The Rugby Football Union, also known as The RFU is the governing body for English Rugby, grassroots and the elite game (RFU, 2017). In 2012/13, The RFU released a strategic plan to guide them through what they called a significantly important period, the built up towards the Rugby World cup, 2015 (The RFU Strategic Plan, 2012). Mr. Bill Beaumont stated that “Hosting Rugby World Cup 2015 on home soil means we have a once in a generation oppurtunity to create a lasting legacy” (The RFU Strategic Plan, 2012). In order for an organistaion to identify a clear, effecitive strategy, it is essential that 3 core areas should be explored (Lynch, 2012). The 3 core areas are strategic analysis, stretegic developmmnet and strateigic implementation (Lynch, 2012). 

A strategic analysis can be defined as ‘… the process of conducting research on the business environment within which an organistion operates and on the oragnistion itself, in order to formulate strategy’ (Anon, 2007). The purpose of this assignment is to identify, explore and examine the Strategic approach to the internal and external environment, the common purpose, strategic direction and the reviewing process.  
There is no clear use of a SWOT analysis being used in the RFU strategy however, we can assume that the SWOT has been used as a starting point to establish the organisations strengths, weakness (internal), opportunities and threats (external). It has been stated that a SWOT analysis is an essential part to summarise the current position of an organisation (Lynch, 2012). The strategy indicates some key internal and external factors, i.e. hosting the Rugby World cup, this is a unique selling point (strength), the strategy states that 14,000 qualified coaches and 6,000 new and qualified referees will be trained, and this may indicate an insufficient workforce (weakness). Furthermore, using the Rugby World Cup to inspire a generation, ‘Rugby for everyone’ (Key Priority), developing the game, whether it be XV’s, Tag, 7s or touch can be deemed as an opportunity. Threats to the organisation, new market entrants, i.e. new sports, demographic change. ‘It has been reported that between 1971 and 2009 the proportion of the UK population aged under 16 years decreased from 25.5 per cent to 18.7 per cent, while the proportion aged 75 and over increased from 4.7 per cent to 7.8 per cent. It is projected that the number of UK residents aged 65 and over will be larger than the number aged under 16 years by 2018’ (Beaumont, 2011). It can be argued that this is one of the limitations to the strategy, the strategy aims to increase the number of participants in the game when there is a demographic shift. However, Hoye et al (2015), states that the issues and environmental circumstances need to be exploited, or need to be neutralised. The strategy does outline in one of its key priorities, ‘Rugby for Everyone’ that the RFU will be expanding the game whether it be XVs, 7s, touch or tag for boys, girls, men and woman, indicating that the aim is to create more opportunities to play game and therefore neutralising the limiting factor of a reduced demographic. 
Further to using a SWOT analysis, it can be assumed that the RFU used a stakeholder analysis to identify the organisations partners. ‘Stakeholders are the individuals and the groups who have an interest in the organisation and therefore, may wish to influence aspects of its mission, objectives and strategies (Lynch, 2012). With regards to the RFU strategy, the strategy directly makes reference to specific stakeholders, board members, council members, staff and volunteers. Furthermore, within the key priorities, ‘increased revenue for the game’, the RFU discusses the aim of leveraging their brand to increase the market value of all commercial interest and boost sponsorship (The RFU Strategy, 2012). Therefore we can conclude that additional stakeholders such as, investors, sponsors, fans, suppliers and government will also have a keen interest in the RFUs strategic direction. Hoye et al (2015) confirms this by stating that a careful analysis of the intentions and objectives of the stakeholders must be considered before the strategy is developed. Lynch (2012) goes onto say that the aim is to identify the influence of stakeholder power. For instance, sponsors and government sport funding departments sometimes withdraw funding if their needs are not met (Hoye et al, 2015). The RFU’s strategy indicates influence from some of its key stakeholders i.e. government, with a strategic priorities being ‘Rugby for everyone’. This will provide opportunity to improve the health and wellbeing (Sport England, 2016) of the nation, along with working towards Sport England’s governance requirements (The RFU Strategy, 2012). 
Moreover, it can be identified from the strategy that Value chain has been used to develop its strategic direction. It has been stated that once the opportunities and threats have been identified using the SWOT analysis tool, a competitor analysis tool, such as ‘Five Forces’ should be used to assess the potential effect on the strategic plan, however, due to the nature of the organisation, it is felt that there is limited risk to the threat of new entrants, bargaining powers of buyers, bargaining power of suppliers. However, it is worth noting that the threat to substitute products and services and the intensity of rivalry among competitors is worth considering. The sport industry is increasing hugely, there is risk the RFU will have to compete with other sports (Hoys et al, 2015) to increase participation numbers with in the game. It is this reason why it’s assumed that the strategy used the Value chain to analyse the resources and capabilities of the RFU. Analysing the resources and the capabilities of the RFU will allow them to establish where the value can be added and therefore improve the competitive advantage (Lynch, 2012).   

Value Chain can be defined as a process of identifying where the value is added in an organisation, and links the process with the main functional parts of the organisation (Lynch, 2012).  The RFU strategy state, ‘our business as usual activity will ensure a virtuous cycle delivering England team success …’ Business as usual gives the impression that the RFU will undergo major changes as a result of the strategy, but their work will be enhanced by hosting the world Cup, they will aim to work more effectively and efficiently as an organsiation. With regards to the RFU, the strategy outlines 5 key priorities 1) Modern brand, fine reputation, strong relationships, 2) Increased Revenue for the game, 3) Rugby for everyone, 4) Securing success and 5) the most inspiring rugby world cup ever (The RFU Strategic Plan, 2012).
 In order to conduct a value chain analysis three steps must be carried out, 1) separate the organization operations into primary and support activities, 2) allocate cost to each activity, 3) identify the activities that are crucial to customer’s satisfaction and market success (Strategic Analysis Tools, 2007). Primary activities are those that develop the product, market the product and deliver the product, while support activities facilitate the primary activities (Strategic Analysis Tools, 2007). The RFU’s strategy (2012) presents their business activity as, improve pipeline of player, create higher quality England players, increase revenue, ensure more people playing rugby, enhance England brand and profile … This can be seen as the primary activities within the organisation. In support of the primary, the RFU outline, people, financial planning, communications & public relations, governance of the game, stadium & facilities and digital, IT and customer relations management to underpin their operational excellence (The RFU Strategy, 2012). Improvements or added value to the organisation can be seen throughout the strategy, embed new systems, quality of delivery, implement corporate governance, maximise participant and supporters understanding and develop a world class, resilient stadium.  If we consider the aforementioned factors, added values, we can assume that the organisation will improve their competitive advantage.  
On completion of the strategic analysis, the organisation can determine the mission, vision and strategical objectives (Hoye et al, 2015). It is suggested that in order to create, develop a purpose and a vision, the organisation must set the focus and stretch them based on feedback from the stakeholders (Lynch, 2012). 

The RFU’s purpose is to ‘Grow Rugby in England through our values and performance (The RFU Strategy, 2012). If we consider the structure of the RFU’s purpose it’s simplistic. It has been argued by Michael Porter and Oliver Williamson that purpose can be simplified to ‘profit maximization’ (Lynch, 2012). However, it is felt its simplistic may be its strength. Hoy et al (2015), states that a single statement of intention adds power, it defines what the organisation is there to accomplish. The terms ‘Grow Rugby in England’ may be an indication of what the strategy has outlined in its priorities, grow participation, grow talent pathway, grow investment and the brand.  This has provided the strategic plan with intent, intent can provide the organisation with a way to capture its process by which the business would achieve (Lynch, 2012). 
The RFU’s vison outlines an ambitious rugby landscape to be achieved within 5 years. The vision – RFU Strategy (2012) makes reference to being England’s greatest sport, have more volunteers, attract the greatest ever commercial success and profit and be recognised for the way it governs the game. The vision sets the future picture, this is what makes the vision different to the purpose. The purpose sets the broader role whereas the vision sets the future and imagination of the organisation (Lynch, 2012). Hamel and Prahalad (1994) produced a five criteria model for judging an organisations vison. The criteria ranges from foresight – what imagination and real vision are shown? Over what time? Breadth – How broad is the vision of the changes likely to take place in the industry? Consensus – Is there some consensus within the organisation? Lynch (2012), states that the criteria will allow for organisations to reduce the chance of producing an irrelevant vison. Based on the criteria, we can conclude that the vison has been developed using a real and broad vision, the vision includes the development of the game as an entirety, grassroots and elite. It also sets out an aim to improve the way it governs the game. Lynch (2012), reports that corporate governance has become an important issue, from an ethics point of view we can see that the RFU has set a vision to provide opportunities for all those that want to be involved in the game. Further to the strategic purpose and vision, objectives must be completed. Objectives serve as makers, or milestones to reflect the achievements to be made (Hoye et al, 2012). The RFU’s strategy indicates key measures and those key measures have time lines and completion dates. This provides the organisation with quantifiable outcomes, Lynch (2012) states that objectives should provide a means measuring or provide focus for management on a specific outcome. 
Once a strategic plan has been executed, there must be a means of evaluating its progress. The strategy implementation main aim is to deliver the mission and objectives (Lynch, 2012). Lynch (2012), describes a number of ways to implement a strategy, comprehensive, incremental or selective. In order to determine the best approach for the organisation, a set criteria can be used, 1) are clear and substantial advantages to be delivered in a specific area? 2) are there large increments that cannot be subdivide? 3) Is it important to protect some future step that may be required but cannot be fully justified on the basis of current evidence? The strategy presents clear on going key activities throughout the duration of strategic plan, it indicates a clear strategic direction and it is suggested that the comprehensive implementation programme was used.  Lynch (2012), states that a Comprehensive programme will be used when there is a new competitive opportunity and strategy will be driven through regardless of environment. Based on the fact that the RFU’s strategy was building towards the World Cup we can conclude that there a strong likelihood that it was comprehensive programme that was used. However, due to the unpredictability of the World Cup the RFU may have considered an incremental implementation programme. This will allow a more flexible strategic approach (Lynch, 2012).
With the regards to communicating the plan to the workforce, it is unclear from the strategic plan how the analysis of the environment has been carried out, based on the scale of the RFU, we can assume that the review was carried out by senior management and therefore communication of the implementation is essential for four reasons. 1) make sure that everyone is clear, 2) any confusion can be discussed, 3) communicate the reasons for change and 4) ensure the organisation is coordinated (Lynch, 2012). 
Strategy evaluation requires as assessment of the set objectives and the success of the implementation actions (Hoye et al, 2015). There are a number of ways to monitor performance, Hoye et al (2015) referrers to a performance management model from a stakeholders perspective, a input-output approach and a balanced score card. A balance score card uses a range of measurers outside of financial perspectives to assess outcomes, it considers stakeholders, customers, suppliers and employees (Harvard business school, 1992). Lynch (2012), states that the balance score card provides a purposeful attempt to translate the strategic vision into practical actions however, problems may arise from the implementation of the scorecard in relation to conflicting measures, decrease expenditure, increase success (medals) naturally conflict (Trenberth & Hassan, 2012). 

When we observe the RFU’s Strategy it is clear that the organisation has used the balance score card approach. We can see a range of dimensions within the strategy, financial, customer and culture, all of which can be linked to the key principles of the balance score card. It is clear that monitoring tool has been well developed, as previously stated, the strategy includes measurements against all of its strategic priorities, including measurable key performance indicators (KPIs), in which are measured at set points throughout the strategy. This will provide a feedback tool and therefore ‘fine tune’ the strategic direction (Lynch, 2012).  KPI’s are used in combination with the strategies set objectives to determine success or failure (Hoye et al, 2015). The RFU’s KPI’s range from people saying “Rugby is a sport for me” to increase by 10%, an annual growth of 7% in sponsorship and an additional 600 secondary schools …. Participating in rugby. One potential weakness, measuring ‘customer satisfaction’, the RFU have set a KPI to improve the reputation of the game by increasing the number of people saying “Rugby is a sport for me” by 10%, it will be of interest to how this will be measured. Lynch (2012) has stated that it can be more difficult to measure customer satisfaction.
The RFU’s strategy showed no clear use of a SWOT analysis, however we drew conclusion that a SWOT analysis tool was used to identify the organisations strengths, weaknesses, opportunities, threats were. It was identified that a stakeholder analysis was used to establish stakeholders, this would have allowed for careful analysis of their intentions and influence, how do we work with them? We can see that the organisations approach to working more effectively and efficiently resulted in a Value Chain being carried out, this allowed for the RFU to identify their primary and supportive systems and implement new. Due to the clear set direction of strategy and a clear competitive opportunity, the Rugby world Cup, it was conclude that the organisation used a comprehensive approach to implement the strategy. However, it was due to unpredictability of the World cup outcome, a more incremental approach would be more beneficial. The monitoring of the strategy had some strengths, it provided clear KPI’s and review dates. However, the measuring of customer satisfaction was identified as a potential weakness. In Conclusion, the RFU’s strategic plan provides a clear direction via its purpose, vision and set objectives, from which they have been derived from a strong strategic analysis process. 
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