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

[bookmark: _GoBack]The National JNC employer-staff agreement used by youth work employers state that qualified youth workers are required to ‘carry strategic and operational responsibility of service delivery, design and development’ (JNC, 2007 cited in Taylor, 2009, p.4). This suggests that youth workers must take responsibility to monitor and evaluate the effectiveness of their work in an organisation. In addition to this, Today’s organisations find themselves functioning in an environment that is constantly changing (Team FME, 2013). Critically analysing the implications of these changes and monitoring the effectiveness of a youth work organisation requires a strategic plan to ensure that it is working successfully. An effective strategy includes the use of a SWOT analysis. Harrison (2010, p.92) explains that “SWOT analysis is an examination of an organization’s internal strengths and weaknesses, its opportunities for growth and improvement, and the threats the external environment presents to its survival”. 
Within this assignment, a SWOT analysis will be undertaken on a youth and community organisation to identify its effectiveness and sustainability within its environment. The assignment will firstly begin with a brief introduction to the organisation followed by discussions of key points identified by a SWOT analysis carried out beforehand (see Appendix 1). Lastly, the assignment will conclude with recommendations for improvement, including those that have been identified by the young people from the organisation (see Appendix 2).
The youth and community work organisation that will be analysed is a youth club set in a rural community that does not have much to offer young people, therefore its existence is important. The youth workers in this club aim to work with young people to develop holistically and facilitate their personal, social and educational development (LSIS, 2012). They also aim to provide the young people with a safe environment in which they can achieve outcomes of active participation, wider skills development and enhanced emotional competence (WG, 2014). This has been done by providing a young person friendly building, educational workshops, trips and activities. Opening two days a week, the club has offered these opportunities to young people for over 20 years, and throughout council funding, will hopefully continue for much longer.  The club is highly respected by the young attendees and is a club that makes them happy (see appendix 2). 
There are plenty of strengths identified from the SWOT analysis carried out and the input from young people (see appendix 1 and 2) however, the efficiency of the club is proved by the length of time is has operated. This suggests that the club is somewhat successful and has a good reputation, this can be best credited to two factors that interlink. These factors include participation and supportive youth workers.
Firstly, beginning with participation, the club entirely relies and runs with the help of young people. The club enables them to take charge and make their own decisions on how they want the organisation to run and how it affects them. This is seen by allowing the young people to decide what programmes and activities they would like to have in the club. In relation to Sherry Arnstein’s Ladder of Citizen Participation, using this participative method suggests that the youth club lies in the ‘degrees of citizen power’ section rather than the ‘degrees of tokenism’ (Creative commons, 2012, p.4). Recently, the young people have also had the opportunity to make decisions on rearranging the opening nights of the club to suit them better. This additional example suggests that the club fits on the highest rung of Roger Hart’s Ladder of Participation that states ‘child-intended, shared decisions with adults’ (Creative commons, 2012, p.5). This suggests that the young people have autonomy and become equal partners in the learning processes and decision making (WG, 2014) enabling them to have better outcomes.
The second factor is ‘youth workers are supportive’ which was identified by the club members themselves (see appendix 2). This suggests that they think the youth workers work well will them and are supportive. This factor interlinks with the participation and is one that enables it to successfully work. Hart (1992) mentions that seeing projects on the highest rung of his ladder is rare. He suggests that ‘It is rather the absence of caring adults attuned to the particular interests of young people’ (Hart, 1992, p.14). This suggest that the youth workers in this organisation ‘respond to the subtle indicators of energy and compassion in teenagers’ and are able to give life to their potential (Hart, 1992, p.14). Having youth workers that are supportive not only enables the organisation to offer outcomes of active participation, wider skills development and enhanced emotional competence (WG, 2014) but also enables the young people to feel comfortable in the environment. In addition to this, the young people are more likely to attend the club if they feel safe, supported and as though they belong. The organisations benefit to having supportive youth workers enable the young people to have a better opportunity to achieve their outcomes and meets its purpose.
As well as strengths identified, there are some weaknesses. These weaknesses need to be identified in order to resolve them to improve the organisation. Two key weaknesses are described further.
The first weakness that has been identified is that there are two different lead workers that work on different days of the week. The lead worker is supposed to manage the sessions, young people and staff.  Watson (2001, p44 cited in Tyler, 2009) states that mangers develop and express their identity and individuality throughout their managerial work by the way they act, think and shape their organisation. Because of this, the meaning they give to their work as managers is personal to them and different for everyone (2001, p44 cited in Tyler, 2009, p.7). This can cause confusion to the young people and staff if the lead workers are working differently to one another and have different views on their job role. For example, the young people are not allowed to take scooters or bikes into the building according to one lead, however the other allows them to store them inside. This can cause conflict, and both leaders must ensure that the same rules apply. The use of two different leads can also mean that they have different plans and visions for the organisation. This could mean that the organisation will fail by being driven in different directions. Millar (2010, p.140) says that ‘leaders are assumed, often correctly, to be pushing forward their own agendas, rather than that of those who will most benefit from the work itself’. This can be to benefit the public rather than the service users, failing to meet the clubs purpose. In order for the organisation to work, and leaders to gain respect and trust, they must demonstrate that any vision and route-map they propose will be entirely for the interest of youth work and the organisation (Millar, 2010) and if there are more than one lead, they work on the same visions together.
The second weakness identified by the young people is keep consistency of staff. This has recently been resolved for the time being, however it can change at any time if staff decide to leave and cover needs to be arranged. At a time, the young people did not know who would be working with them and would have to meet new workers. Without consistency youth works are unable to build and maintain purposeful relationships with young people (LSIS, 2012) and the young people are unable to trust the youth workers if they are continually changing. Working with young people without a build relationship makes it difficult to support them and achieve outcomes. In addition to this, the young people will feel uncomfortable to attend club if it means they must meet someone new each time. This can make them feel anxious and drive them away, meaning the organisation can fail. Therefore, it is important to ensure that the staff are consistent in this organisation. 
There are several opportunities that the club can use to their advantage while working with young people. One being the newly formed youth council of the community, formed by the youth club members and supported by the dedicated club youth workers. Although this is a new project that has just began, it can take the young people on a new journey to have a voice and have their opinions taken account of (WG, 2014). This opportunity can enable the young people to be involved in decision making, influencing others and increase their levels of confidence and self-motivation (WG, 2014). While having these benefits, it enables them to be an active part of their community and be recognised as local citizens. In addition to this, together they can make their community a better place for themselves and other young people. This youth council enables the organisation to have a representation in the community and provides the young people with further outcomes.
The second opportunity is that the organisation can expand. This can be done by hiring more staff and open more than twice a week. Being one of the only organisations for young people in the community, the support and provision is limited. If the organisation is open more in the week, it will enable young people who are unavailable on the original opening days to also achieve outcomes and may improve the participation of young people. Opening on additional evenings will also enable more young people in the community the freedom of association, and achieve their rights to relax, play and take part in activities (The United Nations Convention on the Rights of the Child, UNCRC, 1990).  
The threats of an organisation include the external factors that are beyond control that can put the organisation at risk, however, it is important to have plans in place to address them if they are to occur (Berry, 2017). In is important to identify these threats in order to make precautions. There are two risk factors identified from the SWOT analysis (see appendix 2) that are explained further.
The main threat identified is funding to enable the organisation to continually exist. Although the organisation is funded by the local council, this does not mean it is sustained. The Welsh Government (2014) suggests that most of the funding available to youth work in Wales is administered by local authorities with funding allocated from the Revenue Support Grant (RSG). This funding is utilised in order to best meet the local needs and priorities of the local authority (WG, 2014). This suggests that the funding can be put to a stop if the needs of the local community change or if the money needs to be used for another organisation with more important needs. This would mean that staff would lose their jobs and the youth work will be discounted. This would be very worrying to the organisation and could mean it would need to be shut down, leaving the young people unhappy (see appendix 2). In In order to keep its funding the organisation must demonstrate its importance to the young people and its community referring to the achieved outcomes. Displaying these can enable the organisation to have continued funding and continue the effective work. 
The Welsh Government has historically provided support to grant schemes that are proposed to support the outcomes of youth work (WG,2014). Therefore, there are grants available that the organisation can use for programmes or trips. The pressure of keeping the organisation afloat can cause desperation to obtain funding. This can cause organisations to bid for funding that has obligations to carry out work desired by others rather than the work needed or wanted by the young people (Jeffs, 2011). Having worked in the organisation it has come apparent that the organisation will not constitute these measures and will put the needs of their young people before the needs of funding. If the organisation continues to meet the needs of young people, then funders will see the importance of the organisation and they will have a better change of obtaining funding.
Another threat identified from the SWOT analysis is the location of the club. The club takes part in a building that is located in the centre of the community. This makes it accessible for young people and includes facilities that they enjoy using (see appendix 2). This building is rented by the organisation and at any time can be stopped if the building owners decide they no longer want the club to take part there. This would mean that the organisation would need to secure a new building, but with a small and rural community this can be difficult. Moving location can mean that the club is no longer accessible for many young people and can result in a loss of members. losing members mean that their needs are not met, and outcomes cannot be achieved. If the staff and young people continue to respect the building, then it is hoped it will not come to this. However, minimising this risk could mean taking out a lease on the building so that the organisation can be sure it is secure for a period of time. This can be until it comes up with a new action plan or can continue to lease the building as long as it is required. 
Undertaking the SWOT analysis on this organisation has emphasised some improvements that can be carried out as well as some opportunities that are available to better the organisation and the outcomes for young people. The strengths highlighted enables young people to be participative and take charge of their own learning and development. This method enables them to get the best out of the organisation to suit them personally. This participative method also enables the organisation to continually run, being voluntary the young people are more likely to attend if it suits their needs and interests. The second strength indicated that the youth workers are supportive, this also gives the organisation potential to thrive and allows young people a better chance to meet outcomes. 
The weaknesses identified suggest that the youth workers need to work together to drive the organisation in a direction that best meets the needs of the young people. This can be done throughout management meetings to ensure that the youth workers have the same interests and visions for the organisation. While having these meetings, they must continually collaborate with the young people to make sure it is in their best interests and not those of the youth workers. While having these meetings, the consistency of staff can be touched upon and the importance of building and maintaining relationships with young people. These meetings can provide the organisation with an action plan that allows the organisation to meet the needs of young people and allow them to achieve better outcomes. 
The organisation has potential opportunities that can be used to better the organisation as well as lessen the effects the identified threats. If the organisation continually supports the youth council to thrive, then the young people can make decisions about the organisation and present to the local authority the importance the organisation has on them and their community. In addition to this, expanding the organisation allows young people more opportunity to achieve outcomes and reach their potentials. These opportunities can be used to demonstrate the importance of the organisation to the local authority and enable them to see that their funding is vital and is being used for good measures.
While undertaking the SWOT analysis, the young people were asked if there is anything they think can be done to make the club better. This was done so that the young people are able to express themselves and have their opinions taken into consideration (UNCRC, 1990). Suggestions such as organise more trips, keep consistency of staff, create a programme and to have more space outside for activities (see appendix 2) were given. These are other suggestions that can be made to improve the organisation for the young people and their participation. It was evident to see that the young people had different views and opinions to the youth worker working there and had more good things to say rather than bad (see appendix 2). This suggests that the young people appreciate the organisation and the work of the youth workers. After carrying out the SWOT analysis and the workshop with young people, it has proven just how important the organisation is to the community and that although there are weaknesses and threats, the organisation can still succeed
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Appendix 1.
Strength, Weaknesses, Opportunities and Threats identified from the organisation.
	Strengths 
	Opportunities


	
· Facilities 
· Young people friendly building
· Local for young people
· Communication between staff, leaders and young people
· Staff are qualified in youth work
· Service is free for young people
· Universal – any young person can attend 
· Works closely with other organisations that can come and deliver specialised work shops 
· Has been running for over 20 years 
	· Education – young people learn new things
· Trips – new experiences
· Youth council enables young people to get more out of the organisation and better the community for themselves.
· Expand the organisation and open more days of the week for young people

	Weaknesses
	Threats


	
· Different lead staff on both days in the week
· Programme of activities/things to do
· Only open term times
· Communication between leaders
· Consistency of staff
	· Funding to enable the organisation to continue.
· Sustainability of the club.
· Moving the club to a new location – centre on lease. 










Appendix 2
Young members views and opinions of the organisation using flip chart and questions.
1. “What is good about Youth Club?”
[image: ]




2. [image: ]“What can make youth club better”
3. [image: ]“How does Youth club make you feel?” 
 
4. [image: ]“How would you feel without Youth Club?”
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