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Intro

The largest leading youth service in Wales, Urdd Gobaith Cymru (The Urdd), has had a very successful development since it was founded in 1922. Working especially with adolescents aged 11-25, the Urdd has a wide reach for young people, with a total membership over 50,000 members. The Urdd is a missionary based organisation, focusing on the preservation and education of the Welsh language and it’s culture. It achieves this by engaging with Welsh-speaking communities, entering schools and promoting the language and encouraging young people to explore new educative opportunities through the medium of welsh.
Focussing on adolescents and young children in early years, the Urdd prioritises the education and inclusion of welsh speaking communities, sharing the same goals as the Welsh Government (2018) to achieve 1 million speakers by 2050 under the current strategy. Currently, from recent survey’s conducted in June by the Welsh Government, Welsh speakers in Wales have reached up to 874,700 people, making up 29.3% of the current population in Wales (2018). 
Strengths
Analysing the reports, I discovered that the Urdd’s key strength over other organisations include a wide range of investors and funding opportunities. With a series of benefactors the organisation has multiple funders, therefore it does not rely on a single source of income. In addition to this, the Urdd’s funders range from a series of counties (Welsh Government funding) to media stations such as S4C and sport teams. Notably, many of these funders were Welsh businesses, showing the organisation is well integrated within the community and supports local business. 
By cementing itself within local business and communities, the Urdd’s presence as a youth organisation is strongly represented by its founders and is welcome within the community. Widley active on media platforms, The Urdd holds a strong presence in children’s television allowing for early intervention in their lives. This encourages families to provide their young with the opportunity to take part in the Urdd’s many outlets and centres, thereby  enhancing their learning and Welsh language throughout youth work orientated activities. Engaging with such a broad age group allows the Urdd to support a large number of young people across multiple key stages of learning, enhancing their life skills, prospects and securing their ability to appreciate and uphold the Welsh language and it’s culture, such as when they take part in the National Eisteddfod. The Urdd shares the aim of the Welsh Government in preserving and promoting the Welsh language under the Welsh Government’s (2017) ‘Cymraeg 2050: Welsh Language Strategy’. This has led to funding from the Government, as the Urdd has been a long term supporter in increasing the number of Welsh speakers, targeting young people who are already under Welsh education. This supports the idea that the Urdd partially follows a form of management described by the National Youth Agency (2005) as ‘machine bureaucracy’ which focusses on quantitative results to secure funding, which is feasible for continuous development. With this form of management, the Urdd as a large, and well established mature organisation prioritises results to provide information its benefactors. This would lead to the management of the organisation focussing less on the qualitative improvements it gives to its members. The fact that the Urdd concentrates on supporting the Welsh language means it is less likely to reach English speaking families. To counter this, the Urdd, despite focussing on welsh preservation, allows access to non-Welsh speakers in order to  encourage young people to learn a new language. This allows them to be immersed in Welsh literacy and culture by taking part in the National Eisteddfod (an event held in Wales annually).
Weaknesses
As a large, mature and well-funded organisation, I found it a challenge to note weaknesses within the Urdd, and how I could suggest key improvements. Despite this, I went in depth whilst researching the Urdd, reviewing its annual report, over the last 10 years and external sources for multiple perspectives. Despite this and the Urdd’s strong economic gain, the organisation still charges a fee of £7, soon to increase to £10, according to Urdd.cymru (2018). This is a substantial price to pay for annual membership for low-income families, which are less likely to be a part of the organisations developing scheme as they cannot afford to provide these opportunities for their children. This reduces the reach the Urdd has on young people, and as a result those more vulnerable in the ability to communicate through Welsh become less likely to achieve basic Welsh language skills. As such, they remain within the poverty trap that continues to affect them and the key skills the Urdd could potentially teach remain inaccessible to these young people. Furthermore, this displays a weakness in the Urdd’s ability to reach more isolated regions of Wales, where more detached communities struggle to develop, due to poverty or lack of intervention from supporting organisations. The Urdd is more often seen in developed regions of the country, where it has space to create activity centres or wide access to multiple schools for engaging with local young people. To improve, the Urdd should attempt to establish a stronger presence within less economic communities in order to support young people in developing areas, providing them opportunities to develop their key skills and increase their potential.
According to the Wales Online (2013) The Urdd has been criticised for being too ‘media centric’ as the majority of its figureheads at the time were from the BBC, S4C or Radio Cymru media platforms. The report stated ‘the figurehead post should be used to promote success in other fields including science, business, education and the arts’. This identifies a weakness in the leadership structure of the Urdd, depending on media based personalities to maintain its position in television to reach to its audience. The report itself suggested a more diverse leadership would be ideal in promoting the education and values of other subjects such as science and the arts, rather than focussing on one medium. With a wider range in leaders, the Urdd could become more inspiring to young people with different aspirations in a more distinctive field. This weakness would also mean the Urdd is not using its full range of resources, as a sport heavy movement, promoting fitness and physical activity in young people, when it could also endorse activities more creative or cultural in nature. 
Opportunities
The Urdd has access to multiple media outlets, with sponsorship and a broadcasting channel on the S4C platform. The Urdd continues its mission to support the Welsh language and reach out to Welsh speaking audiences. The access to media outlets allows for advertising and mass outreach to its target audience. With a strong media based platform, the Urdd can indirectly outreach to young people in their homes with broadcasting, encouraging young people to register and be a part of the organisation. Another sponsor of the Urdd is the Welsh Rugby Union (WRU) which both funds and sporting equipment to the organisation, giving the Urdd the freedom to make a number of sporting events or sport based activities for young people to participate in. By making a range of events the Urdd can continue to provide new opportunities for young people, with sport equipment the ability to promote well-being and physical activities can increase, whilst the national Eisteddfod continues to allow for creative development and be recognised for achievement. 
Regarding the Urdd’s technostructure as a machine bureaucracy, It’s clear the Urdd has plenty of opportunity to continue its growth as a large and established organisation, connecting with media outlets could provide the Urdd a platform outside of Wales. If the Urdd were to expand further and build a national, United Kingdom (UK) wide reach, it could reach a larger audience with new potential in learning welsh culture and language. In addition to this, the Urdd could make connections internationally, reaching nations which are already considered bilingual to teach Welsh. This growth would be substantial for the Urdd, and could open further opportunities for funding, activities and reaching a large demographic of young people.
Upon analysing the Urdd I find it also falls under another management configuration described by the National Youth Agency (2005)- this model would describe the Urdd as a ‘missionary organisation’, where a ‘dominant ideology’ takes place, and this objective is the Urdd’s main focus- the promotion and education of Welsh culture and language, which of course is shared by its target audience and members. With the resources and staff at its disposal, the Urdd could expand and develop an issue based sector to support young people from less economic backgrounds, or those with adverse childhood experiences (ACEs) to provide a youth intervention service for young people. By doing this, the Urdd can alleviate pressure from other services and develop support strategies for young people in need of more specialist care. This will also develop its current staff to work better with young people with difficult upbringing or behaviour. The Urdd already works under the Council for Wales of Voluntary Youth Services (CWVYS) , which supports youth projects of this nature. Using CWVYS resources and support, the Urdd could begin a new project for supporting young people.
Threats
Regarding the progression of Brexit, the source of multiple funders and a large threshold of funds, will provide security to the organisation’s operations in the future, considering Wales is the most deprived nation in the UK, according to Holtham ‘Wales's current gross value added per head, despite a slight improvement since the turn of this century, is 71% of the UK average - the lowest of any UK nation or region’. Due to this, the Urdd may be subject to restrictions regarding government funding in the future. 
Like any other organisation, the Urdd will have to strive against others for funding and resources, and for the young people it seeks to support. Competitively, the Urdd will face challenges with other major youth services, such as Youth Cymru although they may not share the same motives, will have to compete over the membership/interaction they receive from young people. Youth Cymru, another large, mature youth organisation (2018) aims ‘To bring about positive change for young people in Wales through our grass roots values and strategic influence’ therefore similar in motive to bringing positive development, but less focus on Welsh language. 
With ambitious projects such as ‘The Big Music Project’, Youth Cymru has a wide range of resources which promote exciting learning opportunities for young people, making it a challenging rival to the Urdd when considering what they provide. The Prince’s Trust has begun its new strategy,  aiming to reach one million young people over the next ten years, stating ‘We will help them develop the confidence and skills to live, to learn and to earn, giving them an increasing stake in our economy and society’. As a larger, more successful organisation with further funding, the Prince’s trust makes itself a major competitor to the Urdd in the sector, as it will be able perform widescale outreach and develop young people’s lives, focussing not just on their self-esteem and learning but also key issues they could face from mental health to risks of homelessness. Additionally, The Prince’s Trust works across the UK including Wales, not exclusively one nation. This allows for wider possibilities to develop the organisation and offers it can make to young people, whereas the Urdd does not operate outside of Wales, and is therefore limiting potential. 
With multiple organisations of varying sizes, funding is becoming more and more restricted, youth organisations must do with little funding and prepare for budget cuts. This threat is shared in all youth businesses, and remains an equal hazard to the Urdd, which despite its current economic state, should take care for when funding is reduced, as it could see a reduction from government funds and grants, which account for just over a million (est. £1,157,275) according to the Urdd’s annual report (2017). With reduced funding, the Urdd will find it harder to develop and compete against other organisations, and will have less opportunity to develop young people’s lives. 
Another operational threat identified is the need of welsh speaking staff. With 90,000 staff and volunteers across Wales, whom must be able to speak welsh when working directly with young people or representing the organisation. In the hopes that the welsh language grows, the Urdd may find difficulties acquiring new staff who are adept in the language in order to continue providing and expanding its service. The Urdd supports the development 30% of Wales’s welsh speaking youth a part of the organisation, therefore it’s key to have sufficient staff to maintain operations.

Conclusion
To summarise, the Urdd as an experienced and well grounded organisation holds many strengths which support the development of the movement, financially and in terms of its operations supporting young people and the Welsh language. Working under youth and government policies allow for a strong backing and driving force behind it’s missionary-style focus of developing growth of the Welsh language in young people. With its funding, the Urdd will not need to be as concerned on stability as smaller organisations would, having a large reserve should funding decrease or a need to cover other financial risks. Using the media it can continue to reach the youth of Wales nationally, broadcasting through the S4C and BBC with it’s productions to continue educating young people. In addition to this, the Urdd already provides a platform for young people to express their opinions or concerns, using the media would help young people further and develop a wider response from young people in Wales, and increase support towards achieving new goals. These are all excellent assets to have when competing against other major youth movements, and allow for ease of conducting outreach and gaining publicity within Wales. With financial growth, the Urdd has developed a significant reserve fund to accommodate expenditures that could occur, showing pre-planning by management to ensure needed investments can be made should there be an urgent case for repair or financial management. 
 Despite this however, the Urdd could improve by developing more strategies to support less economic families, and perhaps use its funds to support those regions to develop. In addition to this, The Urdd could attempt to research expanding outside of Wales, to discover if there is an interest to teach Welsh to other people, and if other youth organisations aren’t too established. To develop a wider national or perhaps international approach in supporting young people, if it can operate with other larger and mature organisations in new regions. Having identified this, the Urdd could attempt to become more mobilised and adapt a smaller department to attempt to engage with these territories more frequently and oversee its own progress.
To relieve criticism about the Urdd’s use of the media, the Urdd should attempt more outreach in person, and develop more campaigns to engage with its members, similar to its approach in the Eisteddfod, but smaller in scale, so it can work with focus groups in key areas that need more attention towards welsh education. By doing this, the Urdd can develop a more qualitative development in smaller regions and continue to make its presence known to the community. To support its reach, the Urdd should use the resources available to CVWYS, and collaborate with other major organisations to limit competition and give support to young people it may not be accessing. By doing this, it increases the reach the Urdd will connect with, and provides more options for the young people who engage with the organisation. 
As noted in the Urdd Annual report (2017) there are already plans to improve the current facilities and equipment provided by the Urdd, with major investments to the resort sites of Llangrannog and Glan-Llyn to modernise each site to standard. This will allow for a smoother and more entertaining experience for the young people, and allow new opportunities to develop with new equipment being installed. Overall, the report states a 76% satisfaction rate from families and young people who visited the Llangrannog site, which is an acceptable amount, but the Urdd should aim to increase this to ensure everyone receives the best experience and ensure young people and their peers learn Welsh and are compelled to continue their learning. 
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