, often coupled with attendance at college one day per week for craft apprenticeships. Apprenticeships in Wales are funded by the Welsh Government through the EU. This of course provides training providers of apprenticeships with two major problems in the current climate. I.E Brexit and COVID. The value chain clearly indicates the cost and allocation of labour and time to administration and paperwork. Even in the absence of a pandemic it is clear that a process flow chart would highlight a high level of off the job administration time. Government funded work by its very nature requires a lot of administration and preparation for audits in order to demonstrate that money is being well spent and there must be an auditable trail to show that government objectives are being realised.
Figure 4
	Political
	Economic
	Social
	Technological
	Legal
	Environment

	Brexit creates uncertainty over ongoing funding levels which are only guaranteed until July 2021 (9)

Expected Welsh Government (WG) incentive scheme for employers taking on apprentices (7)

WG Employability Plan to aid skills gaps in many sectors in Wales (8)

Traineeships to be replaced by Jobs Growth Wales + from March 2021
(9)

	Opportunity for remote delivery improves Time management and travel costs (9)

Availability of alternative funding streams inclusive of SFI ESF (9)

Funding via Personal Learning Accounts for short courses with Unit accreditation
(9)
	Wellbeing of stakeholders during COVID 19
(9)

COVID 19 and future changes in lifestyle and attitudes to work (10)

Availability of improved web conferencing and sharing platforms (9)

The need for processes to be reviewed to allow access for all learners. (10)

The need for processes to be reviewed to meet the needs of employers, during times of uncertainty (10)
	Difficulty for some stakeholders in accessing and understanding digital technology and hardware (9)

Funding for software support for WBL learners from Welsh Government refused (8)

Availability of an all encompassing e-portfolio that covers the entire value chain (10)
	COVID 19 having a direct effect on the following:

Employers have to accept health and safety vetting of new sites to ensure that apprentices are working in a safe environment
(8)

Constantly changing regulation on travel and social distancing
(9)

	COVID 19 

Remote working promotes a reduction in use of paper and carbon footprint (8)


Figure 5
	Strategic options derived from the TOWS Analysis
	Relative importance of option %
	Comments

	Create a strategy for remote working within 6 months
	70 %
	From the organisational analysis TOWS, and looking at the value chain during a pandemic then considering the micro and macro environmental analysis. The development of a strategy to alleviate the need for face to face contact and ensure the continued success of the organisation in its delivery of training is a priority. This strategy should encompass the whole of the value chain and will reduce cost and improve margin. Welsh Government are now demanding e-portfolio delivery anyway but coupled with the risk presented by the pandemic of no contact with stakeholders PWT has no choice but to re-evaluate their strategy.

	Create a long term strategy to increase commercial delivery to 30 % by April 2022
	30 %
	This second option although not a burning platform because there is a little more time to develop a longer term strategy is still of significant importance that a diverse team of staff could be tasked with developing a strategy for a future with a higher percentage of commercial activity. This would reduce the risk of over reliance on Welsh Government and reduce the costs associated with administering funded learning by reducing activities in the value chain through a streamlining of the labour and material costs and subsequent savings in time.



Using the results of Figure 5, the most important weighted PESTLE factors are cross multiplied as in the example in Figure 6.below. This can be repeated for several factors and provides a more focussed look at what is important and can be used to shape strategy.
Figure 6
	Strategic options derived from the TOWS Analysis
	Relative importance of option %
	Associated PESTLE Factor
	PESTLE Factor Weighting
	Weighted Average

	Create a strategy for remote working within 6 months
	70 %
= (0.7)
	Opportunity for remote delivery improves Time management and travel costs
	9
	9 x 0.7 =

6.3



	Create a long term strategy to increase commercial delivery to 30 % by April 2022
	30 %
= (0.3)
	Brexit creates uncertainty over ongoing funding levels which are only guaranteed until July 2021
	9
	9 x 0.3 =

2.7



The TOWS, Value Chain and PESTLE Analysis have raised two very urgent needs to ensure the ongoing success of the organisation and possible advancement:- 
The first need and one ranked at 70% importance because of the timeframe involved and catastrophic risk to the business, concerns mitigating for the pandemic and the risk of similar future events, whilst also improving delivery models to raise cost effectiveness even after COVID has been dealt with and upholding Welsh Governments drive to move to e-portfolio.
The pandemic has created an urgent need, or in the words of John Kotter in the real life stories of the book Heart of Change John P. Kotter, ‎Dan S. Cohen (2012), demonstrated how a sense of urgency or a burning platform’ is required and this fits with PWT need to be able to deliver work based learning (WBL) remotely as a result of constantly changing regulations concerning face to face contact and changing attitudes to work with more and more organisations now seeking to employ staff to work at home. Staff are aware of this sense of urgency and this will serve to reduce resistance to change when considered in light of loss of morale and time taken to go pass through the relevant stages from shock to integration in Kübler Ross’ Stages of Grief  Kübler-Ross, E. (1969). On death and dying. New York: Touchstone. which has been adapted to a Change Curve Model similarly depicted by John Fishers model for change.
The second need is the result of Brexit and the loss of EU funding for WBL. This has been ranked at 30% relative to the pandemic because whilst it has been shown that PWT are over reliant on EU funding through the Welsh Government there are still funding streams available and promises of funding into 2022 from the EU. It is still not clear what the Welsh Government will receive but a promise was made by the British Government. 
In a document drawn up during Carwyn James leadership as First Minister and titled, ‘Reforming UK funding and fiscal arrangements after Brexit Securing Wales’ Future’ https://gov.wales/sites/default/files/reforming-uk-funding-and-fiscal-arrangements-after-brexit.pdf it is clearly stated: ‘Funding that Wales would have otherwise reasonably expected from EU sources must be replaced by the UK Government without any top slicing or conditions attached’. This appears to alleviate some concern for funding continuity but still must be considered warily.  Mark Drakeford later added in his Foreword in the revised document that: ‘In place of the Barnett formula, we should progress to a new, rules-based funding system which is embedded in a Fiscal Agreement which is developed in parallel with the other post-EU UK frameworks’. This promises to ease the burden of the loss of EU funding but there is however a risk that any funding will be diverted into other areas. 
Degree Apprenticeships have led to a loss in funding for traditional WBL routes with students opting for work based degrees instead of HNC’s or HND’s.  PWT were able to react to this because of an amalgamation with a University in North Wales to gain accreditation for Engineering and I.T degrees. An example of upward or forward integration it has meant that funding levels remained the same overall but delivered an improvement in the services provided by PWT with the advantageous opportunity for progression for NPTC PWT students when previously the product offered ended at Level 5.


Conclusion

The detailed analysis undertaken via research of government papers and strategic frameworks for analysing the organisation and the environment it operates in has demonstrated two key issues. Inability to effectively deliver work based learning during a pandemic and risks to the business brought about by Brexit.
As a result of the pandemic, organisations in all industries will now be looking at a means to work remotely and develop their staff through online learning. This report as shown the need to immediately utilise all available resources including the I.T. Department to source, trial and introduce an e-portfolio system that covers the entire supply chain and streamlines the value chain by reducing the amount of physical resource and manpower currently used in duplicated administration. Training of staff remotely will prove to be a concerning factor that will lead to resistance so every effort should be made to plan for this effectively.
PWT is over reliant on Government funding and has limited commercial enterprise, diversification into the commercial market is important if PWT is to mitigate the risk presented by Brexit. A strategy to increase commercial enterprise including researching the online learning market is a key to long term sustainability and fits with any plans for remote working.


















Recommendations

Implement a strategy of remote working within six months creating a white glove type strategy that meets the needs of contact and communication requirements. Rohit Agawal, Raelyn Jacobsen, Paul Kilne and Maurice Obeid. (2020)
Implement a strategy to reduce revenue from Welsh Government to 60% of overall revenue by July 2022 via diversification and economic growth in commercial markets.
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