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1 Executive Summary
This report details the strategic plan for Hillside Secure Children’s Home to adopt to deliver innovative customer care ensuring future resilience and sustainable competitive advantage while against the backdrop of a pandemic- Covid 19.
Hillside has been operating in somewhat of a state of uncertainty for some time as there has been instability amongst the senior management team for a number of years with a high turnover of staff in those positions and the most recent three members making up the senior management team employed on a temporary basis.
2020 has seen an unexpected global pandemic which has added to that uncertainty and instability so it is beneficial to implement actions that will address these concerns and help create some confidence and morale boost amongst staff on all levels and deliver a first-rate service to all customers. This report determines a strategic direction to take to ensure this happens.
The report describes thorough internal and external analysis by way of SWOT, TOWS, PEST and Porter’s five forces model to determine priority areas to address and the development of the support services team, closer worker with customers and competitors and the development of a productive workplace culture have been focused on to achieve desired goals. In response to the impact of the current global pandemic Hillside has created a single point of contact (SPOC) to manage work specifically in relation to Covid 19 such as devising risk assessments, implementing government guidance and arranging testing for staff and young people. The development of the support services team could lead to increased income through specialising in acute mental health and charging customers a premium rate and through delivering training to outside agencies. It would also deliver a much-needed service to the young people and thereby satisfy customers and stakeholders.
Creating a shared vision through addressing issues of workplace culture is explored as a strategy by way of establishing core values and ensuring this is promoted throughout the workplace by culture champions in all levels.
The report explains that it is crucial that senior managers ensure frequent analysis is undertaken to determine if the current strategic direction is creating competitive advantage and to monitor the external environment. It is necessary to frequently review and, if necessary, revise plans to maintain competitive advantage.
2 Introduction
2.1 Remit
[bookmark: _Hlk58363883]This report details the strategic direction to adopt at Hillside Secure Children’s Home (SCH) to move forward delivering innovative customer care ensuring future resilience and sustainable competitive advantage. The “customers” at Hillside are multifaceted and include parents, Local Authorities, Youth Custody Service (YCS), the young people and Welsh Government. This report will focus on the young people and the YCS as the customers as a service is provided to the young people and the YCS are its most influential stakeholder. There are several areas of work that need addressing but most critical to the wellbeing of the young people and the satisfaction of the YCS is the development of support services (psychologist, psychiatrist, speech and language and resettlement) and the changing of the prevailing culture and this report focuses on these areas.
2.2 Background
Hillside is a Secure Children’s Home which can accommodate 22 young people all of whom present challenging behaviour of varying degrees. However, the number of young people accommodated throughout the pandemic has been reduced to manage the Home safely with Covid restrictions in place. (see appendix 1) Hillside creates care plans for the young people for the duration of their stay and this is largely influenced by the support services team. (Hillside Statement of Purpose, 2020, p.1-14) Much of this work has been curtailed because of the pandemic and needs to be reviewed to be compatible with “the new normal”. 
 2020 has seen how the “COVID 19 pandemic dramatically changed employment across sectors” (Fay and Ghadimi, 2020, p.815-819) and how people and businesses have had to adjust to living and working in ‘the new normal’. Few were well prepared for this pandemic and its impact has been significant. Many have had to adjust their trajectory as the pandemic has seen businesses have to implement measures which have impacted on them such as social distancing and remote working. In some sectors this has hit hard and hit fast. Some have compared it to having a rug being pulled from under you (Kim and Ashbury, 2020, p.1062-1083). Hillside is no exception to this, and the pandemic has led to periods of uncertainty, increased pressure, emotional difficulties, and rapid change.
2.3 Theories and Concepts
Mintzberg explained the interrelationships between five definitions of strategy- “plan, ploy, pattern, position and perspective” (Mintzberg, 1987, p.11-14) and this report will outline adopting an approach based on Mintzberg’s 5 p’s of strategy as it is crucial to establish concrete plans in times of uncertainty, such as the pandemic currently faced, as it will help create stability and limit reactive responses to the situation. Hillside would usually adopt ploys to out manoeuvre other SCH’s to compete for customers. However, in the face of a pandemic, Hillside would benefit from forging closer relationships with its competitors to present a united front for the various stakeholders making demands on the sector at this time and to share ideas of how to manage the current situation. 
It will be helpful to be conscious of patterns to determine if they are of benefit and need to be encouraged or if they are detrimental to the business and need to stop. This is particularly helpful when looking the culture of the workplace. 
Hillside has faced a difficult time over recent years with several changes in significant personnel and all three senior managers in their positions on a temporary basis. With these changes in staff came changes in direction in work. This report will outline a position to aspire to and how to work with the entire workforce to achieve that aim to stabilise the organisation and provide some consistency.
Finally, seeing strategy as perspective, this report will demonstrate why Hillside should look “inside the organisation” (Mintzberg, 1987, P.11-14) and forge a culture amongst the workforce that unites them by common thinking and/or behaviour. (Mintzberg, 1987, p.11-14). This will ensure that goals and aspirations are achieved as all members of the workforce will understand them and acknowledge why they are to be pursued.
An analysis of the internal and external environment was undertaken using SWOT, TOWS. PEST and Porter’s 5 forces to determine the strategic direction to take. 
Resource-based value and the cultural web were framework utilised to plan a way forward as it is helpful to build on the strengths within an organisation and create a united culture in which to work with well-defined common aims.
3 Internal and External Analysis
3.1 SWOT Analysis

Dess, McNamara and Eisner state that “strategy analysis may be looked at as the starting point of the strategic management process” (Dess, McNamara and Eisner, 2016, p.12). They explain that many strategies fail because a thorough analysis was not undertaken. A SWOT analysis was conducted to determine basic conditions both inside Hillside and outside with particular attention paid to the current pandemic. Identifying threats and opportunities will help management think proactively rather than reactively and a simple SWOT analysis will be the basis of “generating options and assessing future courses of action (Whittington et al, 2020, p.112)
Table 1 SWOT analysis
	Strengths
· Support Services team employed by Hillside and not NHS so they can remain at Hillside rather than return to NHS (pandemic)
· Senior management team that share the same vision
· Based in South Wales where infection rates are lower. Potential less of an impact than on its competitors
· Only SCH in Wales – no nearby competitors
· Number of staff that do not work directly with young people who can be deployed to various tasks
	Weaknesses
· Engrained culture with some reluctance to change
· Little structure to what Hillside plan to deliver
· Little communication about future plans
· Fund all its own work and staff- English homes have funding from DfE.
·  Need to limit numbers in the building and utilise home working (pandemic)- difficult to facilitate therapy for the young people

	Opportunities
· Opportunities to work with the SCH’s on a united way to work through the pandemic
· £2 million funding from Welsh Government
· Trauma Recovery Model (TRM) created in Hillside and now promoted by Welsh Government and YCS
· Increased media coverage of Hillside
· Opportunity to promote a new culture
· Closer links to Head of Service as a result of Covid
· Nowhere appropriate to accommodate adolescents with significant mental health issues
	Threats
· New admissions may bring Covid into the Home
· Poor management of some stakeholders
· Rapidly changing regulatory environment (pandemic)
· Only SCH in Wales – different regulators to all the other SCH’s
· Global pandemic
· Call to work from home reducing face to face working with the young people.



SWOT analysis is useful as it takes into consideration internal strengths and weaknesses and the threats and opportunities that come from the external environment. This helps in determining “the factors that will ensure growth and eliminating the ones that will lead to failure” Buyukozkan and Gulcin, 2019, p.451-470). It is important for Hillside to consider both internal and external factors as they need to determine the way forward with the resources and ideas they have but also have to compete with other SCH’s and appease stakeholders. There are limitations to SWOT analysis, so it is advisable not to use in isolation to develop strategy. For example, it does not reveal the important interrelationships “among the key internal and external factors…..that may be important in devising strategies”. (David and David, 2017, p.254) There is also the risk of a SWOT analysis producing a long list of unmanageable factors (Whittington et al, 2020. P.503) so it was important to create a manageable, achievable set of factors in the SWOT analysis. This was the very start of strategic planning, so it was important not to get too bogged down in analysing at the expense of time used planning and delivering. (Whittington et al, 2020. P.505). SWOT analysis also only narrowly focuses on the external environment which may lead to important external changes being missed. To ensure the macrolevel environment was scanned a PEST analysis was undertaken.
3.2 PEST Analysis
Table 2. PEST Analysis
	Political
· Monitored by YCS
· Increased regulation in relation to pandemic
· YCS have a blueprint for how they want youth justice to look
	Economic
· YCS pay for beds they commission whether they are used or not
· Hillside pay for their support services team. English SCH’s are paid by DfE
	Social
· 14 other SCH’s in the same position in relation to the pandemic. Useful to link to share ideas
· Only SCH in Wales
	Technological
· Hillside has outdated technology and electronic systems
· Need for increased use of technology due to pandemic (virtual visits, home working)



Like SWOT, Lynch explains it is important not to create a long list of items, but to explore chosen areas in depth. (Lynch, 2018, p.79) The aim of effective environmental analysis is “to distinguish the vital from the merely important. (Grant, 2020, p.61) The 2020 global pandemic has seen Hillside under increased scrutiny from stakeholders and regulators as they have had to adapt working practices to comply with regularly changing Government guidance while continuing to provide a quality service to vulnerable young people. It is, therefore, crucial that Hillside manages these bodies to not be overwhelmed by the demands but also to satisfy relevant requests made by them. The YCS place young people with criminal orders at Hillside and always pay for 6 beds whether there is a young person in the bed or not. It is important that the relationship between Hillside and YCS remains stable to ensure they renew their contract and not take business elsewhere. The PEST analysis was used to determine “key drivers of change…the environmental factors likely to have a high impact on industries and sectors, and the success or failure of strategies within them”. (Whittington et al, 2020, p.49) It is important to remember the interaction between the variables identified in the PEST analysis rather than each be considered in isolation.  This is the “key to effective environmental analysis”. (Bert et al, 2006, p.50-76)
3.3 TOWS Matrix
Using the SWOT analysis for reference, a TOWS matrix was devised as this is “the tool for strategy generation and selection” (Bhasin, 2018). This will determine strategies worth pursuing to achieve goals.
Table 3 TOWS Matrix
	
	Strengths (S)
	Weaknesses (W)

	Opportunities (O)
	SO Strategic options
· Utilise a member of staff to become a Covid Single Point of Contact (SPOC)
· Utilise the Welsh Government funding to bring ideas of the support services team to fruition
· Maintain momentum of the TRM
· Utilise member of staff to promote Hillside in various arenas
· Utilise new management team to develop new culture
	WO Strategic options
· Liase with head of Service to request continued funding from Welsh Government
· Utilise ideas from other SCH’s to create new culture
· Create “culture champions” to promote new culture
· Create “core values” as a way of working in a clear, united manner



	Threats (T)
	ST Strategic options
· Utilise SPOC to create Risk assessments minimising risk during Covid and provide as much consistency as possible
· New management team to devise a way of managing stakeholders
· Provide the technology to enable support services to continue working from home
	WT Strategic options
· Strict management of new admissions
· Communicate well with staff
· Manage stakeholders effectively



SO strategic options will take advantage of the opportunities by utilising strengths. WO strategic options will overcome weaknesses by taking advantage of opportunities. ST strategic options avoid threats by using strengths and WT strategic options avoid threats and minimise weaknesses (Whittington et al, 2020, p.113) The TOWS matrix built on the SWOT analysis but also took the PEST analysis into consideration to determine vital strategies to prioritise. 
3.4 Porter’s Five Forces Model
Bashin explains that “it is always advisable to second the final analysis of the TOWS Matrix with the other strategic models” (Bashin, 2018) To enable a thorough analysis of the workplace Porter’s five forces was utilised. (appendix 2) This helped determine ways to form strategy to gain competitive advantage. (Lynch, 2018, p.90-91) Dobbs explains that many people misapply the five forces framework. He adds that “these types of assessment …..are frequently rather arbitrary” (Dobbs, 2012, p.22-33 ) and can lead to unhelpful analysis. He states that the model is only understood in a shallow manner by many. (Dobbs, 2012, p.22-33). However, this can be mitigated by using it in conjunction with other means of analysis to ensure a more accurate insight is gained.
Porter’s model is concerned with “forces driving industry competition” (Lynch, 2018, p.91) but the principals can be used for public sector work such as Hillside. The model analyses competition (Grant, 2020, p.64) and Hillside does need to compete to ensure future resilience, however, as noted above, during this time of global pandemic, there is merit in working co-operatively with competitors to present a united front with regulators and share learning experiences in an unprecedented time. Stead and Stead explain that “weaker competitive forces can be viewed as opportunities”. (Stead and Stead, 2014, p.73) During the pandemic, potential competitors can be viewed as opportunities as there are more children needing beds than there are beds available and the SCH’s can come together to plan a way through the crisis. 
Hillside is the only SCH in Wales. The amount of young people needing a secure bed is always greater than the number of beds available. Therefore, competing with rivals is not, on the surface, of paramount importance. However, there are only a small amount of young people placed by the YCS and they do not commission beds in all SCH’s. YCS are identified as an important stakeholder as they are a source of guaranteed income. Competing with rivals becomes important if Hillside wishes to gain more beds from YCS when their contract is renewed. Hillside’s strategy moving forward needs to include aligning work with the vision of the YCS to commission more beds from them. Hillside should address the areas in the YCS blueprint for Wales. The Blueprint states they want “trauma-informed secure provision”. This will be achieved by developing the support services team with emphasis on the Trauma Recovery Model” noted above. They also note that they want “all Welsh-resident children being placed in secure accommodation in Wales and near to their home communities”. (Youth Custody Service, 2019) Therefore, the bargaining power of buyers revealed in this analysis needs to be incorporated into strategy. Hillside needs to create a “service” that the YCS want to buy. As the only SCH in Wales and the SCH that the Trauma Recovery Model originated in it is already at an advantage over its competitors and the development of the support services team will increase this advantage. 
Porter suggests that “the strongest competitive force or forces determine the proﬁtability of an industry and become the most important to strategy formulation”.  (Porter, 2008, p.78-94) Based on the analysis it is determined that addressing the needs of the YCS is a crucial area. Porter explains that a common pitfall in industry analysis is “paying equal attention to all of the forces rather than digging deeply into the most important ones”.  (Porter, 2008, p.78-94) Much more can be addressed based on this analysis but for the purpose of this report and to ensure strategy is manageable, working with the YCS has been determined to be the most important factor. It is noted that Porter’s model ‘s “starting point is that the environment poses a threat to the organisation”. (Lynch, 2018, p.95) Hillside need to co-operate with the YCS and work more closely to achieve its aims especially with the backdrop of a pandemic as guidance is fast changing so close working will add compliance with the guidance. 
 4 Critical Evaluation of Strategic Options

Martin Reeves explains that, when it comes to strategy, “no one size fits all” (Reeves, 2014) but rather the “approach to strategy has to match the situation” (Reeves, 2014). Hillside is currently operating in the backdrop of a global pandemic and this needs to be taken into consideration when devising strategy. Businesses often operate in a competitive environment, but Reeves explains there is a time for working collaboratively and co-evolving. This is critical when working through a pandemic as nobody has been here before so can learn from each other and develop strategy together. This will be achieved by Hillside by collaborating with other SCH’s to draw up risk assessments, manage regulators and provide support to each other. It will also be achieved by working closely with regulators (YCS). Reeves states that an important question to ask is “What is the approach to winning in the particular environment that I face?” (Reeves, 2014) Hillside’s present environment involves a global pandemic, a significant stakeholder / customer (YCS), potential to develop a support services team and a non-defined culture. Strategy will address this to deliver innovative customer care to the young people ensuring future resilience and sustainable competitive advantage.
4.1 Resource Based View

The resource-based view (RBV) of strategy focuses “on the individual resources of the organisation, rather than the strategies that are common to all companies in an industry” (Lynch, 2018, p.133) and that sustainable competitive advantage comes from “striving to exploit the relevant resources of the individual when compared to other organisations”. (Lynch, 2018, p.133) There is potential for the support services team to develop to deliver innovative customer care to the young people. In relation to the pandemic, Hillside was the only SCH who remained with a support services team as others returned to the NHS. There has been a nationwide call to work from home which has a significant impact on a workplace that relies on face-to-face therapy with young people. Obtaining enough electronic devises for each member of the support services team (5 staff) to utilise from home will ensure the young people continue to have a vital service, via virtual visits. This can then be sustained should a situation such as this occur again, and future resilience ensured where other SCH’s are not able to do this. Also, in RBV, the workplace culture is seen as a major factor that explains “enduring differences in business performance”. (Boxall and Purcell, 2016, p.84) Addressing the workplace culture was also identified as an important strategic decision as it “exerts a strong influence on the capabilities an organisation develops and the effectiveness with which they are exercised” (Grant 2020, p.114).
The current external environment is unstable. There is a global pandemic, and this has led to increased guidance from the government and regulators and rapid changing of decisions. Grant explains that when an organisation operates in a difficult environment such as this, “the firm itself, in terms of the bundle of resources and capabilities it possesses, may be a more stable basis on which to define its identity” (Grant, 2020, p.109) so development of the support services is currently a sound strategic decision to provide stability to the workplace and customers.
Support services are important to the functioning of Hillside and to the appeal of Hillside for a variety of customers. They can be deemed cross-functional, higher level capabilities (Grant, 2020, p.118) as they are crucial to so many areas of work; therapy for young people, creating care plans, assessing risk, delivering training, aiding the transition of the young person back to the community and ensuring the wellbeing of staff. There is a gap in the market to securely accommodate adolescents with significant mental health issues. Hillside has accommodated a number of these young people in recent years on a risk to life basis. However, when attempts have been made to find them more appropriate accommodation there has been nowhere deemed suitable for them. This is where Hillside can seize an opportunity (see SWOT analysis) and achieve future resilience and competitive advantage. Hillside should make one of its homes a specialist mental health unit staffed by suitably qualified individuals. Grant explains that for a resource to establish competitive advantage two conditions must be present “Relevance” and “Scarcity” (Grant, 2020, p.120). It is evident that this resource is scarce, and it is relevant as Hillside will have the staff to deliver the service. YCS want to place Welsh resident young people in Wales so not only will Hillside be the only Welsh SCH it will be the only secure accommodation that specialises in accommodating young people with significant mental health concerns. As a result, Hillside would be able to charge customers a premium for placing the young people but will also deliver a much-needed service to the young people. Value chain analysis states that competitive advantage can be achieved if the value creating activities are performed at a cost less than its competitors or in a way that the service is so unique that a premium price can be charged. (Stead and Stead, 2014, p.109) Hillside can achieve this if strategic direction involves gaining ongoing funding for support services from Welsh Government and through specializing in critical mental health provision as no other SCH provides this. This was proven at the beginning of 2020 when a Local Authority was prepared to pay for two beds for Hillside to accommodate a young person with acute mental health issues. 
 Hillside is currently self-funding. As identified in the SWOT and PEST analysis, this is a problem for Hillside as the money spent to staff support services could be spent elsewhere if funding were available. Hillside strategy needs to focus on sourcing regular funding from Welsh Government to have money to spend on innovative projects to support competitive advantage, attract more custom and deliver a high-quality service to the young people. Hillside also has no support from the local health board in terms of governance. This needs to be pursued as a priority. There are drawbacks to having governance in place such as reduced independence, but this does not outweigh the benefit of reduced risk to the management of Hillside having appropriately qualified health governance over the support services team and policies and procedures put in place. (Curatr slides, 2018, week 4.1) 
 “RBV assumes firms are profit maximizing entities”. (Kraaijenbrink, Spender and Groen, 2009, p.349-372) This is not quite accurate with regards to the support services team at Hillside as its value lies in the service it provides to troubled young people which is harder to measure than simply profits. However, RBV does still apply as the support services team need to create outcome measures for all young people to track their progress through Hillside and this will demonstrate their value to the Home and a potential measure against its competitors. It is criticised for stating that, to achieve sustained competitive advantage, an organisation must “acquire and control valuable, rare, inimitable, and non-substitutable (VRIN) resources” (Kraaijenbrink, Spender and Groen, 2009, p.349-372) but does not explain how to achieve this. This is not vitally important to Hillside as the analysis of the environment noted above and staff’s existing knowledge identified ways to do this. RBV also focused on achieving sustained competitive advantage that cannot be duplicated by others. (Kraaijenbrink, Spender and Groen, 2009, p.349-372) While this is not possible in the case of specialising in mental health provision as other SCH’s can achieve this, there is no other SCH in Wales to accommodate Welsh young people and the English SCH’s would not achieve this in a pandemic as their support services have been called back into the NHS. However, it is vital that strategy is monitored and reviewed, analysis is undertaken often to identify future opportunities and action taken to develop the next means of competitive advantage and this should be incorporated in the strategic planning.
The need for increased access to mental health provisions for young people is more prevalent during the current pandemic. An Australian study revealed “there has been a significant increase in anxiety, depression and eating disorders in young people aged up to 14 years” (Davey, 2020) since the second Covid wave began. This would cause a significant issue in the type of young people admitted to Hillside with existing mental health issues so a specialising in that area would be beneficial. This would ensure future resilience in working with the young people and a competitive advantage as many more young people would need the service. This would also satisfy the YCS as they have requested an improved link between Hillside and the all-Wales Forensic Adolescent and Consultation Treatment Service (FACTS) (Youth Custody Service, 2020). Strategy needs to include consultation with YCS as this development progresses. The Youth Justice Blueprint for Wales aims to “develop a centre of excellence with delivery of mental health, health care education and training” (YCS, 2019). Utilising Mendelow’s matrix the YCS have high levels of power and interest, therefore, they are “the major drivers of change and could stop management plans if not satisfied. Management, therefore, needs to communicate plans to them and then discuss implementation issues.” (Kaplan Financial Limited, 2020) Speed is essential to this process as Hillside is in the crisis of the pandemic, young people desperately need the service, and YCS have put pressure on the home to ensure the wellbeing of the young people. Bar Am et al state that “speed is an important driver of innovation success, as is the ability to persist despite the hardships that a crisis imposes” (Bar Am et al, 2020) Boxall and Purcell also explain the importance of timing in the resource-based view. “If you’re not there at the time things are happening, you cannot expect to be successful” (Boxall and Purcell, 2016, p.87) and others will take this opportunity. 
The resource-based value approach to strategic management is a useful approach to take for Hillside as it does not have as much emphasis on external factor as does Porter’s five forces model and it allows the opportunity to focus on the internal strengths already present in Hillside to ensure future resilience and sustained competitive advantage. Dierickx and Coll (1989, quoted in Priem and Butler, 2001, p.22-40) state that “managers often fail to recognize that a bundle of assets, rather than the particular product market combination chosen for its deployment, lies at the heart of their firm's competitive position" and this is important for Hillside as its main customer is vulnerable young people and the important business is combining resources to deliver the best possible service to them.
As noted above, Hillside are adept at working with the Trauma Recovery Model which is now a well-respected way of working in a number of places including Youth Justice. There is an opportunity for the support services team to deliver training in this model to outside agencies and create a source of income through diversifying.
4.3 The Cultural Web
Market-oriented models of strategic management views issues such as cultural change as non-problematic whereas the resource-based view see “the quality of the management processes and of the firm’s workplace culture are seen as major factors that explain enduring differences in business performance.” (Boxall and Purcell, 2016, p.84-85) A move to specialise in acute mental health issues will mean a cultural change for Hillside and it is crucial that this is managed correctly. This will also be an opportunity to analyse the present culture to determine what is working and what is not. It is a time for removing unhelpful patterns and embedding new, beneficial patterns as explained by Mintzberg’s theory noted above.  “Organizational culture needs to be highly adaptable, agile, organic- with everyone, regardless of rank, willing and able to commit to the organization and contribute to its success.” (Holbeche, 2015, p.24) This indicates that all the staff at Hillside must be on board with the culture change and be willing to work in a new way.
It is important to analyse the existing culture of a workplace to determine its effects. The cultural web was used to do this. It shows “the behavioural, physical and symbolic manifestations of a culture that inform and are informed by the taken-for-granted assumptions, or paradigm of an organisation”. (Whittington et al, 2020, p.169) All elements were analysed and a common problem for the paradigm is that it can be difficult to be identified by insiders. This was addressed by working with the new deputy manager who was employed during the pandemic from outside the organisation and by initially focusing on “other aspects of the cultural web because these are to do with more visible manifestations of culture” (Whittington et al, 2020, p.170) (see appendix 3)The cultural web is helpful as it “incorporates many of the ideas and opinions of other theorists into a single framework (McDonald and Foster, 2013, quoted in Doherty and Stephens, 2019) 
The cultural web is useful as it is used to analyse culture as it is and secondly how the organisation wants it to be and the differences are the changes that need to be made. (Mindtools) It is beneficial for analysing the workplace culture as the culture is “so embedded in people’s minds that simply asking them what it was would not reveal it.” (Morris, 2018, p.164-185)
Organisational culture is critical for strategy as David and David note that “if a firms culture is not supportive, strategic changes may be ineffective or even counterproductive” (David and David, 2017, p.183). It is important, therefore, that Hillside’s culture supports the strategic plan.
It is often habit to stick with a particular culture if it has worked before. David and David explain that an “organization’s culture must support the collective commitment of its people to a common purpose”. (David and David, 2017, p.183). Hillside should create a set of core values that describe the work they deliver, culture they support and outline the way the staff should behave. These core values should be co-created with both staff and the young people. This will create a shared vision of what is to be achieved at Hillside. Kouzes and Posner explain that one of the practices of exemplary leaders is inspiring a shared vision. Hillside will do this through the core values by enlisting others “in a common vision by appealing to their values, interests, hopes and dreams”. (Kouzes and Posner, 2012) It will also ensure a personal approach to the core values as the young people, as customers, will be involved in their creation. These will become a public statement of values. This can often be carefully written aspirations but not truly reflect the culture. The creation of culture champions can help support embedding the core values throughout the organisation. It is important to have a culture champion to represent all levels of the organisation and not just management working on translating what the culture means on a day-to-day basis for each level. Harald Port explains that culture champions could be responsible for getting the most value for business success, hence creating resilience and sustained competitive advantage.  (Port, 2017) In Hillside they would promote the behaviours to be attained and create ways this could be visually represented in the Home such as booklets and artwork depicting the core values. The sustainability of the culture would be achieved by recruiting and promoting the kind of people who display the appropriate beliefs and behaviours.
It can be argued that “culture can be managed to achieve strategic change” (Johnson, 2000, p.403-426) and using the cultural web analysis aids this as the points found can be levers to change. However, some contest this stating that “culture change programmes can result in compliance to change without the underlying values of people being affected” (Johnson, 2000, p.403-426) This can be mitigated by involving all levels of staff in consultation and keeping them informed as changes take place. This was particularly useful at the outset as different levels of staff may view the culture of the workplace differently.
  5. Conclusion
Analysis undertaken for the purpose of this report determined that there are several areas to address to inform strategy. The priority areas are developing the support services team and satisfying the objectives of YCS. This will ensure a quality personalised service is delivered to the most important customers- the young people. Creating a united culture that all staff are part of devising will help understand the work to be delivered and how to do this. It is important to incorporate frequent analysis and revision into the strategic plan to combat strategic drift and to adjust, if necessary, to sustain competitive advantage.
Working together with competitors is crucial at present to share ideas of how to cope in the pandemic and to present a united front for regulators. The creation of a SPOC (see TOWS analysis) will help mange this as this person will be responsible for all work relative to Covid eg risk assessments to ensure all areas are addressed and nothing is missed. 
6. Recommendations 
1) Develop support services in several areas and specialise in acute mental health
2) Ensure technology is available to enable working from home
3) Secure ongoing funding from Welsh Government
4) Create Core Values as a collaborative framework for working. This is to be devised in consultation with all staff and young people to ensure personalisation and the best chance of cooperation.
5) Appoint a SPOC for managing Covid related work such as devising risk assessments
6) Collaborate with potential competitors to share ideas on working in such challenging times
7) Collaborative working with YCS as a significant stakeholder
8) Create culture champions to promote and help sustain the workplace culture
9) Carefully plan strategy, ensure frequent reviewing, and make all necessary changes to ensure resilience and sustained competitive advantage.
10) Take the opportunity to achieve an income by diversifying and delivering training in TRM to outside agencies









Appendix 1 
Hillside Secure Children’s Home- Background
Hillside Secure Children’s Home is a purpose built secure residential home in Neath for young people aged 10-17 that was opened in 1996. It can accommodate 22 young people in three homes. The young people admitted to Hillside are accommodated as they are a risk to themselves and/or others and have complex behavioural needs which underlie their presenting behaviours. The average stay for a young person is four and a half months. The Youth Custody Service contract 6 beds at Hillside for young people who have been remanded or sentenced by a court. 12 young people are placed by Local Authorities when a court agrees they are at risk of harming themselves or others when absconding from any other type of accommodation.
Hillside has onsite education, health provision and a support services team comprising of a psychiatrist, psychologist, 2 assistant psychologists, speech and language therapist and substance misuse worker. All young people have an individual care plan with SMART objectives to be achieved during their time at Hillside which is devised to ensure the stabilisation of the young people, promote healthy relationships, build on the young person’s strengths, address issues such as substance misuse and harmful sexual behaviour (if the time is right for the young person to do so) and enable a successful transition back to the community with improved skills and coping strategies.
The young person’s voice is paramount in all that happens at Hillside and they are actively involved in their care plan, interviewing new staff, regime change, decoration of the homes and behaviour management.
All care staff are registered with Social Care Wales and must hold or have commenced the minimum diploma required for their role and a comprehensive training and development package is in place for each member of staff.

















Appendix 2
Porter’s Five Forces Model relevant for this report
[image: See the source image]
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Barriers to entry
There are only 15 Secure Children’s Home in the UK and Hillside is the only one in Wales. They are very heavily regulated, and it is not easy to open a new SCH. They are run by local authorities and extremely expensive to set up. It would be very difficult for a new SCH to be approved so there is very little risk from new SCH’s. However, there is risk of another SCH contracting more beds from YCS and Hillside losing their contract
Bargaining power-suppliers 
Hillside recruits all its own staff, unlike the English SCH’s who rely on organisations such as NHS for some of their staff, so this is an advantage. Hillside does utilise a number of suppliers for things such as food and this is a current threat as many businesses are not surviving the pandemic.
Competition/rivalry
During the current pandemic there is benefits of working with potential rivals to learn from each other’s experiences of such unprecedented times. There are no other SCH’s in Wales and there is an opportunity to gain advantage over other SCH’s by developing the support services team to specialise in acute mental health which will ensure a premium can be charged for those placements.
Threat of Substitutes
There are no substitutes for SCH’s if a court has determined that a young person meets the criteria for secure accommodation. They cannot be placed elsewhere.
Bargaining power- buyers
There is a need for Welsh-resident young people to be placed in Wales, so this reduces the power of buyers as Hillside is the only SCH in Wales. However, there is a risk that the YCS will withdraw their contact if they are not satisfied with the service provided.




The Cultural Web
[image: ]
Taken from Johnson, G (1992) “Managing strategic change— strategy, culture and action”
Present Culture
Paradigm
Manage the risks from the young people tightly. Manage in a culture of reward and consequence. Aim is to improve the behaviour of the young people with less insight into their underlying needs. Lack of awareness of external controllers from lower-level staff.
Power Structures
The Senior Management Team. Unions. YCS. Older, experienced staff. Rivalry between care staff and education. Qualified staff eg Psychologist. Registered Individual
Organisational Structures
Hierarchical, Care and education split (does not encourage collaboration). Risk Assessments. Three separate homes. Influenced by powerful ‘outsiders’ eg Registered individual, YCS. Staff risk averse and look for decisions from senior managers. Inadequate, outdated structure to the support services team. 
Control Systems
Too much emphasis on punishment (staff and young people). Human Resources have a strong hold on decisions made in relation to staffing. Many controls, many of which are historical and needing reviewing. Quality assurance coming from a distance with little inside influence. Control of behaviour predominant. Much decision making coming from senior managers. Copious amounts of recordings necessary. Some sections are managed externally eg domestics. Need to improve communication
Rituals and Routines
Distrust of outsiders. Reward based incentive scheme for young people. Sanction system for unacceptable behaviour. Risk decisions confirmed by very few staff.  Rigid routines that people are averse to adjusting without extensive consultation. Poor time management. Numerous meetings. Induction for new staff delivered by established staff. Routines and rituals are difficult to change ‘we’ve always done it this way’. Emphasis on paper recording and fear of technology advances. Better collaboration with young people but, still some thought they should not have a say in some things. Belief that “therapy” is needed for the young people. At the beck and call of YCS on occasions which is detrimental to essential work. Macho culture of not admitting help is needed. Encourage complaints form young people. 
Stories and Myths
It was better in the past. Worked harder in the past. Job was more difficult in the past. Stories of significant negative incidents retold. Compare young people to previous young people. Defeatist attitude prevalent. Too many people are aware of information they should not know. Negative stories of recent previous influential staff. Mavericks who would not follow systems viewed favourably. Anti-management rhetoric.
Symbols
Harsh environment in need of decorating appropriately. Charity fundraising. Some managers viewed critically by staff. School uniform. Statement of purpose. Outdated website. Little promotion of events/success stories. No reserved car parking spaces. Much “technical” jargon. No use of Miss/Mr with higher level staff. No segregated staffing areas. Codes of conduct to follow. Inspection reports available to the public. Lack of positive role models.
Aspired Culture
Paradigm
Collaborative working amongst all departments and continuous consultation with staff and young people. Strong emphasis on relationship building with young people with a comprehensive understanding of their underlying needs. Care planning is led by an innovative support services team and culture champions embed the Core Values and a positive way of working.
Power Structures
The Senior Management Team, The registered individual. More decision making by middle managers. Collaborative working between care and education. Better relationship with unions. More control in the relationship with YCS.
Organizational Structures
Hierarchical but with more consultation, collaboration, and ongoing communication with others. Collaborative working between education and care. Three homes working in a more united way. Better management of external relationships. Development of the support services team is critical. Take more risks.
Control Systems
Less emphasis on punishment. More flexibility to manage in relation to HR. Revision of outdated control systems. More quality assurance undertaken by middle managers. Less emphasis on controlling behaviour and more emphasis on alternative ways to manage challenging behaviour. Review recording systems and eradicate unnecessary duplication. Bring all staff under Hillside management and employment. Review gaps in communication and amend.
Rituals and Routines
Change in attitude towards people employed from external organisations. Less reliance on systems of reward and sanction for young people. More staff prepared to make decisions base on risk. Quicker decisions made of changing routines by middle managers. Improved time management. Condensing of meetings. Prepared to try new routines.  Less paper recordings- move towards computerised system of recording. Programme of consulting with young people embedded in the culture. Better understanding of the underlying needs of young people (development of support services). Encouraging a culture of seeking help when needed. Encourage complaints from young people.
Stories and Myths
No reflecting on the past as a better time. Encourage stories of positive events. Treat young people as individuals and not in comparison to others. Share information with relevant people only. Create stories of positive role models. Improve relationships with managers.
Symbols
Radical revamp of the environment (£2 million funding from Welsh Government). Increased charity fundraising. School uniform. Yearly review of Statement of Purpose to ensure it is relevant. Frequent updating of the website. More social media/media presence. No reserved car parking. No “technical” jargon that cannot be understood by staff or young people. No use of Miss/Mr with higher levels of staff. No segregated staff areas. Codes of conduct frequently communicated. Inspection reports available to public. Creation of Culture Champions. Creation of Core Values. Single Point of Contact (SPOC) for Covid related work.
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Figure 2. The ‘cultural web’ of an organization
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