A stakeholder based SWOT Analysis of a Youth and Community Work organisation and subsequent recommendations for improvement. 

This SWOT Analysis will focus on a Local Authority provision in West Wales who aim to aid individuals 14-25 years of age overcome any barriers they may face such as poverty, inequality, discrimination, disability and austerity. The aim is to assist these individuals to access education, training and/or employment (ETE). 
Due to confidentiality and professional respect to the organisation, their identity will not be named throughout this analysis. However, this interpretation, judgement and reasoning of the strengths, weaknesses, opportunities and threats (SWOT) of the proposed organisation will be accurate throughout and stem from experience, peer perception, working practice and professional observation.
Kushner states in his writings that one should adopt the philosophy that ‘when you see something that is broken, fix it … When you see something that needs to be done, do it. In that way, you will take care of your world …’ (Kushner, 1997). It is also a philosophy which underpins modern Youth Work and the services on offer for young people, to help young people to overcome barriers, to address their needs and to facilitate their development, education and empower them as responsive, respondent to, and active members within their respective communities.
Outlining where the service stems from and the above strengths and holistic approach to facilitating services for young people sets forth the first theme of this analysis as this assignment will now move towards a breakdown of the Strengths, Weaknesses, Opportunities and Threats (SWOT) of the proposed Outreach work provision.

Strengths: (see appendix 1)
The predominant strength of the organisation is that it is a longstanding local authority provision and as such this means a sense of credibility, accountability and authority. Through being a part of local Government, it too has the benefit of secured streams of funding. They are unlikely to be shut down or forced to close without warning. The technocracy at play would disallow this an inevitability for their business model, local policy and national legislation dictates this provision a necessity.
Additionally, the fact that local authority provision is facilitated through a multi-agency approach and is an integrated service at its core, bringing together multiple models of Youth Work provision is understandably one of the biggest strengths for this organisation. This allows for a variety of professionals to utilise one another’s knowledge and expertise and allows for young people to benefit from a more holistic approach to their support. 
The staff involved in the process are competent and are qualified accordingly. This is vital in that it sets out the parameters of quality provision and compliments the professional context that comes with local authority establishment. However, although the organisation prides itself on professionalism and the context it stems from is ‘governmental’ in design, the practitioners present themselves in a way that young people can approach them with ease. 
A Youth Worker should be understanding, have beliefs and morals, be a good role model, take time to engage with young people, show empathy, remain impartial and unbiased and should be able to admit to not knowing something (Youth Work Practice, 2017), qualities not usually accredited to ‘governmental’ organisations and academic workers. For example, those at a more senior and managerial level are, by design; prioritized, competent, accountable, effective in decision making and processing (Pozin, 2014) and whom are leaders, communicative and delegators (Maynard, 2017). 
Of course, these qualities and attributions can overlap, there are clear positive qualities and good characteristics for both roles. Although, there are clear differences between senior management and Youth Workers. 
An example of this conflict of professional interests and a good outline of practice lies within the Ofsted report on the Royal Borough of Windsor and Maidenhead: ‘Youth workers in social work pods having a positive impact on young people’s outcomes’. This report denotes the differences between Youth Workers and Social Workers. It shows how utilising the skills and expertise of Youth Workers, those in the Social Work team were able to better engage young people with services. The Youth Workers were better placed to meet with young people where they were comfortable, whether it be on the street or their own home and were able to come up with a plan under voluntary engagement as opposed to mandatory engagement with a statutory service (Ofsted, 2015).
Youth Workers too, aid in the development and facilitation of the core vision for operations. There is a clear motive behind the provision, a motive which set the foundations of the services on offer, to assist young people to become successful individuals through addressing their needs and providing meaningful experiences and guidance on issues that matter to them. The ethos of the venture is matched with varying policies and working practices, such as supervision sessions, multi-agency meeting and in-house consultation, that build on the inclusivity and diverse nature of the work; they retain consistency and set forth a responsibility for all practitioners to develop their working-style and persistently evaluate their fitness to practice, as well as to reflect on their present practice. 
These strengths are all systems in place to develop the service and make it as efficient as it can possibly be and in the modern world of strict Government guidelines and red tape. These processes are in place out of necessity, yet are to better facilitate and advocate for the young people who utilise the service. 
These are all strengths as it shows this organisation is comprehensive with having strategy, structure, systems, shared values, leadership styles, competent staff and quality skills. All elements of the McKinsey 7S framework; a model which Improves the performance of a company, examines the likely effects of future changes within a company, aligns departments and determines how best to implement a proposed strategy (McKinsey, cited by MindTools, no date).


Weaknesses: (see appendix 1)
For this section, the term ‘weaknesses’ will be limited in use and instead one is encouraged to consider these aspects as developmental areas, areas of reconsideration and organisational restrictions. It will be clear throughout that several aspects in this section will be influenced by third party confines and are difficult to remedy at a service provider level. An example of this is the disproportionate concentration of funding capital per head that is delegate to service provision.
This lack of funding has been a predominant theme throughout the history of Youth Work. As opposed to business, Youth Work is a service and does not generate capital; a reality that leaves all services stretched and near capacity at nearly all times. One cannot guarantee a consistent stream of revenue year in, year out. Although this issue is slightly reduced for this organisation as it belongs to the local authority sector and is provided with core funding, as well as additional, somewhat ‘guaranteed’ monetary backing. However, what is available for young people is limited, resources are ageing, and facilities are diminishing. Due to this lack of funding there is now a predominant ‘strictly-business’ attitude within services. It is important to bear witness to the current state of affairs in provision, especially in the economic climate in which we now find ourselves. It must, however, be stated that; in the organisation in question, that the ground force or staff whom facilitate the everyday, face-to-face engagement with young people harbour good intentions and try to meet all the needs of the young people and to organise events. Oftentimes though, these plans fail to come to fruition due to the disproportionate funding.
Additionally, the nature of the work teamed with the above weakness means that there are occasions where outdated concepts regarding intervention and prevention work arise. This can be managed through continued professional development (CPD) both at an organisational level and as a practitioner. CPD ensures your capabilities keep pace with the current standards of others in the same field, ensures that knowledge stays relevant and helps professionals to make a meaningful contribution to their service. Becoming more effective (Kloosterman, 2013).
 The issue of outdated concepts is further resonated when, due to the multi-agency workings of the organisation, differing remits come into play and take over the holistic ethos of youth work. This can be damaging to the practitioner as well as the organisation as it brings confusion and tests professional integrity. It too brings a sense of expectation from partner organisations whom often insist that one can simply fix individuals which is clearly an unrealistic prospect. However, this is a prevalent theme across the integrated service, an example of this includes the referral system in place for all partner services where young people are referred in due to a need or an issue which must then be addressed. This too is a flaw as it takes away from the open-access, inclusive nature that Youth Work is traditionally meant to be.
Another revelation that has appeared from participating in this organisation is that a small team must cover a large geographic area. This stems as a weakness at it puts strain on an already stressed service, caseloads become extensive and often one is unsure whether an individual truly gets the time they require with a worker. It also means that workers are tasked with covering large distances at great cost to the organisation, as well as causing a loss of valuable time. It was the case that referrals were then allocated to a worker on a geographical basis to minimise these inevitabilities, but this has now been addressed and referrals are now allocated to the best worker for the case. This shows a reflective organisation whom take the time to notice their weaknesses and address them and utilise available opportunities to their advantage to get the best possible outcomes for young people.
Opportunities: (see appendix 1)
Optimizing the service for its users is an ongoing process and one that revolves around taking note from external sources and adapting practice, a process which can make or break an organisation; being effective, relevant and sustainable are key mechanisms of success. 
The predominant opportunity for this organisation is again, that it is a local authority provision that lacks any dominant competition. It is the main facilitator of youth work in the county and thus has a clear need to address. This also applies to the third sector rivals to which there are few whom can mirror what this organisation offers. There is also a growing demand for the service as more and more young people struggle to maintain their educational and employment needs. 
There are several opportunities available to promote and modernise the organisation in question; opportunities which are inexpensive and if adopted could provide a more effective service. For example, there is a wealth of new technology and online resources which can be utilised as a platform for provision, communication and engaging with young people, as well as more products and services available on the market which have the potential to update and modernise. Utilising these resources, products and technology has the capacity to overcome the barriers caused by target such a large geographical area.
Moreover, this organisation stands with authority and has the means to strengthen their relationships with schools, youth clubs, and leisure providers. Relationships that of course they already possess, yet could be strengthened. These relationships allow for comprehensive access to young people and present facilities-sharing that may not have existed previously.
Sage outlines the benefits of collaborative multi-agency working and states how utilising this approach adds value to and improves the learning and wellbeing outcomes for children and young people. Sage lists the predominant benefits of successfully using this strategy and goes on to state that adopting and effectively utilising collaborative multi-agency strategies leads to enhanced outcomes for young people and benefits practitioners and allows for a more cohesive community approach (Sage, 2008). 

Furthermore, Sage notes that it helps on an organisational level to build consensus and strengthens voice, builds sustainability through pooled budgets and joint bids, improves service and coordination between services, promotes mutual training, as well as good practice. It too offers a broader perspective and focus, raises awareness of issues, increases the level of trust and information sharing, increases staff morale and allows for more enthusiastic and committed staff with high expectations of themselves and others (Sage, ibid).
The organisation at the focus of this analysis is, from experience, relatively proactive in co-branding and working closely with additional organisations to aid in the development of their provision and to offer a better service. 



Threats: (see appendix 1)
There are a number of potential threats to future practice that may or may not come into fruition, some more unlikely than others. The most likely, or the ones at the forefront of concern are local authority cutbacks, Government changes to legislation, law or policy and multi-agency relationship breakdowns. If any of these were to arise it would, of course, have a detrimental impact on the service.
These threats have the capacity to inflict further consequence on a practitioner’s willingness and enthusiasm. If it becomes unmanageable and unrealistic to continue delivery or if the ethos and provision changed its obligations, then traditional Youth Workers are unlikely to adapt the ethics and morals purely to suit organisational remit. 
Further professionalisation of Youth Work is also a concern as it could result in both a positive or a negative outcome. Although it is positive that staff are professionally qualified, understand the role and history of Youth Work, as well as having knowledge of relevant theory, policy and legislation; one must question whether this will allow for unsuitable persons to take lead roles. The threat is not that anyone is incompetent as a practitioner but that academics may be theoretically biased and may not have the skill to engage with young people which has the potential to put engagement strategies at risk, as well as to potentially impact on quality assurance.
There are also potentially positive threats to the organisation, whose main aim is to assist young people aged 14-25 to access education, training and employment. Namely, economic improvement and vitality coupled with attitude change. Although unlikely in the near future, it is still a process that could harm the organisation, yet be positive for all its users. 
Recommendations for future practice:
It is unlikely that this organisation could lose its position or become obsolete as there will always be a need for this branch of Youth Work. Furthermore, through being a local authority position in a county who take pride in facilitating such services for young people it is unlikely that it will be forced to close. However, it is vital that the right people are in place to make the service as successful as it can be and to realise the impacts that stem from the ever-changing world in which we now live. Through times of economic hardship, austerity, political instability and as our antediluvian education system out dates itself further, the necessity and sheer premise of a statutory Youth Service is enforced.
In October 2013, the Welsh Government (WAG) set out an approach to increase youth engagement and progression and launched the Youth Engagement and Progression Framework. As a part of this framework a ‘Youth Guarantee’ is in place which is a new proactive and positive offer that will help to ensure that all young people have access to a suitable place in education and learning (WAG, 2014). Youth Work falls under this remit and assures its future. 
Through observing this organisation in practice, it is clear to see their willingness to overcome their faults and to address the needs of their service users. However, there is a sense of diminished urgency in their actions. Although they may wish to modernise and reshape the service, they too must overcome the pressures of paperwork. It may be a service for young people but at a managerial position it is an entity that operates on a business model; this, one could say, is the biggest threat to the organisation. There is a need to justify public money spending by maximising what you can do with the funding is available.
All organisations, whether statutory or voluntary, have areas in which they can improve on. However, in Wales is a consistency in delivering services. 
We live in a society that has advanced way beyond what the Youth Service was set up to address, and it is clear to see how that initial service has developed and adapted to suit the need of the users. Society now asks for help and requires assistance, no longer is it shameful to accept personal flaws and seek advice and guidance, a major benefit to the service and one that must be utilised fully.  
One must recommend that not only this organisation, but all organisations and services address their threats and play to their opportunities to adapt rather than fear any adaptation of working practice. Change is a good inevitability; law, policy, society and professional boundaries are ever changing, it is when one fails to address change, revaluate and reflect on one’s service where one may fall further into redundancy and irrelevancy.
There will always be a need for this form of youth work delivery. Young people are will always need advice and guidance with issues. This is the biggest strength to all services that support young people and the largest motive for organisations to move forward, for if they truly care for the development and successes of young people then this will always be used as a tool for developing practice and overcoming whatever barriers may be faced.  For example, at the time of writing this SWOT analysis, Jeremy Hunt (Secretary of state for health) and Justine Greening (Secretary of state for education) have proposed a Government green paper which will address the need for additional funding, namely £300m, in schools to combat youth anxiety and depression. This is a direct result of an identified need. Hunt states “Around half of all mental illness starts before the age of 14 so it is vital that children get support as soon as they need it …” (Campbell and Lee, 2017).  This is a direct example of the support for Youth Work in Government and outlines how society thinks regarding the welfare of our young people. If organisations can continue to develop methods for provision and can work together to secure core funding and utilise a multi-agency approach, then the profession will remain adaptable and able to provide support for young people.
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	STRENGTHS.
· The host organisation, as a statutory service, stands with authority, credibility and accountability.
· An integrated service with good multi-agency links, as well as strong relationships with additional organisations.
· Professionalism and a strong organisational culture.
· Competent and coherent staff in place to provide good service both on a peer and clientele basis.
· Harbours a well-defined ethos and vision for the services they provide. 
· Accountability – strict guidelines for information access and storage.
· Current/up-to-date policies in place as well as working in accordance to prevailing local and national legislation.

	WEAKNESSES.
· Disproportionate funding revenues as opposed to the amount required per head.
· Out dated ideas and concepts often arise regarding intervention and prevention methods.
· Multi-agency links mean other organisations’ remit takes prevalence over that of a Youth Work perspective.
· Professionalising the service allows for young people to put up their ‘barrier’.
· Expectation of ‘success’. Not all young people can be ‘fixed’ or are ready to engage.
· Large geographical area allocated to a relatively small team.
· Not being recognised as a Youth Worker.
· “strictly business”. No sense of enjoyment for YP.

	OPPORTUNITIES.
· Lack of dominant competition.
· New technology, utilise online resources as a way of provision and communication.
· Sense of authority, build relations with schools, youth clubs, leisure activity providers to instil work.
· Apprenticeship and work experience schemes.
· Growing demand for the service as more young people fail to access education, employment or training.
· Co-branding, invite third sector parties to become involved.
· Incentivise individuals to engage exclusively with team.
· More products and services available on market.
· Exploit volunteering opportunities available.
	THREATS.
· Lack of differentiation between multi-agency partners and outside organisations.
· Adverse demographic changes.
· Adverse Governmental legislation changes.
· Economic improvement and vitality.
· Loss of enthusiasm by practitioners.
· Time constraints and remit.
· Partner organisations relationship breakdowns.
· Further professionalisation of the service; employment of academically qualified individuals only as opposed to competent, experienced people will mean the quality assurance of the service will suffer.
· Organisational cut backs/loss of current funding streams could scupper any current successes.




