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Any successful business or organisation will only grow when they continually analyse and assess their position.  A very helpful tool called the SWOT analysis (strengths, weaknesses, opportunities and threats) was created in the 1960’s by Edmund P. Learned, C. Roland Christensen, Kenneth Andrews and William D. Book in their book "Business Policy, Text and Cases" (R.D. Irwin, 1969) . This tool has been used endlessly by many businesses and organisations as a planning process to overcome challenges and move forward (Fallon, 2018).   Likewise, it is imperative that youth work organisations adopt a similar view, to ensure growth and strategic planning for the benefit of young people.  The National Youth Agency (NYA, date unknown, p. 4) noted in their document ‘The future for outcomes: A practical guide to measuring outcomes for young people that 
It is timely and, we believe, imperative for the sector to get to grips with effective evaluation that can highlight the many benefits of good youth work.  Our approach to work with young people is unique, it gets results, we need to engage fully with demonstrating those outcomes and proving beyond doubt that ‘youth work works’.  (NYA, date unknown, p. 4).

It is understood that youth work is complex due to the nature of young people and changes in today’s societies, but this is no excuse to ensure provision meets the requirements of government policies and improve outcomes for young people (NYA, date unknown; LSIS, 2012; YWWRG, 2018).  The NYA (date unknown, p. 6) also noted that ‘measures are required across all services and projects that are working with young people’.  Knowing the impact an organisation is making in the lives of young people or a community is important to know, for stakeholders, the young people involved, the organisation, local authorities and for marketing purposes.  A SWOT analysis of an organisation like the Burns Pet Nutrition Foundation, is identifying exactly the impact they are having and that they can have in the future of their work involved with young people and the community.  

[image: ]
Mr. John Burns started Burns pet food in 1993, and since then have grown into a thriving business.  He noted that ‘Burns Pet Nutrition has always received incredible local community support, so we wanted to return the favour and help people and pets achieve their goals’.   Therefore, they set up the Burns Pet Nutrition Foundation in 2009 to improve the lives of people and pets in the local community and beyond.  

Their Mission and Purpose
‘Helping to inspire futures and create better tomorrows’ is their tag line as noted by Carol Lincoln, the Community Liaison Manager.  Carol noted in their Review and Plan for 2019 that:
Burns Pet Nutrition Foundation (BPN Foundation) was fully incorporated as a Charitable Incorporated Organisation (CIO) in February 2016.  To keep the charity activities distinctive from Burns Pet Nutrition Ltd the CIO is operated under the banner of Burns in the Community.
The BPN Foundation exists as a CIO to make a difference to the lives of people and companion animals across the UK and delivers resources and skills as well as financial donations, particularly where the countryside, horticulture, education and where positive animal assisted therapies are involved.  
We are developing exciting innovative projects and meaningful partnerships with human rights and welfare organisations to meet our charitable objects by offering practical, recreational and educational services to help people to gain confidence and learn life and work skills.  (Lincoln, 2018, no page number).

The Charitable Objects for The Burns Pet Nutrition Foundation are:
	‘To promote educational training or retraining particularly amongst unemployed people in farming, horticulture and woodland related skills.’

	‘To promote Social Inclusion by preventing people from becoming socially excluded by assisting them to integrate in to society.  Socially excluded because of unemployment, youth or old age, poor health, disability, poor education or skills attainment.’

	‘To relieve the suffering of animals in need of care and attention by providing financial or other support to animal welfare organisations,’

	‘General charitable purposes as the trustees may from time to time determine.’


 (Lincoln, 2018, no page number).

Burns Projects:

· Burns by Your Side - Championing the effects of the human animal bond through our Burns by Your Side Reading Dog scheme.  
· Better Tomorrow Programme – ‘real time’ training and work experiences for disadvantaged people.  Through delivering exciting community events and projects and volunteer work.
•	The Burns Pet Charity of the Year Award - Each year since 2015 they offer a year’s supply of financial support, pet food and promotion to the UK animal welfare organisations that need it most.  
 
Our understanding of organisations is influenced by the way we see them.  Morgan (1986, cited in, Ford et al., 2005, p. 42) noted that 

Most people use one of a small number of metaphors to see, think about and describe organisations, including:
Organisations as organisms: the organisation is like an organism, with a life cycle and a complex relationship with its environment. Its parts are interconnected, and the whole is much greater than the sum of the parts. The organism learns by doing and can do more, better. It is continually replenishing itself, so does not break down (except under extreme duress!). The environment is dynamic and constantly changing.

Organisations as cultures: the organisation is seen as a collection of ideas, values, behaviours, norms, rituals and beliefs. Many aspects of culture are implicit – the new member of the organisation must work out what is important by interpreting the cultural norms and symbols. The behaviour of ‘heroes’, what is celebrated and how, what is rewarded and what is punished, all act as powerful communicators of the culture. Organisations working as cultures are held together by a shared set of values and beliefs, which may be implicit or may be made very explicit as in mission statements. (1986, cited in, Ford et al., 2005, p. 42).


My observation and scanning of the environment of Burns in the Community are that it portrays to me an element of an organisation of organisms and cultures.  The objective being to make a difference to the lives of individuals and their pets.  Burns, gives me the impression of creativity.  Runco (2007, p. 375) noted that ‘creativity is a mixture of a number of factors, (non-traditional) intelligence, imagination, originality, innovation, invention, discovery, serendipity, intentions and adaptability’.  The culture of the Burns Pet Nutrition Foundation was established from the values, norms and beliefs of the ‘heroes’ (Ford, Hunter, & Merton, 2005) of Burns as a business, celebrating their success.  It also appears to me that the environment is ‘dynamic and constantly changing’ (Ford, Hunter, & Merton, 2005, p. 42).  Burns identified a need in their community and held the capacity and potential to respond.  Therefore, reaching people that need creativity and ones with untapped potential, which in turn can have a long-lasting effect on the communities’ general health and wellbeing.   The environment and grounds Burns Pet Nutrition Ltd. own, provided a place that made Burns in the Community possible to encourage creativity.  The product of creating experiences for the community is innovative, original and creative.  Hence the process lends itself to be interconnected and creative.  There’s not much need for persuasion, as the environment and culture sell itself to flourish, with Burns having an esteemed stamp in the community already (Williams, 2018).
My observation of Burns in the community and in consultation with Carol Lincoln, the Burns in the Community liaison Manager, have led to the following SWOT analysis.
 
STRENGTHS
Strengths
What advantages does your organization have?
What do you do better than anyone else?
What unique or lowest-cost resources can you draw upon that others can't?
What do people in your market see as your strengths?
What factors mean that you "get the sale"?
What is your organization's Unique Selling Proposition   (USP)?
Consider your strengths from both an internal perspective, and from the point of view of your customers and people in your market.

(Unknown, 2018)

· Aims to make a difference to the lives of individuals and their pets.
· Burns offer bespoke programmes that are intuitive and community focused. I.e.
 •	 Burns by your Side - is targeting a UK wide literacy problem.
•	Burns in the community is targeting mental health and wellbeing by offering ‘real’ work experience programmes and volunteering schemes.
•	Volunteering with Burns, offers a sense of purpose to individuals – making a difference to volunteers’ general wellbeing. 
















· Burns don’t charge a fee for participating in their programmes, which is a unique ‘selling’ point and advantage of the foundation and singles them out from competitors.
· Their programmes are practical hands on experiences.  Whether that being growing vegetables, working with animals or making and creating products using hand tools and wood.  There aren’t many places where people have opportunities to engage in such an environment to be creative.
· The environment to these programmes lends itself to be creative, being outdoors and different to the user’s norms.
· The Resources Burns use to engage the community in, for example:- minibus, farm, poly tunnel, vegetable garden, hand tools, community-events space, parc Y Bocs Farm Shop, orchard and creative warehouse is effective and innovative.
· There are 6 staff members driving the Foundation, who are each experienced in their fields. For example:  Marketing and management, administration, specialised dog trainers, youth and community services and home and garden maintenance services.
· A small team means communication is easier to manage, this also makes them highly motivated and adaptable to support each other.
· Animal therapy is a welcoming, non-threatening and innovative tool to reach and engage communities.
· Burns are developing exciting new projects and partnerships that help enhance the lives of disadvantaged people, by offering practical recreational facilities and life skill opportunities.
· Burns has built up a strong presence in the community without having to promote themselves too much through the web. 

· They have strong relationships with their stakeholders, i.e.Mencap
Birt Brain Injury
CCC Occupational Health Team
Carmarthenshire County Council Youth Service
Pembrokeshire Targeted Youth
Carmarthenshire Young Carers
CBSA, Kidwelly Hub and others
University of Wales Trinity College Carmarthen and Swansea
BBYS volunteer teams UK & Ireland
Forever Hounds, UK German Shepherd Dog Rescue and Dogs for Disabled Cork 
Beneficiaries of general Burns sponsorship
Greenacres & Llys Nini Rescue Centres


· Stable sources of finances are mainly from Burns Pet Nutrition Ltd.
· It’s not just financial assistance we provide – we also share our resources and skills, especially when conservation, the countryside, education or pets are involved.
· Burns works in close partnership with outside agencies, offering influence and support to their services i.e. Carmarthenshire youth services, Schools, animal welfare organisations, NHS Board, Pembrokeshire Tourism, Ty Golau (Kidwelly Community Hub), Dolen Teifi (community transport organisation) etc.
· Burns values are highly esteemed and appreciated in the community.
· The Foundation gains trust and support from their users and their extended families, due to the ‘positive impact it has on the user’s well-being, self-esteem and confidence’, as noted by a deputy Head teacher at Pembrey Primary School.  This is only to mention one of the projects feedbacks.
· Communications, PR and Marketing, Lincoln (2018, no page number) have noted that.

A new strategy has been devised in conjunction with the Marketing Team at BPN for the promotions of the work of the BPN Foundation and for a general integration of the Foundation work into the messages promoted to customers of Burns Pet Nutrition Ltd.  Activity will include a new branding strategy and greater web site presence as well as a new PR programme utilizing the services of BPN marketing team and the Cardiff Based agency Working Word.  A new brand guideline document is being developed at the time of writing. (Lincoln, 2018, no page number).

· A unique and low-cost method of their resources comes from Burns Pet Nutrition Ltd, whereby they draw upon the skills and expertise of staff to do the Foundation’s finances, marketing, IT support and human resources.


What could you improve?
What should you avoid?
What are people in your market likely to see as weaknesses?
What factors lose you sales?

(Unknown, 2018)
WEAKNESSES


· Burn can improve on measuring outcomes for service users through developing an evaluation strategy.  As noted in NYA (date unknown, p. 11) a Kirkpatrick (1994) model can be used to ‘identify the intended outcomes from any programme and to support decision making about how those outcomes will be assessed and measured’.
· Therefore, their monitoring and evaluation of programmes lack the impact evidence it needs.
· The flip side of the strength of resources that Burns Pet Nutrition Ltd provides to the Foundation, is that this creates limitations on their programmes and time.  Programmes and foundation requests always need to be approved by Burns Pet Nutrition Ltd.
· This causes huge constraints on the Foundations human resources, time and energy.
· Communication between the charity and Burns Pet Nutrition Ltd. is always a difficulty that requires a lot of their attention.  
· New ideas, plans, programmes and the use of resources needs to be communicated to Burns and approved, before the Foundation can continue with a project.
· Current staff allocation is under great pressure, therefore a wider source of staff can be appointed to deliver their variety of programmes, to ensure the sustainability of their staff.
· To make this possible, the Foundation need to look at external funding for future financial stability.
· Like any business, the financial future is a bit unclear of their fate and certainty post Brexit. 

What good opportunities can you spot?
What interesting trends are you aware of?
Useful opportunities can come from such things as:

Changes in technology and markets on both a broad and narrow scale.
Changes in government policy related to your field.
Changes in social patterns, population profiles, lifestyle changes, and so on.
Local events.

(Unknown, 2018)
OPPORTUNITIES…





· The environment at Burns farm shop, has the potential of engagement for family toddler group sessions (‘Tots at Bocs’).  To create an opportunity to see families spend time with their children in the outdoors, through creative play, messy play, educational creativity and development of physical, social and emotional needs. 
· There is scope for unique volunteer/apprentice opportunities, for example young people traineeships in variety of settings in the industry, i.e. Gardening, woodwork, shop, café, IT, marketing and communications, dog training schemes, Burns in the community programme etc.
· Is there potential for ‘Party Bocs’ – Social Enterprise initiative, creating space for selling bespoke kids parties, incorporating the Foundation’s ethos, ‘real’ work experiences for people, skills development, work opportunities, partnership with ‘outside agencies’ to grow their products & services. 
· I can see the opportunity for the recognition of the Foundations Social Enterprising done already.  This can be evidence in applying for external funding that can create further job opportunities to expand the staff team. 
· There is scope for marketing opportunities, recognition of work done to be published to a wider audience perhaps.
· Funding can be acquired and bid for in recognition of work done in the community, for example from the Welsh Governments Communities facilities and activities programme (CFAP) especially with regards to their Social Enterprising done with community groups.
· Therefore, the expansion of the Foundation in terms of recruiting of more staff for various aspects.
· They can develop an evaluation strategy like the Kirkpatrick model (1994) as noted in the NYA (date unknown, p. 11), this can have a huge impact on their credibility in the community and with their stakeholders.
· This will also strengthen their work when applying for funding bids. 
· I believe there to be opportunity to expand the work done with the community groups, to add accreditation to some of their programmes.  For example, ASDAN, John Muir Awards or SWEET training accreditation. 
 


· Continued communication battles with Headquarters, Burns Pet Nutrition Ltd.THREATS
What obstacles do you face?
What are your competitors doing?
Are quality standards or specifications for your job, products or services changing?
Is changing technology threatening your position?
Do you have bad debt or cash-flow problems?
Could any of your weaknesses seriously threaten your business?

 (Unknown, 2018)



· Post Brexit, the funding from Burns Pet Nutrition Ltd. Could dry up.
· Financial stability is unsure for the Foundation.
· There is an exhaustive audience to work with, this requires further staff to manage.
· The Foundation will continue to have limitations due to the resources available that is provided by Burns Pet Nutrition Ltd.
· Burns Pet Nutrition Ltd. Continually needs convincing and explanation to make them better understand what the Foundation is trying to achieve and aspire to do in the community and beyond.
· Having a thin layer of staff on the ground, does not allow for eventualities to happen.  
[bookmark: _GoBack]It is therefore very exciting to see the potential opportunities that exists for the Foundation to further expand and grow.  I asked the Foundations’ manager about how she can see themselves grow as a charity , her reply was ‘very organically’.  This ties in as mentioned before, that I see the organisation as an organism as noted by Morgan (1986).  It will be very interesting to see how developments take shape over the next few years within the Burns Pet Nutrition Foundation and whether any of these strategies mentioned through doing the SWOT analysis will be embedded in the organisations policies and practices.  
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